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Letter from the IRLNEP Executive Director

The Indian River LagoonNational Estuary Program (IRLNEP) and its host agew, the IRL Councjl
an independent Special District of Floridaare pleased to present this 5sear Program Evaluation
(PE) report to the U.S. Environmental Protection Aancy (EPA) for Fiscal Years 2022021 (from
07/01/2016 —09/30/2021). This PE report spans two 5Syear EPA Grant Awards: #CGB0D36215
(10/01/2015 -09/30/2021, closed out on 09/01/2021) and #CE-00D90119 (10/01/2019 -
09/30/2024, currently active).

The report highlights significant IRLNEP EPA Workplaaccomplishments over the past five years.
It incorporates additional documentation of programactivities funded by the IRL Council though
annual costshare contributions pursuant to an Interlocal Agreenent (2015 and 2016 as
amended). The PE reportiocuments a program transformation since the creatin of the IRL
Council in 2015 and restructuring of the IRLNEP i8016. This restructuring was initiated to
expand local state,and federal leadership and investments in respons® an estuary in ecologial
crisis.

Priorities and actions of the IRLNEP were plannedna delivered in alignment with NEP
responsibilities authorized by the U.S. Congress Bection 320 of the Clean Water Adnvestments
and actions align with the longterm strategy of the IRL Council and IRLNEP Managente
Conference to position the program to lead a succsfsll lagoonwide effort to improve IRL water
guality, restore heathy habitats that support a diersity of species, and build strong communities.
To implement this strategy, thelRLNEP:

X Redefined the program’s Vision, Missiorand Goals.

x Identified, initiated, and cultivated a compellingorand for the IRLNEP.

X Revised the IRL Comprehensive Conservation and Maysanent Plan (CCMP) and
supported it with detailed CCMP concurrence plannigpdocuments.

x Completed Climate Ready Estuary vulnerability riskssessment and adaptation plan.

X Funded annual local cosshare projects with both EPA Section 320 funds an&L Council
funds.

x Expanded technical support to local partners includig IRL counties, cities, organizations,
and agencies.

X Sought opportunities to assist underrepresented comunities as a strategic program
priority.

x Expanded external communications through delivery ba strategic communications plan
that included a new IRLNEP websitewyww.onelagoon.org and greatly expanded social
media communicationscapability.

X Addressed issues of concern identified in the presus EPA Performance Evaluation.

x Demonstrated a strong commitment to program excellgce, performance, financial
responsibility, and transparency. through the develpment and distribution of an Annual
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Business Plan that incorporates the EPA Workplan an&L Council projects and
expenditures.

x Developed and distributed comprehensive Annual Repts that summarize the health
status of the lagoon and lagootwide restoration activities by the IRLNEP and its partners.

X Secured revenues from new sources and expanded rewenfrom multiple existing sources.

The IRL Council and IRLNEP thank the U.S. EPA farit partnership, guidance,and continuing
support.

Regards,

L 2 Ml

Duane E. De Freese, Ph.D.
Executive Director IRL Council and IRLNEP
Telephone: 321.313.0764/Email:ddefreese@irlcouncil.org
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Environmental Justice

U.S. Environmental Protection Agency
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Florida Fish and Wildlife Conservation Commission

Indian River Lagoon

Indian River LagoonNational Estuary Program

National Oceanic and Atmospheric Administration (U.Dep. of Commerce)
Program Evaluation
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Request for Qualifications

Submerged Aquatic Vegetation

Southeast and Caribbean Disaster Resilience Partiséip
South Florida Water Management District

St. Johns River Water Management District

Stormwater Treatment Area

Total Maximum Daily Load

Total Nitrogen

Total Phosphorus

Total Suspended Solids

United States Environmental Protection Agency

United States Fish and Wildlife Service
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Background

IRL Ecological Status

The IRL National Estuary Programencompasses diverse coastal watershed representingeven
counties, thirty-eight incorporated cities, and 1.6 million residents.The IRL system is composed of
three lagoontype estuaries (Mosquito Lagoon, Banana River Lago@and IRL) that extend 156
miles along Florida’s central east coasthe IRL is shallownarrow, and micro-tidal with limited
ocean exchange througffive inlets and a navigational lock system at Port Canarad operated by
the U.S. Army Corps of Engineers (USACHjater movements and mixing in the IRL are largely
wind driven. Water residence times are highstin the southern Mosquito Lagoon, Banana River
and northern IRL, making these sections of the syatn highly vulnerable to landbased human
impacts, high nutrient loads, harmful algablooms,and poor water quality. The IRLNEP program
boundary includes an additional 25 miles of the sahern Halifax River in Volusia County. This
IRLNEP project boundary amendment was adopted by ¢hlRL Council in 2016 (Figure 1).

Over the past century, water flow patternsand water residence times were heavily impacted by
dredge and fill construction of earthen causewaysotaccommodate eastvest bridge corridors
across the IRL. The NASKennedy Space Center Crawlerway was a historedge and fill activity
that significantly altered the wetland and waterwayconnections between Mosquito Lagoon,
Banana Riverand IRL. The CleanWater Act (CWA) addressd both pollutants and pollution.
Pollution, as defined under the CWA, includes mamade alterations to the physical integrity of
water, such as the creation of a dams, diversiongr&am crossings,or impervious covers. Dams
and causeways are specifically referred to in theWZA when describing pollution.

In 2021, the IRLNEP contracted with Tetra Tech Into evaluate dredge and fill causeway and
other similar impacts to the IRL.The preliminary analysisdocumented nine causeway and/or
bridge corridors over the Halifax River within thelRLNEP project boundary and 33 causeway
and/or bridge corridors over the Mosquito Lagoon, Banana River anlRL. Approximately 1659
acres of natural bottom werefilled. An estimatedl,140 acres of dredge pits damagedatural
estuary bathymetry, and 75% of surface water conneiins and flowswere altered. This
compartmentalization increasel the vulnerability of segments of the lagoon to humaisourced
nutrients, other pollutants, and direct stormwater impacts from a highly channelized and altered
watershed.

Changes in land use patters) alteration and loss of wetlands, stormwater chanrization, surface
water diversions to the IRL and groundwater impacts have dramaticall altered the hydrology and
freshwater balance of the IRL. The scientific comnmity is in broad agreement that alteration of
the timing and delivery of freshwater to the IRL isa significant factor affecting IRL health.
Freshwater inflows to the IRLare a major and often overlooked issue that impacts saity,
temperature, nutrient loads, and sedimentation (including fine sediment aatributions that form
muck deposits).The fragile freshwatersaltwater balanceof the IRLinfluences water quality,
habitats, animal nurseries and spawningireas, and species diversity. These critical seurcesare
the foundation for community quality of life, coastal resiliencyand the lagoon’s annuaéconomic
value estimated at $7.6 billionECFRPC, 2016).
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Nutrients delivered to the lagoon from a variety otonveyances are primary drives of water
quality changes in the IR(Trefry and Fox. 202%; Pain et al. 202%). Nutrient sources include
wastewater discharges, septic tanklischarges, fertilizer use on both agriculture and ban lands,
fossil fuel combustion,and internal flux of nutrients from sediments. Nutrient and pollutant
conveyances include surface stormwater, groundwatemand atmospheric deposition.

Over the past decade, thtRL appears to have reached a tipping point resultingiian ecological
regime shift from a seagrass dominated system to orgominated by blooms of microalgae. This
has resulted in ecosystem changes that threaten th®ological diversity and economic value of the
system.Regime shifts are defined as large, persistent, amdten abrupt changes in the structure
and function of an ecosystem with substantial impaston the suite of ecosystem services provided
by these systems. For the IRL, evidence of a regirsigft began in 2011 withthe IRL “superbloom”
(SJRWMD, 2011 and 2015).

The results of a 23year study (1997-2020) by Phlips et al. (2021)3 provided evidence for
multiple types of variability in IRL algal bloom agvity, including cyclical patterns, stochastic
events, and most prominentlya regime shift in composition and intensity. Cyclil patterns (e.g.,
El Niflo/La Nifa periods) and stochastic events inflanced rainfall levels, which in turn impacted
nutrient concentrations in the water column and thetiming and intensity of bloomsin the lagoon
In 2011, a major change occurred in the characterf §RL blooms, with a dramatic increase in@ak
biomass levels of blooms and the appearance of neleminant taxa, includingAureoumbra
lagunensigTexas brown tide species), nan@yanobacteriathat have been difficult to identify
taxonomically, and other nanoplanktonic species. Results of quatative analyses revealed system
changes indicative of a regime shift. The shift aotided with widespread losses of seagrass
community and reduced drift algae biomass.

The drivers of this regime shift are complex. Evidece suggests that aombination of excepionally
low water temperatures in the winters of 2000-2010 and 20102011, hypersaline conditions
associated with drought conditions, and high lighattenuation caused by blooms appear to have
contributed to the widespread and protracted declire in seagrass and drift macroalgal
communities in the lagoon, leading to shifts in distbution of internal and external nutrient
sources tofavor phytoplankton growth and recurring seasonal HAB$Phlips, et al, 2021;Hall et
al., 202%, Morris et al., 2022).

Three characteristics contribute to the potential br blooms in the IRL: long water residence times
that provide the time needed for biomass accumulabin; shallow mean depths that enhance light
availability for algal growth; and high internal ard external nutrient loads that increase algal
biomass potential.Other factors such as temperature, salinity, pH, anglater flow patterns are
likely to influence bloom potential.Influences of climate change and sea level rise aadready
evident throughout the IRL(Phlips, et al., 2021).

In the southern IRL seasonalhigh-water levels in Lake Okeechobee have resulted indhrelease of
billions of gallons of freshwater to the St. Luci®iver and Estuary that drainto the southern IRL
These highvolume discharges drastically changestuary salinity and, at times, transport toxic
cyanobacteria (primarily Microcystig to the IRL Thisthreatens both wildlife and human health.
Figure 2 provides visual examples of the intensity and divesity of both algal and cyanobacteria
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blooms in the IRLover the past decade

Figure 2. Composite phote of recent HAB events during FY 20172021. Left top and bottom: Microcystisbloom at Rio
marina from Lake Okeechobee discharge (2016 phot®. De Freese) and FL Department of Health Advisary
Titusville (2018 photo: M. Denemark/FL Today).Middle top and bottom: Fish kill in Banana River associated with
Aureoumbralagunensisbrown tide bloom (2016 photo: A. Gorichky); Brown tidebloom Haulover Canal (2012 photo:
T. Kazusko)Right top and bottont Expansive nanecyanobacterial bloom in IRL (2020 photo, D. Hansenlprown
bloom Banana River canal2020 photo B. Day); intense bloom bFibrocapsajaponicain Cocoa Beach canal (2018,
photo: R Kane).

These HABsand their impacts to water clarity are thought to ke primary driver sfor a catastrophic
loss of seagrasses in the system since 2014.2021 those losses (Figure 3)vere estimated at58%
acreage lost and 89% cover lost since 200®/orris, et al,, 2022).

This scale of seagrass loss will present challenges 1RL seagrass recovery once water quality is
restored to support seagrass growth and reproductior(both vegetative growth and seed
production). Seagrass replanting represents one opn to accelerate recovery, however the
process is complex, expensive, requires loAgrm monitoring, and is dependent on having a
supply of nursery grown plants to meet restorationneeds.

Seasonal and yeato-year variability in drift and benthic macroalgae conplicate scientific
understanding of nutrient cycling andgrowth patterns of submerged aquatic vegetation (Hall et
al., 2022). These water quality and species compogsiti changes at the base of the IRL food web
are having impacts at every trophic level
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In 2021 over 1,083 manatees died with many showingigns of malnourishment and starvation.
This situation was declared a Federal Unusual Mortigy Event (UME) by the U.S. Fish and Wildlife
Service (USFWS). USFWS has been working closehhwite Florida Fish and Wildlife
Conservation Commission (FWC), as well as other ll@and state partners, to conduct analyses
related to the cause of the UMEh(tps://myfwc.com/wildlifehabitats/wildlife/manatee /).

Working with these partners, FWC is evaluating botlhort- and longterm and small and large-
scale response options, including aquatic habitaestoration, expanding operational capacity at
FWC for necropsy and rescue, rehabilitation of matees at designated Florida oceanaria, release
of rehabilitated animals, and experimental provisiming of starving animals.

Extent of Seagrasses in the Indian River Lagoon

90,000 40
I Areal extent - Percent cover

72,000

54,000

36,000

Seagrass Extent (acres)
(%) 48n0D ueay

18,000

Figure 3. IRL Histoiic Loss of Seagrasse&raphic:SIRWMD

IRLNEP- Responding to an Estuary in Crisis

In 2015, the IRL Council was created through anterlocal Agreemen# with sole authority to
serve asthe new host agency for the IRLNEP. The IRL Council Bdb&f Directors is represented by
the Florida Department of EnvironmentalProtection (FDEP, South FloridaWater Management
District (SFWMD),St. Johns River Water Management DistriCBJRWMD and thefive counties
with shorelines along the IRL (Volusia, Brevard, Indn River, St. Lucie and Martin Couies). Each
IRL Council member makes an annual contribution tthe IRLNEPpursuant to the Interlocal
Agreement as a direct cash match to annual EPA Sent320 funding.
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Pursuant to the Interlocal Agreement, every 5 yearghe IRL Council Board of Directors revies/
the progress of the IRLNERNd the terms of the agreement. 1iFY 2020, the IRL Council Board of
Directors passed &Resolution 2019-077 to continue the agreement for another fiveyear period
(FY 2020-2025).

Since its creation in 2015, the IRL Council has wked with the reorganized IRLNEP Management
Conference to structure and implement a program thatesponds to the urgent needs of the IRL.
Every action and activity of the IRLNEP align witkhe program’s Vision, Mission,and Goals These
serve as the foundation for thdRL Comprehensive Conservation and Management Planoking
Ahead to 203qCCMPY¥ adopted in 2019 The CCMP was revised with full understanding that
human communities, economies, historiesand cultures are interdependent and essential
considerations for successful and sustained large ecosystem restoratiomd stewardship.

The framework for success of an NEP in large ecosgst restoration is to convene a Management
Conference to develop a Comprehensive Conservatiand Management Plan and track CCMP
implementation progress.The IRLNEP sustains and cultivates its Managementr@erence & a
collaborative and network governance business modellhis framework enables the IRLNEP to
address regional cross-boundary governance systems that include policy, pgram, or project
based intergovernmental cooperation and placéased local to regionatollaborations with
nongovernmental stakeholders, industry, publieprivate partnerships, and citizens. The IRLNEP
has sustained an active and engaged Management Caafee by cultivatingfour core principles:

1. The Management Conference is the heart osaccessful IRLNEPThe collective consensus
of the threeIRLNEP advisory committeesManagement Board, (and its Financial
Subcommittee); Science, Technology, Engineering ambdeling (STEM) Advisory
Committee; and Citizen Advisory Committee (CAC) ade the IRL Council Board of
Directors who serve as the Policy Boardnd final decisionmaking body.

2. The IRLNEP is the lead organization for successfubl@on-wide restoration and
stewardship. Federal recognition as an “estuary ofational significance” and leadership
from the IRLNEP is central to IRL restoration coordinatiom;ollaboration, and success.

3. Management Conference recommendations and IRL Couraecisions are science and fact
based using the best available data from multiplesources.

4. The IRLNEP Management Conference cultivates a pogttiand productive working
environment where IRL stakeholders can convene, commicate, collaborate, coordinate
and recommend projects, priorities, and financialrvestments.

EPA funds are used to support an annual Request fBroposals (RFP) for local cosshare Science
and Innovation projects. EPA funds are also used secure professional services in support of the
CCMP. Professional service contracts are secureddligh either competitive RFPs or Requests for
Qualifications (RFQs). These activities and budgallocations are identified in annual EPA
Workplans for Fiscal Years20179,20180, 201911, 202012, 202113, Each year, EPA Workplans are
incorporated into a comprehensive Annual Businessl&n (201814, 201915, 202016, 202117) for the
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IRLNEPthat incorporates all projects from all sources of fundingNote there is no Business Plan
for 2017 as these were not developed until 2018.

Fundsdelivered annually to the IRLNEP from the IRL Couitdnterlocal Agreement are allocated
to local competitive local cost-share projects identified through an RFP procesand program
administrative and operation costs Multiple RFPs are announced in the Heof each year. RFP
categories include Water Quality, Habitat Restoratm Community Engagement in Restoration,
and the Small Grants Programiocal IRL Council funds are alsosed to fundprogram
administration and operations. The IRL Coutil contracts sypport services through competitive
RFPs for legal, financial, and auditing services. Thisas proven to be an effectiveefficient, and
financially conservative strategy to manage progranoperational costs.

Environmental and Programmatic
Workplan Accomplishments

EPA Workplan Activities

Priorities and actions of the IRLNEP over the pastyears were planned and delivered in
alignment with responsibilities and authorities of NEPs authorized by the U.S. Congress in Section
320 of the Clean Water AGCWA). A strategic financial decision was made by thlRLNEP
Management Conference in Fiscal Year 2018 to aligmding sources with strategic program
deliverables. The IRLNEP Management Conference dRl Council Board of Directors allocate
EPA Section 320 CWA funds to activities that enhaa€CMP scientific knowledge, support the
Management Conference, promote innovation, expancdhd diversify community outreach and
education, and provide technical support to communies.EPA Workplan expenditures are
targeted primarily to lagoon-wide activities or projects that provide knowledgeto inform lagoon
wide resource management and decision making.

From 2017 through 2021, the IRLNEP completed a tdtaf sixty-five projects with EPA funding as
identified in annual workplans. Tables 1- 3 below summarize these projects using the three
categories identified in the EPA Performance Evaluain Guidance. Table 1 shows projects in the
Clean Waters Category. Sixteen projects, totalin@#3,341, were completed. Clean Waterrpjects
included assessments of technologies, monitoring éfarmful Algal Blooms, microplastics
characterization, muck studies, and atmospheric deition studies. Table 2 shows projects in the
Healthy Ecosystems Category. Fiftegirojects, totaling $703,324, were completed Healthy
Ecosystems projects included habitat, filter feedeand shoreline restorations, development of
planning documents for improved habitat managementshoreline suitability investigations, and
marine mammal health assessmentd.able 3 shows projects in the Strong Communities Category.
Thirty-four projects, totaling $1,507,885, were completedStrong Communities projects included
education, outreach and communications projects, ichate change and resiliency projects,
planning documentfor improved monitoring and community health, devebpment of additional
planning documents to inform CCMP implementation ahfuture revisions, and technical support
and capacitybuilding for communities through provision of grant writing services.

Pagel3of 61



Fiscal | Activity EPA " CCMP Action
. Workplan Activiti Partner
Year | Category | Funding orkplan Activities Plans SHITIEE)
Clean Manatee Creek Technology FSD1,4,11,13; .
2017 Waters $ 100,000 Assessment Project TMDL-3; MON1; Martin County
Clean Indian River Lagoon
2017 Waters $ 105,000 Comprehensive Canal Study MON-1 ORCA
Sourceand Concentration of ) )
2018 Clean $ 27,401 | Nutrients from Waterfront Homes DIM-1; MON1,2; UF/IFAS
Waters . . PIE-S
in Brevard County, Florida
. FAU-Harbor
Clean FAL_}ngbor Branch and Unv. of BAH-2: MON2: Branch
2019 $ 80,893 | Florida: Harmful Algal Bloom .
Waters T TMDL-1 Oceanographic
Monitoring in the IRL o
Institution
2019 Clean $ 25,000 Intern/Part Time Student Program FSD11: PIE2 IRLNEP
Waters Support
Clean FIT - Efficacy of Sediment Aeration | FSD6; MON1; Florida Institute
2019 Waters $ 110,000 Phase Il PIES of Technology
Clean UCF- Microplastics, Oysters, and . .
2019 Waters $ 99,797 the IRL (Lagoonwide) F-1; PIE1; MON1 | UF/IFAS
Clean FAU-Harbor Branch and University | Monitoring-2, HAB EgLr}]?harbor
2020 $ 80,000 | of Florida: Harmful Algal Bloom 2,3; Impaired .
Waters oo Oceanographic
Monitoring in the IRL Waters-1 -
Institution
2020 \C/:VIZ?QS $ 25,000 | HAB Science (supplemental award) HAB-1,2,3 IRLNEP
FAUHarbor
2020 Clean $ 50,000 One Lagoon Monitoring Plan Year Monitoring -1 Branch _
Waters 1 Oceanographic
Institution
Clean Atmospheric Deposition Atmospheric Wood
2020 Waters $ 25,000 Monitoring Deposition-1 Environmental
Clean FAU-Harbor Branch and University | Monitoring-2, HAB E,rAaL;CHharbor
2021 $ 100,000 | of Florida: Harmful Algal Bloom 2,3; Impaired .
Waters N Oceanographic
Monitoring in the IRL Waters-1 o
Institution
FAU-Harbor
Clean Monitoring Prevalence of HAB-1,2,3; Branch
2021 Waters $ 41,309 Microcystin Toxins Monitoring-2,4,5 Oceanographic
Institution
FAU-Harbor
Clean OnelLagoon Monitoring Plan Year . Branch
2021 Waters $ 25,000 5 Monitoring -1 Oceanographic
Institution
Clean Atmospheric Deposition Atmospheric Wood
2021 Waters $ 27,000 Monitoring Deposition-1,2 Environmental
- . . . Filter Feeders1;
Clean Examining Microbial Dynamics and '
2021 Waters $ 56,941 Sources of Microplastics in the IRL '{rash-Free Waters | UCF
TOTAL: | $978,341

Table 1. IRLNEP projectérom FY 2017-2021 that fall into the Clean Waters category providedn the EPA

Performance EvaluationGuidance.
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Fiscal | Activity EPA " CCMP Action
. Workplan Activiti Partner
Year | Category | Funding orkplan Activities Plans SHITIEE)
Healthy PIE1,4,5; F1,3,4,
2017 Ecosystems $ 49,500 | Restore Our Shores 201017 SG1: CC3 Brevard Zoo
. . FSD10,11; W7,
Healthy Project H20 Phase Two: IFF-4; PIE-1,2,4,5; | Marine Discovery
2017 $ 41,207 | Integrating Technology and the . )
Ecosystems ; MON-1; CC3; Center
Project H20 Academy
EIAR-2
Bivalvesat Work: Determining
Healthy Effects of Oyster Reef Restoration . Smithsonian
2017 Ecosystems $ 29,400 on Water Quality in the Southern F-1,3; PIEL Marine Station
Indian River Lagoon
Healthy Indian River Lagoon Ecological Marine Resources
2017 Ecosystems $ 45,000 Health Assessment Project PIE-1,4 Council
Linking Bottlenose Dolphin Health FAU-Harbor
2018 Healthy $ 66.000 Metrics to Individual Ecological BAH-1,2,3;MON1; | Branch
Ecosystems ' Factors in the Indian River Lagoon | SR2 Oceanographic
System Project Institution
Healthy - . )
2018 $ 37,434 | The Living Lagoon Project W-5,6; PIE1,4 ORCA
Ecosystems
Developinga Shoreline Restoration
Suitability Model, Phase 1: . . .
2018 Healthy $ 41,454 | Evaluation of shoreline W_6’8_’ ETS6; CC2; UCF
Ecosystems S PIE4; DIM-1
characteristics in the northern
Indian River and Mosquito Lagoon
The Efficacy of Sediment Aeration . ] . .
2018 Healthy $120,000 | as a Complement to Muck Dredging FSD6; MONL; SR | Florida Institute
Ecosystems : . . ) 2 of Technology
in the Indian River Lagoon Project
2019 Healthy $ 51,533 Brevard Zoo- Restore Our Shores W-6: F-1: PIE4 Brevard Zoo
Ecosystems 18-19
Healthy Florida Oceanographic Oyster e Florida
2019 Ecosystems $ 19,751 Restoration Education & Discovery PIE1; F1,BD2 Oceanographic
Seagrass4; Filter
. . Feeders4; Living
2020 Ece:c?.l,thgte | 850,000 | Sne Lagoon Habitat Restoration | g oliness; IRLNEP
y Wetlands-5; Spoil
Islands-3;
Healthy State of the Lagoon Technical State of the IREL; Applied Ecology,
2020 $ 50,000 .
Ecosystems Report Y1 Implementation-1 | Inc.
. . Seagrass4; Filter
2021 Healthy $ 25,000 One Lagoon Hap|taRestorat|on Feeders4; Living Tetra Tech, Inc.
Ecosystems Plan Gap Analysis . )
Shorelines6;
Health Testing Steel Gabions and CORE | Filter Feeders3;
2021 Ecos gtems $ 1,750 | Modules for use in Oyster Bars in | Monitoring-2; Brevard County
Y the IRL Living Shoreline-4;
Healthy Stateof the Lagoon Technical State of the IRL1L; Applied Ecology,
2021 $ 75,295 )
Ecosystems Report Y2 Implementation-1 Inc.
TOTAL: | $703,324

Table 2.IRLNEP projectdrom FY 2017—2021 that fall into the Healthy Ecosystemgategory provided in the EPA

Performance Evaluation Guidance.
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Fiscal | Activity EPA o CCMP Action
. Workplan Activiti Partner
Year | Category Funding orkplan Activities Plans ST
Modeling ecosystem dynamics FAUHarbor
2017 Strong $ 34758 in the Indian River Lagoon and | OSDS3; SG1; CC Branch
Communities ' Assessing the Potential Impacts | 2,3 Oceanographic
of Climate Change Institution
Comprehensive Conservation &
Strong Management Plan Revision
2017 Communities $ 45,000 Technical Support ($20,000 plus Fl-1,2 IRLNEP
$25,000 Supplemental)
stron a Living Shoreimes Outreach | FSPLOLL We.7
2017 9 |'$ 12,000 9 ¢ F-1; IFR4; PIE1,4; | City of Titusville
Communities Program Targeted to Specific cG3
Properties Along thelRL
Stron LagoonHomeowner's Environmental
2017 g $ 30,635 | Association Education Program | PIE-1,4; FSB10,11 :
Communities . - Learning Center
Expansion Project
Stron Creating a New, More Diverse | PIE-1,2,4,5;FSD1; Pelican Island
2017 9 $ 62,500 | Generation of Advocates for the | DIM-3; CG3; MON .
Communities . . : Audubon Society
Indian River Lagoon Project 3
Grant Writing Support and Xﬁt?ea srt;%cg?'es'
2017 Strong $ 60.000 Capacity Building for IRLNEP BD-2; FSD4,13; LA andgAssoc Inc.-
Communities ' Local Stakeholders 1; F3; PIE4 X AU
) T. Pinney and
(Lagoonwide)
Assoc.
2017 |SMON9 | g 10000 | EPA Travel FI-1,2 IRLNEP
Communities
Risk Based Vulnerability
Stron Assessment of the Indian River R. Parkinson
2018 g $ 24,700 | Lagoon to Climate Change and | CG1,2,3 ’ :
Communities . Consulting
Seal evel Rise (supplemental
award)
Climate Change Adaptation .
2018 | SYON9 | ¢ 57050 | Planning- Phase Il CG1,2,3 R. Parkinson
Communities Consulting
(supplemental avard)
2018 | SfONG | g100,000 | CCMP Technical Support& Datd 4 5. pypyq Tetra Tech, Inc.
Communities Management
IRLNEPComprehensive
Strong Conservation & Management FI-1,2; DIM1; PIE
2018 Communities $ 40,000 Plan External Communication 12,4 IRLNEP
with Stakeholders
Implementation of a Brand .
2018 | SYON9 | ¢ 86633 | Activation Program and PIEL24;FSBL0- | \pEAS, Inc.
Communities L . 11
Communication Services
Development of the State of the
Stron Indian River Lagoon Web Aoplied Ecolo
2018 9 $ 42,500 | Application (SIRLAP) and FSDB10,11 PP 9y,

Communities

Ecological Health Gap Analyses

Project

Inc.
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Table 3 (Continued)

Fiscal | Activity EPA L CCMP Action
: Workplan Activiti Partner
Year | Category Funding orkplan Activities Plans SHITIEE)
Building Capacity for Citizen . .| Marine
2018 gt(;?nnrgunities $ 28,788 Engagement with the Indian gﬁ\)/l'??’ FSD10.1L; Resources
River LagoonWatch Network Council
2018 | SMON9 | g 10000 | EPA Travel FI-1,2 IRLNEP
Communities
2019 | SMON9 | g 5p000 | SCMP Technical Supportand iy 4 5. g Tetra Tech, Inc.
Communities Data Management
2019 Strong N $ 28,026 St.. 'Lu'0|e Water Champions FSD10; PIEL,; PIE St. Lucie County
Communities Initiative 5
Strong PIE-1; FSD11; IFF | Pelican Island
2019 Communities $ 25,000 | Audubon Advocates 4 Audubon Society
IRLNEP "One Community One .
2019 Strong . $ 50,000 | Voice Initiative" (contract PIE1,2,4; FSB IDEAS, Inc.
Communities 10,11
renewal IDEAS)
Grant Writing Support and 22“:: s:g;(ee?'es'
2019 Strong $ 50000 Capacity Building for IRLNEP BD-2; FSD4,13; LA angAssoc Inc.-
Communities ' Local Stakeholders 1; R3; PIE4 ; N
) T. Pinney and
(Lagoonwide)
Assoc.
2019 |[3MON8 . | § 10000 |EPATravé FI-1,2 IRLNEP
Communities
Stron Communicatel,3;
2020 9 $ 60,000 Special Projects Coordinator Innovation-1,2; IRLNEP
Communities !
Trash-Free-1;
Biodiversity-2;
2020 Strong $ 25.000 IRL Biodiversity and the IRL Species of Concem | Smithsonian
Communities ' Species Inventory Update 1; Invasive Species | Marine Station
1
Stron Marine
2020 9 $ 75,000 One Lagoon Boater's Guide Boating-2,3 Resources
Communities .
Council
Land-1; Seagras<;
Strong . Filter Feeders1; Applied Ecology,
2020 Communities $ 25,000 One Lagoon Asset Mapping Living-Shorelines3; | Inc.
Implementation-3
2020 |StON9 | g 75000 | OneCommunity One Voice Communicate1,2,3 | IDEAS, Inc.
Communities Initiative
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Table 3 (Continued)

Fiscal | Activity EPA L CCMP Action
: Workplan Activiti Partner
Year | Category Funding orkplan Activities Plans SHITIEE)
2020 | STONG | o5ggp | rechnical Supportforscience | oo nicatel IRLNEP
Communities symposiums
Grant Writing Support and Implementation-3; Natua Strategies,
2020 Strong $ 50.000 Capacity Building for IRLNEP Distinctive Angie Brewer&
Communities ' Local Stakeholders Communities-2; Assoc.T. Pinney
(Lagoonwide) Impaired Waters-2 | and Assoc.
2020 | 2MONd | g 10,000 |EPA Travel Implementation-3 | IRLNEP
Communities
Biodiversity-2;
2021 Strong $ 25.000 IRL Biodiversity and the IRL Species of Concemn | Smithsonian
Communities ' Species Inventory Update Year 3 1; Invasive Species | Marine Station
1
Communication Support: RFQs Firefly
for web/graphics/design Communications,
2021 Strong $205.225 support, scientific and other Communicatel,2,3; | O'Hara
Communities ' publications, and other contract | Implementation-1 Communications,
support and expanded social Brandt Ronat,
media Inc.
Land-1; Seagras<;
2021 Strong N $ 29,980 One Lagoon Asset Mapping Yea Fllltler Feeders.‘rl; . Applied Ecology,
Communities 2 Living-Shorelines3; | Inc.
Implementation-3
GrantWriting Support and Implementation-3; Natua Strategies,
2021 Strong $ 40.000 Capacity Building for IRLNEP Distinctive Angie Brewer&
Communities ' Local Stakeholders Communities-2; Assoc; T. Pinney
(Lagoonwide) Impaired Waters-2 | and Assoc.
2021 | SYON9 | g 10000 | EPA Travel Implementation-3 | IRLNEP
Communities
TOTAL: | $1,507,885

Table 3. IRLNEP projectsfrom FY 2017—-2021 that fall into the Strong Communitiescategory provided in the EPA
Performance Evaluation Guidance.

Top 6 Milestone Accomplishments Funded by EPA Seabn 320 Funds (FY 2017 FY 2021)

1. Revision of the 2008 Comprehensive Conservation and Management Plan (FY 2017-
2019):

The IRLNEP Management Conference completed a rewisiof the 2008 CCMih 2019. ThelRL
CCMR-Looking Ahead to 2033 based on 32 Vital Signs for IRL healffrigure 4). EachVital
Sign was ranked by the IRLNEP Management Confereriased on the level of health concern
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(Figure 5). The IRL Vital Signs wheel incorporatedhe new Vision, Mission, 32 Vital Signs, and
brand into a single compelling graphic image for ta CCMPEach \Mtal Sign and its associated
CCMP action recommendations combine to form a framerk of water quality, habitat,
biological resources, and human community attribute that lead to a healthy lagoon. ThERL
Vital Signs graphic aligns closely with the Clean &ter, Health Habitats, and Strong
Communities priorities of the U.S. EPA.

Outcome(s) : The IRL hasadopted al0-year Comprehensive Conservation and
ManagementPlan —Looking Ahead to 203(that is actionable and easy to understand’he
CCMP aligns closely with EPA priorities for cleanaters, healthyecosystemsand strong
communities. If CCMP actions are funded and implemid in a strategic and timely fashion
improvements to IRL water quality and health are epected.A “Call to Actior’ video!® was
produced to communicatethe “One Lagoon- One Community—One Voice” mission $hort
videos were produced for each of theB2 Vital Signg®. All are available on theProgram
website atwww.onelgoon.organd on the Program’s YouTube channel.

. A new culture and new branding for the IRLNEP were cultivated to encourage and
empower IRLNEP stakeholders and partners to take action (FY 2017-2021):

The IRLNEP Management Conference established a digaefined Vision, Missionand Goals
for the program with contract support from IDEAS Ir., a brand and experience design
company that works on the premise that powerful stoies create powerful experiences (Figure
6). Outputs included development of a brand charteand brand standards manual for the
program to guide all program actions and activities

The IRLNEP Management Conference established a Lagdé-riendly™trademark and tagline
(Figures 7a and b)Ten Rs (Figure 8), ten categories of actions iden#f to influenceLagoon
Friendly behaviors and guide restoration and stewattship were identified. Each action is
supported by a videothat is repeatedlyshared on social mediand is available orthe IRLNEP
YouTube Channel, available at
https://www.youtube.com/watch?v=W_hDRi5hD40&list=PLh95IbfL of-

t 8c270GuG4pLY9HusZ8

Outcome: Rebranding and brand activation assisted in unifyigand empoweringthe 7
counties, 38 incorporated cities, and many stakeholds within the IRL watershed with a
common vision and voice for clean water, healthy ecosystesnand strong communities.
This is a grassroots call to action that is still estving.
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Figure 4. IRL Vital Signs Wheelthe Heart of the IRL CCMRLooking Ahead to 2030. (Inspired by thdPuget Sound
Partnership vital signs wheel).
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ONE LAGOON onsensus
Levels of Health Concern rr—

Impaired Waters
Wastewater
Stormwater

LEVEL 1: CRITICAL — Condition threatens immediate Hydrology and Hydrodynamics
and long-term prognosis for lagoon health. Indicators Legacy Loadsand Hoakhy SEamarts (nkies il

. 4 i Atmospheric Deposition
are unfavorable. Trend is negative. Inmediate and

Contaminants of Concern

aggressive intervention is urgently needed to stop and T
reverse trend. Seagrasses

y fe Filter Feed
LEVEL 2: SERIOUS — Condition threatens long-term Liv:n:rs:cie::es
prognosis for lagoon health. Trend is unfavorable or Welaickand Inigound ard ARe/d e
uncertain. Favorable outcome is not expected without Spoil Islands

strategic intervention and long-term stewardship. Land Conservation
; ; Connected Waters and Watersheds

1 oUr INITYDT F T AT
I [ i

VEL 3: UNI ©1) — Insufficient knowledge

e S o — o . Living Resources
is available to inform decision-making and resource

Biodiversity
management for the Vital Sign. Research needs to be Species of Concern
identified, funded, and applied to resource management. Invasive Species

Forage Fishes

LEVEL 4: STABLE or Improving Trend — Vital Sign
is stable or trending towards improvement. Continued
intervention is needed. Long-term stewardship efforts

are expected to deliver favorable outcomes. Climate Reacly Estuary
Vibrant 21# Century Coastal Communities

Commercial and Recreational Fisheries
Harmful Algal Blooms
ONE COMMUNITY Healthy Communities

Trash-Free Waters
Marinas and Boating
Distinctive Lagoon Communities
Emergency Preparation and Response
ONE VOICE Communicate - Collaborate - Coordinate
Monitoring and Data Sharing
State of the Lagoon

Science, Technology, and Innovation
CCMP Implementation and Financing
Citizen Engagement and Education
Federal, State, and Local Policy Opportunities

Figure 5.Vital Signs- Levels of Health Concern were determined for eachitsll Signby polling Management
Conference members and the publi¢zinal Levek of Concernwere determined by Management Conference ceensus
agreement.
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GOALS

To attain and maintain water and sediment of sufficient
quality to support a healthy estuarine lagoon system.

To attain and maintain a functioning, healthy ecosystem
that supports endangered and threatened species,
fisheries, commerce and recreation,

To achieve heightened public awareness and coordinated
interagency management of the Indian River Lagoon.

To identify and develop long-term funding sources for

prioritized projects and programs to preserve, protect,
restore and enhance the Indian River Lagoon

One Lagoon - One Community - One Voice

Figure 6. VisionMission,and Goals for the IRLNEPThe foundation for brand initiation and cultivation.

Small'Change. Big Impact.

<\ /s

_-—
. N
o )

ONE LAGOON

ONE COMMUNITY - ONE VOICE

onelagoon.org

Lagoon-Friendly™ Live Lagoon-Friendly™

Figure 7a: LagoorFriendly logo usedto brand print and web publications, social media vides etc.Figure 7b: “Small
Change, Big Impact” tagline used in ¥8econd web ads promoting Lagooifrriendly behaviors.
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Lagoon-l;riendlym

RESTORE
Improve water
quality. Restore
natural habitats
and shorelines.
Recover species

of special concern.

REDUCE
Take actions to
reduce freshwater,
nutrients,
pollutants and

sediments
that enter and
harm the Lagoon.

REMOVE
Take action to
remove muck and
other pollutants;
manage seasonal,
high-volume
discharges of
freshwater; and
connect septic

REBUILD
Upgrade outdated
wastewater and

stormwater
infrastructure.
Build new

wastewater
infrastructure that
meets 21 century

RESEARCH
Conduct targeted
scientific research
to expand our
knowledge and
understanding of
the lagoon. Create
well-informed
and responsible

and advances
in science and
technology
to better guide
restoration and
stewardship
actions.

discoveries, and
restoration
advances to

community
leaders, citizens
and stakeholders.

recovery will take
time. Have the
resolve to continue
restoration
investments until
the IRL is

healthy and stable.

actions and
impacts on the
Lagoon. If you

contribute to

a problem, take

action to address

the problem and
resolve it.

systems to clean water IRL stewards.
sewer systems. standards.
RESPOND REPORT RESOLVE RESPONSIBILITY RESILIENCE
To new Trends, current Recognize that IRL Take responsibility Prepare Lagoon
information, conditions, new restoration and for your individual communities

for natural
disasters, climate
change and risks
associated with
sea-level rise.

Figure 8. The 10 “Rsfor agencies, governments, and individuals to takaction on IRL issues and impacts

3. CCMP sategic planning documents were developed that support CCMP implementation
and provide technical guidance to IRL stakeholders and partners :

The IRLNEPRand partners developed support documents to providstrategic guidance for

CCMP implementation angbrogram actiond activities. Copies are available in PDF format on

www.onelagoon.organd in the links provided in the AppendixThe following planning

documents were completed and adopted during FY 2012021:

x IRL Stormwater Capture and Treatment Feasibility Analysis (2017) 2%. St. Johns River

Water Management District(SJRWMD)n partnership with FDEPand IRLNEP. Report
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prepared by Jones Edmunds & Associates, Inc., Cdile Water Resources, LLC, South
Florida Engineering and Consulting, LLC, Janicki ronmental, Inc.and Applied
Technology & Management, Inc. The analysis recomnuad ninelarge regional stormwater
projects as priorities for funding and construction(Table 4).

Capital ™ T Annual
IRL . Costs . . Volume _
Project Name Reduction | Reduction Priority
Segment 2016 (Ibs.) (Ibs.) Treated
dollars ’ : (acre -feet)
Central Everglades .
South IRL Restoration Plan (CERP) $1.38B 1,047,000 269,000 n/a High
City of Port St. Lucie Water $7.4M- .
South IRL Farming Project $12.0M n/a 3,500 16,500 High
South SRIDTreatment and $11.1M .
Central IRL | Storage (Alt. 1) $23.7M 9,000 1,000 12,900 | Medium
South SRID Treatment and $16.9M .
Central IRL | Storage (Alt. 2) $36.3M 33,000 4,000 25,000 | Medium
South SRID Treatment and $26.8M .
Central IRL | Storage (Alt. 3) $57.3M 67,000 10,000 36,500 Medium
South Cb4 and Fellsmere Canals | $19.2M .
Central IRL | Flow Restoration (Alt. 1) $31.1M 124,000 15,000 50,000 High
South Cb4 and Fellsmere Canals | $21.5M .
Central IRL | Flow Restoration (Alt. 2) $34.7M 124,000 15,000 50,000 High
South Sottile Canal Flow $11.4M .
Central IRL | Restoration (Alt. 1) $18.5M 29,000 6,100 6,400 High
South Sottile Canal Flow $5.6M- .
Central IRL | Restoration (Alt. 2) $9.1M 29,000 6,100 6,400 High
North Crane Creek/M1 Canal $4.5M- High
Central IRL | Flow Restoration (Alt. 1) $7.4M 23,000 2,900 10,000 (intermediate)
North Crane Creek/M1 Canal $3.5M- High
Central IRL | Flow Restoration (Alt. 2) $5.7M 23,000 2,900 10,000 (intermediate)
North C-1 Canal Baseflow .
Central IRL | Treatment (Alt. 1) $16.0M 35,000 2,100 17,900 Medium
North C-1 Canal Baseflow $9.4M- .
Central IRL | Treatment (Alt. 2) $15.3M 13,000 1,200 14,500 Medium
North C-10 Water Management .
Central IRL | Area $25.2M 29,300 1,300 12,100 Medium
Halifax Nova Canal Watershed $22.1M .
River Alternative Water Supply $35.9M 33,000 5,000 13,500 Medium
Total . S
Excluding $243M (U.:,;:]g gldpomt of
CERP 9
Total
Including $1.623B
CERP

Table4. Cost and nutrient reduction projections fomine regionalscale stormwater projects (SIRWM2017).
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x IRLNEPCommunication Plan22: This is a CCMP concurrence document completed and
submitted for EPA certification in 2021. This docurant was developed by IRLNEP staff and
reviewed by the Management Conference before adopti by the IRL Council Board of
Directors in February 2022.

Outcome: Multi-year guide for communication and outreactactivities. Each year,
the IRLNEP develops a detailed annual implementaticstrategy that identifies
priorities and deliverables in the EPA Workplan andudget.

x Strategy for Financing the CCMP3: This is a CCMP concurrence document completed and
submitted for EPA certification in 2021. This docurant was developed by IRLNEP staff and
reviewed extensively by members of the ManagementoGference before adoption by the
IRL Council Board of Directorsn February 2022.

Qutcome: The planestimated costs for IRL restoration and stewardshiat $5
billion. The plan addressed the urgent need to expand andasterate funding for
restoration, discussed the timevalue of money, documented return on investment
and provided a list of funding sources to assist IRLEP stakeholdersThe final draft
was peerreviewed by economic experts at The Balmoral GrougATechnical
Memorandun?4 was issued that supported the Finance Plan findings

x Climate Ready Estuary: Multiple documentswere prepared with EPA Section 320 funding
during FY 20182021 to address vulnerabilities and adaptation strategies ta@limate change
and sea level riseSome of the work was funded by two supplemental gras from EPA

X Modeling ecosystem dynamics in the IRaAnd assessing the impacts of climate
change (Harbor Branch Oceanographic Institute Florida Atlantic University, 2017).
The projectcalibrated, simulated, and validated the IRLhydrodynamic model for
2006-2015 with climate projections for 2020 and 2050.

Outcome: Improved knowledge about climate threats to guide adaptation
strategies.

x Climate Ready Estuary Planning (IRLNEP with RW Pamkon Inc., The Balmoral
Group, and Stetson University as contract supportFY 20182020). A Climate Ready
Estuary Technical Repo> and Community Guide to Climate Chang&were
produced. Two peer-reviewed scientific manuscripts were published(Journal of
Coastal Managemernit and Florida Scientis#s).

Outcome: The Climate Ready Estuary ark provided a methodology to
evaluate threats and determine appropriate actionsdr climate change
adaptationin the IRL The knowledge has been shared in conferences,
workshops, and webinarsand will continue to be shared with the public.

X IRLNEP Leadership Transition Policy for IRL Council Board of Directors. Thispolicy
document adopted in FY 202Jrovided policy and proceadure guidance for the IRL Council

Page250f 61



Board of Directorsin the event ofa planned or unplanned transition of leadership athe
Executive Director level.

Qutcome: Smooth and seamless IRLNEP leadership transition.

x IRLNEP Work Force Analysis andRecommendations. This IRLNEP staff analysis and
recommendation was discussed in FY 2021 to advis®orkplan and Tentative Budget
development for FY 203. This planning documentspecifically addresseda “concern”
identified by the 2017 EPA Performance Evaluatioreemthat staff workloads exceeded
staff capacity.

Outcome: Actions were taken to increase capacity through exgnded contractual
support, strategic use of student interns, and stratag expansion of fulttime
IRLNEP staff. A more detailed discussion follows ime Opportunities for
Improvement and NEP Priorities section of this repdj.

Additional CCMP Planning Documents were in develognt during FY 20172021 but have not
been completed. These include:

X One Lagoon Comprehensive Monitoring Plan. This is aCCMP concurrence documensin
development(FY 20202021). A draft will be presented to the Management Confererecfor
peer review in early 2022. This work wassupported by Section 320 funds that funded a
multi -year contract with FAU-HBOIto provide technical support to the project.Plan
completion expectedin FY 2022.

Outcome: Enhance coordinationcollaboration, and communication among the 7@
organizations who are actively engaged in IRL morating. Use the plan as an
information primer to help build an informed community of habitat restoration
practitioners.

x One Lagoon Comprehensive Habitat Restoration Plan. This is a CCMPoncurrence
documentin development(FY 20202021). A draft will be presented to the Management
Conference for peer review in early 2022. This workvas supported by Section 320 funds
that funded a multi-year contract with Tetra Tech Inc. to provide techital support to the
project. Plan completion expected in FY 2022.

Outcome: Enhance coordination, collaboration and communidgn among the
numerous organizations actively engaged in IRL habitat restation.

x State of the Lagoon Technical Report This work is supported by Section 320 funds that
are funding a multryear contract with Applied Ecology Inc. to providgechnical support to
the project. The technical report is in development (FY 2R20-2021). Report development
will continue in FY 20222023. Report ompletion is expected in FY 2024.
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Qutcome: Information in the State of thelRL TechnicalReport will serve as a
comprehensive update to the IRL Characterization Rerts published by Woodward
and Clyde(1994) and guide the 2025 CCMP update.

4. A comprehensive list of IRL restoration and stewardship pr ojects was assembled:

A list (Table5) of proposed restoration and stewadship projects was assembledrom IRLNEP

Management Conference stakeholders amather partners. Over 1,000 projects have been
identified. Total cost of IRL restorationis estimated at $5 billion.The project list is updated
annually. Beginning in FY 2022, the project list Wibe prioritized based on input from
stakeholders and funding agencies. This work is supped by Section 320 fundgor contract
support from Tetra Tech Inc.

Outcome: The list documents IRLprojects provided to the IRLNEP fromstakeholder
priorities . The list enabled the IRLNEP testimate thecosts of restoration projects with
best available quantified dataPrioritization will enable a short list of projectsto be
identified for implementation based on expected beefits to nutrient reduction and
restoration of water quality.

# Projects
Total # TN TP
with Total Estimated
Project Category Projects Reduction Reduction
Estimated Costs
Submitted (Ibs./yr.) (Ibs./yr.)
Costs
Stormwater 519 470 $703,425,600 781,119 180,754
WWTFs and Septic Systems 226 200 $905,563,298 616,680 34,280
Habitat Restoration 79 60 $44,303,975 25,235 1,525
Muck Removal oNavigation 69 66 $755,422,346 2,246,594 193,156
Citizen Engagement 64 48 $5,270,045 35,505 2,473
Monitoring and Research 60 26 $22,056,082 0 0
Capital Construction
. - 4 4** $95,000,000 0 0
(Restoration facilities)
CERP IRL SoutfEverglades) 1 Multiple* $3,500,000,000 TBD TBD
TOTAL 1,021 874 $6,031,041,346 3,705,133 412,187

*Includes G23, G24, C25 and €4 reservoirs and Stormwater treatment Areas (STAS)

** Includes capital construction improvements at RegidRestoration Centers and Brevard Zoo new Aquaril
project with a projected construction cost of $8400 million

Table5. Preliminary stakeholder project list for IRL resbration and stewardship.
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5. The IRLNEP is committed to investing in change in th e water and on the ground :

CCMPimplementation projects were funded with Section 320 CWA fundghat align with
the IRL CCMP-Looking Ahead to 2030 and EPAriorities identified in the FY 20222026
EPA Strategic Plan (Draft 2021/10/01)

6. The role and leadership of the IRLNEP in the IRL Moni toring Network was expanded
with a focus on Harmful Algal Blooms (HABs) and atmospheric deposition of
nutrients :

HAB monitoring . The IRLNERentered long-term contracts for HAB monitoring with Dr. Ed
Phlips (University of Florida) for five regularly sampled sites in central and northern IRL,
Banana River and Mosquito Lagoon and Dr. Malcolm Karland (FAUHarbor Branch
Oceanographic Institute) forfive regularly sampled sites in south central and southertRL.

Outcome: Lagoonwide data, essential to understanding HABgare being collected
and shared with IRLNEP stakeholderd.ong-term HAB data sets provide improves
knowledge of water quality conditionsand trends and allows for improved analysis
and information provided to agencies and the public.

HAB tracking and emergency response coordination . IRLNEP @rtnered with SJRWMD to
convene regular meetings with agenciesmvolved in IRL HAB. Depending on conditions,
the IRLNEP has hostedhonthly, bi-weekly or weekly Zoom conference calls as needed
throughout FY 20202021. Meetingsare regularly attended by representatives from FDEP,
FWC, SIRWMD, SFWMD, UF, FH&0I and IRL Couryt governments and health
departments.

Outcome: Enhanced communication, collaborationand coordination among
multiple agencies involved in HAB monitoring and emgency response

Convene,communicate, and collaborate with HAB scientific experts. The IRLNEP
reconvened the IRL Superbloom” Consortium established by the SIRWMD 2911 as a
standing task force of the IRLNEP (Algal Bloom Carsium) .

Qutcome: The Algal Bloom Consortium met in FY 2019 and 202iuring the IRL
Science Symposium hosted byAU-HBOL A collective decision was made to
accelerate peefreview publication of HAB research associated witthe 2011
“superbloom” as a speciatesearch topic in Frontiers in Marine Science, “Sance
Supporting Management of Eutrophication: Lessons bkened from a Barrier Island
Lagoon”. This activity was partially funded with ER supplemental grant funds. To
date 13 papershave been publishedThe IRLNEP Executive Director and 5 members
of the IRLNEP served as topic editors for the journalhe full collection of papers is
available at:www.frontiersin.org/research -topics/16019/science -supporting-
managementof-eutrophication-lessonslearned-from-a-barrier -island-lagoon.

Atmospheric Deposition Station and Monitoring . Beginning in FY 2019pperation and
maintenance(O&M) costs for the only wetdry atmospheric deposition station on the east
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coast of Florida were transferred from the SIRWMD the IRLNEP. The station is part of
the EPA’s Clean Air Status and Trends Network (CASHT). The station ioperated

through along-term contract with Wood Environmental and Infrastructure Solutions, Inc.
in partnership with the SIRWMD and the Indian Rive€ounty Department of HealthData
collected at the station are essential to understahatmospheric deposition of nutrients and
determine IRL nutrient budgets to establishTMDLsthat advise Basin Management Action
Plans (BMAPs). In FY 2021, IRLNEP began discussiait FAU-HBOland SJRWMD about
expanding the network to threestations.

Outcome: Data collected from the wetdry atmospheric deposition stations is
important to understanding IRL nutrient budgets anddetermination of TMDLSs for
BMAPs Funding pledged by FALHBOI for capital equipment will expand the
IRLNEP atmospheric deposition monitoring network tathree stations. The IRLNEP
will fund O&M costs beginning in FY 202 for the two additional stations.

CGeoCollaborate ® —Putting HAB Data to Work . The IRLNEP joined with StormCenter
Communications Inc., SJRWMD, and FAIBOI to secure funding from the Harmful Algal
Bloom Innovative Technology Project Grant Program, Floria Department of
Environmental Protection’s Office of Water Policyrsd Ecosystems Restoration for FY
2020-2022. GedXollaborate was developed with support from Phase 2 and 3 Small
Business Innovation Research (SBIR) grants with N@Aand NASAThe project will
demonstrate the power of the GeGollaborate® communication platform to enhance
communication, collaboration, coordination,and emergency response coordination among
multiple HAB data sources Theproject is an example of a privatepublic-sector partnership
to showcase technology innovatior(Figure 9).

Outcome: The IRL Council was awarded $963,470 to lead tipeoject, which is in
progress.The Gedollaborate technology improves data sharingpommunication,
coordination, and decision makingA video of the first Ged@ollaborate instance?®
webinar is available on the Program’s YouTube chaeh

Geocollaborate® - Putting HAB Data to Work 2% ONELAGOON
: rﬁ‘?‘?‘}'

ater Management Districe

a’ ’E\ :I Johns River

=

Sl_:ll_;Il_'mCm_n‘a_:er'f-'

HARBOR BRANCH

FLORITH ATLANTIC UNIVERSITY

FDEP Harmful Algal Bloom
Innovative Technology Project

Figure 9. Geocollaboratéroject (FY 20202021)
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Other EPA Workplan Activities and Accomplishments f unded by Section 320
CWA Funds

From FY 2017 through FY 2021 he IRLNEP supported dvancements in sientific knowledge and
innovative technology developmentA sampling of accomplishments is providedelow.

x Twelve projects were fundedwith Section 320 fundsthat contributed to scientific
knowledge and innovation advancement. Projects werehosenfor funding through an
annual competitive RFP for Science and InnovatioA total of $735,579 was expended for
FY 2017 FY 2021.

X The IRLNEP joined with the Space Coastonomic DevelopmentCommission and
Groundswell Startups a Brevard Countyinnovation technology acceleratorto host a ‘Hack
the Lagoon” eventon November 24, 2018 (https://hacktheirl.devpost.com/ ). Sixteen
teams and 52 young entrepreneurs participated in th&6-hour non-stop event. To our
knowledge this was the first “Hack an Estuary” everin the world. The IRLNEP has
developed apresentation3? about the role of the IRLNEP with Innovation, Teclology and
the Clean Water Industry Secto(first presented 2018, updated in 2021)

x The IRLNEP provided funding to promote and accelet@peerreviewed publication of
findings. A special issue of Florida Scientist (Volume 84: Numars 2-3, 2021) was published
with IRLNEP financial support. Fourteermanuscripts on IRL biodiversity were submitted
as Proceedings of théRL Symposium 2020.

x The IRLNEP sponsoré a student intern(Reed Coffey)¥rom Florida Institute of Technology
to assemble an inventory of water technology and eantech companies in Floridaand map
hotspots to identify clusters of activity(Figure 10). The data has been usedimultiple
conference presentations.

Figure 10.Heat map showing @er 240 water and clean tech industries identifiedn Florida (a) and in the vicinity of
the IRL(b).
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x The IRLNEP Executive Director communicated or metith over 25 innovation and
technology companies who were soliciting informationand guidance about IRL water
guality issues and business opportunitiesTen basic questions were developed to help
guide these conversations and to assist private sex representatives to make a self
evaluation about whether their technology or innovaion was positioned for market
penetration.

Outcome: Scientific research was funded. Scientific manuspts were funded for peer-
review journal publication. Events were sponsorediat support the sharing of scientific
knowledge and encourage innovative thinking and newechnology development.
Presentations were made to diverse audienceaacluding individual consultations with
water and cleantech industry representatives

x Financial and technicalsupport services were providedto stakeholders. Competitive RFPs
are issued annually by the IRLNE® support local costshare projectswith both EPA and
IRL Council funds.

Outcome: Since its inception in2015, the IRL Council has investe&9.9 million to
support 139 water quality, habitat, communication, and communig-based restoration
projects. IRL Council investments folocal costshare projectsfor FY 2015-FY 2021are
shown in Table6.

TOTAL ALLOCATED PROJEC T FUNDING BY COUNTY
(FY 2015 -2021)
IRL Council
. . . Number of
Project Location Funding .
Projects
(All Sources)
Volusia County $1,204,352 16
Brevard County $1,447,616 21
Indian River County $1,237,535 16
St. Lucie County $1,081,936 13
Martin County $1,884,743 14
Lagoonwide $3,051,512 59
TOTAL $9,907,694 139

Table6. IRL Council/IRLNEP investments and allocation @finds to projects (FY 20172021).

x The IRLNEP provided free professional grant writingupport for stakeholder proposal
development. Three professional grant writing firmshave contracted with the IRL Council
through a competitive RFQ process to provide thesservices (Cape Canaveral Scientific in
FY 2017; Natua Strategies, T. Pinney and Associat@s] Angie Brewer and Associates. for
FY 2018 through 2021).

Outcome: Professional grant writing support has delivered asignificant return on
investment for the IRL and stakeholders who have uskthe free service (Figure 11).
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Supporting Our Partners Through Grant-Writing

A5 NATUA T. PINNEY

BI"IEJE om STRATEGIES

Grant-Writing Support: $40,000 Bugeted in FY 2021

Brevard County - Stan Mayfield Working = St Lucie County - Federal 319(h) grant (Angie
Waterfront grant (Natua Strategies) Brewer)

- IRLNEP cost 36,338 - IRLNEP cost $6,250.

- Award amount: $1,493,300 [ROI: $236:51) - Award amount: $1,000,000 [ROI: $160:51)
Marine Discovery Center - ECHO grant (T.Pinney)  + City of Sebastian - SJRWMD cost share grant

- IRLNEP cost $2,700. - IRLNEP cost $4,500

- Award amount: $224,851 [(ROl: §83:581) - Award amount $803,874 (ROI: $179:581)

Figure 11. Examples of successful grant writing sygort provided to local stakeholders and patners.

x IRLNEPorganizational capacity was expandedThe IRLNEP allocated EPA funds to contract
for important communication services (i.e., IDEASht. for branding; Firefly Public Relations
and Marketing, Brandt Ronat & Company, and O’Hara@munications for publication
support). EPA funds were also allocated to supporhe salary for a full time Special Projects
Coordinator (FY 2020):

Outcome: Contracted services were usetb fill specific workforce needs of the
program. EPA funds were used to hire a Special Projects Cdorator.

x IRLNEPleadership atstate andnational levelswas expanded Through active participation
in programs, taking volunteer leadership positions with EPA ah other partner
organizations,delivering multiple public presentations, and maintining a core
commitment to sciencebased decisioamaking, the IRLNERtaff have positioned the
program to garner a high lerel of recognition and community trust.Details are provided in
the Community and Stakeholder section of this report

Outcome: Srategic allocation of staff time was directed towads activities that
delivered leadership opportunities at state and fedeal levels. Specific examples
include volunteer participation with EPA on Performance Evaluation for
Albermarle-Pamlico (2018) and Mobile Bay (2020) NEPs and devgdment of a
IRLNEP “Advancing Nutrient Management” white papéo help advise EPA with
development of a nationwide summary of the role oNEPSs in reducing nutrient
pollution ( https://www.epa.gov/system/files/documents/2021- 07/nep -nutrient -
impact-report.pdf).

x Community outreach, engagement, anddacation activities were expandedin alignment
with the new IRLNEP brand and brand standards. IRLNEHs implementing a brand
activation strategy andlong-term communications campaign aligned with the Onedgoon
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—One Community—One Voice missior(Figure 12). Some key deliverablesluring FY 2017
2021 included:

» Development and testing of a citizen survey for thtRLNEP by D. Martha
Monroe, Chelsey Crandall, and Lily Maynard, SchadlForest Resources and
Conservation, University of Florida.

* Development of a Social Medi€ampaign with support from IDEAS la.

* Video productionto visually communicate CCMP values ansisues.

Communicating the Value of the IRL:

Homeowners
Skip Fertilizer
During Summer
Rainy Season

£,
7585 ONE LAGOON agoon-Friendly
ﬁi?"' Lagoon-Friendly

Figure 12. Examples of videos produced to supporti¢ IRL CCMP

Outcome: The IRLNEP is expanding its voice across multipt@mmunication
platforms with a focus on targeted messaging and s@l mediathat communicate
the One Lagoor- One Community—One Voice mission and messaga “Call to
Action” video, videos for each of tle 10 “Rs”"and multiple social media ads were
produced.All are available on the IRLNEP YouTube Chanpalailable at:
(https://www.youtube.com/playlist?list=PLh95IbfLof -t 8c270GuG4pLYIHUSZE).

X The IRLNEP supports projects that improvemall, rural, under-represented, or
economically dsadvantaged communitiesThe IRL Council and IRLNEP encourage
participation of women and minority-owned businesses to respond to competitive requests
for proposals and requests for qualifications for antracted projects and servicesThe
IRLNEP continues to seek opportunities to support eqty through IRLNEP projects and
actions.See page 50 for details.

x The IRINEPInitiated strategic engaganents with representatives of private-sector
industry, creating thelRL Investor and Innovator (IRLP) Network to provide a framework
for improving communication and collaboration with small businesses and industry.
Partnerships range from inkind contributions and cash contributionsto special projects
Examples ofhigh-level IRLE initiatives include working with:
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Space Coast Economic Development Commissi@DC)on transportation and
wastewater infrastructure projects that support both the IRL and workforce
development. Partner discussions in 2022021 culminated in development of a
grant proposal and a $200,000 award to the EDC frothe Enterprise Florida—
Florida Defense Support Task Force to contract far feasibility study for a new
wastewater treatment plant to serve the growing need of NASA and the rapidly
expanding private space launch industry at Kennedydace Center. The IRLNEP
will develop and manage that RFP and contract on balf of the EDC in FY 2022.

Space Coast Office of TourisBeach Advisory Committedo advise the TDC on
its IRL tourism and restoration grants program

Space Coast TDC and IRelated tourism providers to build anIRLNEP
inventory of IRL nature, heritageand tourism destinations.In 2021, the IRLNEP
staff worked closely with Ms. Katie Seidel, a studéintern at the Balmoral
Group, toquality control data collected by a previous summeintern to identify
nature, heritage,and cultural tourism destinations along the IRLMs. Seidel
developed a GIS story map to visually communicate the netwk. Over 100
nature, heritage and cultural sites have been iderfted to date. The story map is
available for viewing on the IRLNEP Website &ittps://onelagoon.org/lagoon -

map/.

Wastewater industry. Keynote presentation by D. DEreese to the Florida
Industrial Pretreatment Association Annual Meeting. Oando, FL 2018.

Recreational fishing industry. The IRLNEP was proutb partner with Capt.
Benny Blanco, nationally respected fishing guide @aowner/host of Guiding
Flow TV, “a movement, disguised asfeshing show,” as Capt Benny likes to say.
The IRLNEP sponsored two episodes that focused tRL fishing and
conservation.These gisodes each garnering over 3 million views each, can be
viewed at https://waypointtv.com/quiding -flow.

- “For the Love of the Lagoon” (Season 1/Episode 3, 2020)This program
focused on fishing and conservation challenges ilé¢ Mosquito Lagoon and
featured Captain Billy Rotne of Ponce Inlet FishinGharters. Capt. Rotne is a
member of the IRLNEP Citizens Advisory Committee peesenting Volusia
County.

- “One Lagoon, he Community” (Season 2/Episode 2, 2021). This program
featured legendary fishing guide Hilary Hutchinsonpwner of Lary’s Fly and
Supply in Columbia Falls, Montana. She is also abd ambassador to YETI,
Costa,and Patagonia. Joining Capt. Benny and Ms. Hutclinsvas Capt.
Justin Price of Right In Sight Charters. The threalked fishing and
conservation while targeting redfish in the Mosquib Lagoon. Together, they
called onthe entire outdoor community to come together to hép save the
Lagoon and othermperiled waters throughout our country (Figure 13).
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Figure13: Filming “One Lagoon, One Community.” PlootGuiding Flow

Summary EPA Workplan Activities and Budgets by Year

Fiscal . # Activities ) e
Activity Category EPA Funding Workplan Activities
Year Funded
2017 |Water Quality and HABs 1 $ 100,000 |1. Manatee Creek Technology Assessment Project
) ) 1. Restore Our Shores 2016-2017
Habitat Restoration 2 § 90,707 2. Project H20 Phase Two: Integrating Technology and the Project H20 Academy
Climate Change 1 s 34,758 1. Modeling e.cosystern dynamics in the Indian River Lagoon and Assessing the Potential
Impacts of Climate Change
1. Comprehensive Conservation & Management Plan Revision Technical Support
CCMP Support 1 $ 45,000 ($25,000 Supplemental)
1. Indian River Lagoon Ecological Health Assessment Project
2. Educating Titusville: Developing a Living Shorelines Outreach Program Targeted to
Community Engagement 4 $ 150,135 |Specific Properties Along the Indian River Lagoon
3. Lagoon Homeowner's Association Education Program Expansion Project
4. Creating a New, More Diverse Generation of Advocates for the IRL Project
1. Bivalves at Work: Determining Effects of Oyster Reef Restoration on Water Quality in
Science and Innovation 2 3 134,400 |the Southern Indian River Lagoon
2. Indian River Lagoon Comprehensive Canal Study
Technical Support 1 3 60,000 |1. Grant Writing in Support of the IRL CCMP FY16-17
EPA Travel 1 $ 10,000.00 |1. Travel
Subtotal 13 $ 625,000
Fiscal # Activities
Activity Category EPA Funding Workplan Activities
Year Funded
2018 |Water Quality and HABs 0 $ -
Habitat Restoration 0 $ -
*1. Risk Based Vulnerability Assessment of the Indian River Lagoon to Climate Change and
Climate Change 2 $ 76,750 |Sea-Level Rise (supplemental award)
*2. Climate Change Adaptation Planning - Phase II (supplemental award)
CCMP 1 $ 100,000 [1. CCMP Technical Support & Data Management
1. IRLNEP Comprehensive Conservation & Management Plan External Communication with
Stakeholders
; 2. Implementation of a Brand Activation Program and Communication Services
Community Engagement 4 $ 198011 3. Development of the State of the Indian River Lagoon Web Application (SIRLAP) and
Ecological Health Gap Analyses Project
4. Building Capacity for Citizen Engagement with the Indian River LagoonWatch Network
1. Linking Bottlenose Dolphin Health Metrics to Individual Ecological Factors in the Indian
River Lagoon System Project
2. The Living Lagoon Project
Science and Innovation 5 $ 292,289 3. Suurc‘e and Concentration of Surfﬂce Water Nutrients from Residential Waterfront
Homes in Brevard County, Florida
4. Developing a Shoreline Restoration Suitability Model, Phase 1: Evaluation of shoreline
characteristics in the northern Indian River and Mosquito Lagoon
5. The Efficacy of Sediment Aeration as a Complement to Muck Dredging in the IRL Project
Technical Support 0 $ -
EPA Travel 1 $ 10,000 |1. Travel
Subtotal 13 5 677,050
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Fiscal # Activities
Activity Category EPA Funding Workplan Activities
Year Funded
2019 |Water Quality and HABs 1 $ 80,893 1. FAU—Harme Branch and University of Florida: Harmful Algal Bloom Monitoringin the
v IRL (Lagoonwide)
Habitat Restoration 1 $ 51,533 |1. Brevard Zoo - Restore Qur Shores 18-19
Climate Change 0 $ -
CCMP 1 $ 50,000 |1. CCMP Technical Support and Data Management - (contract renewal TetraTech)
1. St. Lucie Co. - St. Lucie Water Champions Initiative
2. Florida Oceanographic - Oyster Restoration Education & Discovery (FLOORED)
Community Engagement 5 $ 147,777 |3. Pelican Island Audubon - Audubon Advocates
4. IRLNEP "One Community - One Voice Initiative” (contract renewal IDEAS)
5. Intern/Part Time Student Program Support
. . 1. FIT - Efficacy of Sediment Aeration Phase II
Science and Innovation 2 $ 209,797 2. UCF - Microplastics, Oysters, and the IRL (Lagoonwide)
) 1. Grant Writing Support and Capacity Building for IRLNEP Local Stakeholders
Technical Support ! $ 50000 (Lagoonwide) }Engi:pBrewer & A]Z:su[:., Natua Sgategies Inc. and T. Pinney & Assoc.
EPA Travel 1 $ 10,000 | 1. Travel
Subtotal 12 $ 600,000
Fiscal # Activities
Activity Category EPA Funding Workplan Activities
Year Funded
1. FAU-Harbor Branch and University of Florida: Harmful Algal Bloom Menitoringin the
2020 |Water Quality and HABs 2 $ 105,000 |IRL (Lagoonwide)
*2. HAB Science (supplemental award)
Habitat Restoration 1 $ 50,000 |1.One Lagoon Habitat Restoration Plan
Climate Change 0 $ -
CCMP 0 $ -
1. Special Projects Coordinator
2. IRL Biodiversity and the [RL Species Inventory Update
; 3. One Lagoon Boater's Guide
Community Engagement 6 $ 310,000 4 One LAgoon Monitoring Plan
5. One Lagoon Asset Mapping
6. One Community One Voice Initiative
Science and Innovation 2 $ 75,000 1. State of the Lagoon Technical Report Y1

2. Atmospheric Deposition Monitoring

1. Technical Support for science symposiums

Technical Support 2 $ 75,000 (2. Grant Writing Support and Capacity Building for IRLNEP Local Stakeholders
(Lagoonwide) Angie Brewer & Assoc, Natua Strategies Inc. and T. Pinney & Assoc.

EPA Travel 1 $ 10,000 |1. Travel
Subtotal 14 $ 625,000
Fiscal L. # Activities 5 .
Activity Category EPA Funding Workplan Activities
Year Funded

1. FAU-Harbor Branch and University of Florida: Harmful Algal Bloom Monitoringin the
2021 |Water Quality and HABs 2 $ 141,309 |IRL (Lagoonwide)

2. Monitoring Prevalence of microcystin toxins

1. One Lagoon Habitat Restortion Plan Gap Analysis

i i 2 26,750
Habitat Restoration $ 2. Testing Steel Gabions and CORE Modules for use in Oyster Bars in the IRL
Climate Change 0 $ -
ccMP 0 $ B

1. IRL Biodiversity and the IRL Species Inventory Update Year 2

2. Communication Support: RFQs for web/graphics/design support, scientific and other
Community Engagement 3 $ 285,205 |publications, and other contract support and expanded social media

3. One Lagoon Monitoring Plan Year 2

4. One Lagoon Asset Mapping Year 2

1. State of the Lagoon Technical Report Y2

Science and Innovation 3 $ 159,236 |2. Atmospheric Deposition Monitoring

3. Examining Microbial Dynamics and Sources of Microplastics in the IRL

1. Grant Writing Support and Capacity Building for IRLNEP Local Stakeholders

i 1 40,000 A . . .
Technical Support $ (Lagoonwide) Angie Brewer & Assoc, Natua Strategies Inc. and T. Pinney & Assoc.
EPA Travel 1 $ 10,000 |1. Travel
Subtotal 12 5 662,500
TOTAL PROJECTS FUNDED BY 64 $ 3,189,550 : : :
SECTION 320 FY 2017-2021 This total includes 4 supplementals totaling $127,050

Table 7. Summaries for annual IRLNEP Workplan activitiesf (a) FY 2017, (b) FY 2018, (c) FY 2019, (d) FY 2020, and
(e) FY2021
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Beyond Section 320 Funding

The IRL Council and IRLNEP allocate available fundi strategically. EPA funds are allocated to
CCMHmplementation projects. IRL Council funds were ugkto fund local costshare projects in
three broad categories: water quality, habitat restoation and community engagement in
restoration. IRL Council funds also provide stablbase funding for IRLNEP administration and
program management. Additional RFPs or RFQs are isglias needed to address specific program
operational needs.

Outcome: IRL Council funding has been stable through theyear PE period. Direct cash
matching funds have exceeded the minimum EPA matobquirement each year. IRL

Council cash match over the 5 years PE review ped@veraged $4.42 local funds to $1 EPA
funds. The ratio ranged from a low of $3.84 to $12018) to $6.2 to $1 (2021).

Top 3 Milestone Accomplishments Funded by the IRL Guncil :

1. IRL Council funding pursuant to the Interlocal Agreement provided a stable, annually
recurring funding base for IRLNEP program operation s (Figure 14).

Volusia, Brevard, Indian
River, St. Lucie and

Martin Counties

$50,000 ea.

EPA Section 320
Base Funding
2017:$600,000
2018: $600,000
2019: $600,000
_ 2020: $625,000

St. Johns River Water

Management District 2021: $662,500
$500,000

Florida Dept.
Env. Protection
$250,000

Figure 14. Annual revenue sources, amounts and distribution
Page37of 61



2. CCMPimplementation projects were funded annually with IRL Council funds
administered by the IRLNEP through a competitive RF P process for local cost-share
projects.

The focus of IRL Council funding to local coshare projects align closely with EPA
priorities for clean water, healthy habitats,and strong, resilient communities Figure 15
shows distribution of IRL Council funds to local cst-share projects(FY 2017-2021).

PROJECTS FUNDED USING IRL COUNCIL

INTERLOCAL FUNDS
(FY 2017-2021)

] WATER QUALITY
— 21 Projects
$3,030,584

HABITAT RESTORATION
28 Projects
$1,864,498

COMMUNITY ENGAGEMENT
IN RESTORATION
€ 46 Projects
@lﬂ $1,998,765

Figure 15. Summary of local cosshare projects funded byinterlocal funds throughthree
broad categories of competitive RFPs.
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3. Revenues for CCMPimplementation were expanded and diversified from multiple
public - and private -sector sources.

Federal Funding. Section 320 CWA reauthorizations and annual approfations were
secured, with incremental annual increases in fedat appropriations. Working closely with
ANEP and Florida Congressional delegatiotine IRLNEPworked to include the National
Estuary Program in the Infrastructure Investment al Jobs Act (Bipartisan Infrastructure
Law) in 2021. Significant funding will be coming to the IRLNEP irY2022 through FY2026
from the law.

State Funding. The IRLNEP workedo advise State agencies and thElorida Legislature
about policies and appropriations to support IRL restration and stewardship. In 2020, the
Florida Legislature appropriated $25 millionto SIRWMD folRL local costshare
restoration projects.In 2021, the Florida Legislature appropriated $53 rilion to FDEP for
wastewater treatment projects. In 2021, theFlorida Legislature appropriated $8 million to
FWC forstatewide manatee recovery and seagrass restoratigof which $3.5 million were
allocated to four IRL restoration projects.

IRL Specialty License Plate During the 2020 Florida Legislative Session, admisirative

and financial oversight for thelRL specialty license platewere transferred from SJRWMD to
the IRL Council. In FY 2021, license plate art wapdated (Figure 16). Sales of the new
plate are expected to begin irmid 2022. The IRLNEP will develop a strategic marketing
campaign to increase annual plate sales and reverale

#.._© FLORIDA ©

U2\ () /

INDIAN RIVER LAGOO

Figure 16. IRL license plate art;990-2021 (left) and updated plate art (right)

Extramural Grants . During FY 20172021 three significant grants were secured$100,000
from Port Canaveral to support communications, $5@ from Port Canaveral to help fund
IRL water flow modeling related tothe State Road 528 causeway expansidnrough a
contract with Florida Institute of Technology, and $963,470 fromthe FDEP HAB Innovation
Technologies grant program to demonstrate Géallaborate™

Merchandise Sales In FY 2020, the IRLNEP began selling IRLNEP merchaabn its
website. This new initiative was in response to requests frm Management Conference
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volunteers and members of the community. Revenuesalie been nominal, but branded
gear delivers ahigh public exposure value for the program.

Philanthropic Gifts . Each year, the IRLNEP receives unsolicited philantipic gifts from
concerned citizens or citizens interested in makingnemorial donations.The IRLNEP does
not aggressively solicit individual donations, so we are not in direct competition with our
non-profit partners, many of whom are underfundedAll donors are recognized annually in
the IRLNEP Annual Report in the IRL Innovator anahestor (IRLI2) network section of the
Annual Report.

IRLIZ Networ k. The IRLNEP receives direct cash and-kind contributions through the

IRLIZ2 network. In FY 2021, staff began development of arategic plan to increase the value
of the network to industry leaders and to fund progcts that link clean water and healthy
ecosystems to strong and economically vibrant commuties. This new strategy will be
announcedout in FY 2022.

A Transformational Opportunity for the IRLNEP and the Lagoon . The IRLNEP has
cultivated arelationship with the East CoasZoological Society/Brevard Zoo to build an
$84 —$100 million Aquarium at Port Canaveral(Figure 17). The heart of the new Aquarium
will be a Coastal Conservation andRestoration Center with a strong focus on thedRL.
Brevard Zoo has pledged $1 from evercket sale to go to lagoorwide restoration and
species recovery projects. Brevard Zoo has choseretfRLNEP to administea competitive
grants award program on behalf of the AquariumBrevard Zoo estimates that
approximately $500,000 will be available fo the grants program annually.

Figure 17.Conceptual design forlie Brevard ZooAquarium Project. Graphic: Brevard Zoo.
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Leveraging Funds: Cumulative Total of Leveraged Funds

The following data (Table8) provided by the EPA from the NEPORT data base peats primary
leveraging information for the IRLNEFor FY 20172021.

Primary Leveraged Funds: Significant Le\{eraged
Funds:
Leveraged Annual Primary Leveraged
Year o . Year
Total Appropriation* Ratio Total
2017 $3,318,065 $600,000 55 2017 $4,541,485
2018 $5,555,371 $600,000 9.3 2018 $7,954,311
2019 $9,061,839 $600,000 15.1 2019 $7,038,045
2020 $5,717,799 $625,000 9.5 2020 $9,408,077
2021 $12,874,747 $662,500 19.4 2021 $19,063,223
Total : $36,527,821 $3,062,500 11.8 Total : $48,005,141

Table 8. Leveraged financial data from EPA NEPORT. *Does$ imclude supplemental funding

Protecting the IRL Watershed : Cumulative Total of Acres Protected or
Restored

NEPORT dat# provided by the EPA documentedhat the IRLNEP and our watershed partners
protected 27,951.6 acreghrough acquisition or restoredin FY 20172021. A detailed list is
presented in the Appendix These data submitted to NEPORdo not account formany IRLNER
funded stormwater projects.

NEP Program Implementation

NEP Administration and Governance Structure

The NEP organizational structureprovides a clear and transparent decisiormaking process for
actions based on both stakeholders’ priorities andgood scienceThe IRLNEP Management
Conference(Figure 18) operates in compliance with Florida Sunshine Laws.lIAManagement
Conference meetings are noticed publicly at leastvb weeks in advance of the meeting date. All
meeting agendas and backip materials are posted on the IRLNEP websitavailable at:
https://onelagoon.org/meeting -schedule/. All meeting agendas have a minimum of orfermal
public comment period as part of the written agendalhe IRLNEP evaluates the composition of
Management Conference on an ongoing basis.
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NEP Management Conference
Network Governance Business Model

100t Volunteers in Oversight
Committee Roles

IRLNEP MANAGEMENT CONFERENCE STRUCTURE

A Collaborative Approach To Network Governance 13 Local Elected Officials

IRLCOUNCIL 5 Counties
BOARD OF DIRECTORS
2 Water Management Districts
IRL Council/ IRLNEP staff Florida sunshine laws 5 State Agencies
support all levels of the apply within all formal :
Management Conference. R PINANGE SUBCOMMETee boards and committees. 5 Federal Agencies

2 Ports

STEM ADVISORY CITIZENS' ADVISORY 24 Scientific Research
COMMITTEE COMMITTEE Organizations

2 Regional Planning Councils

3 Leagues of Cities
AFFILIATED SCIENTISTS IRLINNOVATORS
AENHESHE . e 21 Citizen Ambassadors (~ double
size in 201.9)

The wider commnity interacts with the Masagement Confererse for fact- finding and knowlodge-patherieg osly.

20+ [RLIZ Network Partners

Figure 18. The IRLNEP Management Conference

The IRL Councilthrough its Interlocal Agreement written policy documents, and operational
culture givesthe Management Conference significant advisory aub@my and recommendation
authority to guide and advise decisions of the IRCouncilBoard of Directors.These documats
are available onhttps://onelagoon.org/resources/ .

Each year, the IRLNEP staff and Management Confarework to position the IRLNEP as a
trusted leader in IRL restoration, management&nd stewardship. This is achieved through
active engagement and willingness to take leaderghiroles with local, state and federal
agencies, alliancesand programs IRLNEP staff make presentatiomat numerous public events,
workshops, and conferences. Although the COVID paerdic limited these speaking
opportunities in FY 20202021, staff continued to participate at a high level omideo
conferencing platforms webinars and podcastsSpecific examples ofRLNEPleadership
include:

x IRLNEP Executive Director appointed by then Govern®ick Scott to CareerSource
Florida Inc. Board of Directors.

x IRLNEP Executive Director appointed by Governor RddeSantis to the Florida Harmful
Algal Bloom Task Force.
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X X X X

Association of NationalEstuary Programs (ANEPBoard of Directors (2015-present).
Elected as Vice Chair for External Communicationsid Chair of the External Affairs and
Legislative Activities Committee. (20262021).

Southeast and Caribbean Disaster Resilience Partiséip Advisory Board (2020-2021).

Advisory role with USFWS and FWS on the Manatee Unias Mortality Event (2020-
2021).

Florida Ocean AllianceBoard of Directors(2017-present).

Florida’s Space Coast Office of Tourism, Beach lrogement Committee (March 2018
present).

Agriculture and Natural Resources Advisory Committee, Martin Count{2016-
present).

Northeast Florida Estuarine Restoration Team Steerg Committee (2016present).
East Central Florida Estuarine Restoration Team Stgng Committee (2017present).
Space Coast Transportation Resiliency Master Plamadk Force (2021)

Over 50 public speaking engagements each year fronY 2017-2021. Examples of
leadership in include presentations and panel discussios. Specific examples provided
below:

- University Network for Collaborative Governance Annal Meeting (October 15,
2021). Topic:“Collaborative Governance in Estuary ManagemeinSpeakers
included Mike Gerel, Narragansett Bay Estuary Progm; Lexie BellMoro Bay
NEP;Holly Greening,Coastwise Partners and former director at Tampa Bay
Estuary Program;Duane De FreeselRLNEPRafael Montalvo, FL State
University Consensus Centeigand Bob JonesUNCG Session Moderator.

-  EPA Watershed AcademyClimate Change Adaptation Webcas{June 23,
2021). With MichaelCraghan, U.S. Environmental Protection Agency; Mike
Molnar, Coastal States Organization; Will Veatch,%J Army Corps of Engineers;
Amanda Babson, National Park Service; and Duane Ereese IRL National
Estuary Programhttps://www.epa.gov/watershedacademy/climate -change
adaptation-webcast

- ZoolLogic Podcast. “Starving Manatees and tieL.” Host Gray Stafford with Dr.
Duane De Freesdntips://zoologic.libsyn.com/starving -manateesthe-indian-
river -lagoon. June 3, 2021.

- IRL Science SymposiunRL Biodiversity. Florida Atlantic University —Harbor
Branch Oceanographic Institution. February 134, 2020.

- Southeast and Caribbean Disaster Resilience Partsérp Annual Meeting and
conference. Role of National Estuary Programs in aister Planning and
Response. January 289, 2020. Jacksonville, FL.
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Gulf Coast Community Foundation. 2019. Presentaticand strategic
conversation with the Board of Directors about trasformational leadership for
Florida clean water and coastal restoration. Gaspiila Island. November 1415,
2019.

D. De Freese. Plenary address the Florida Academy of Sciencez019 Annual
Meeting.Integrating 21st Century sciencetechnology,and policy as a foundation
for large coastal ecosystem restoration and stewardgp: Lessons from thelRL
National Estuary Program. Florida Institute of Techology, Melbourne, FL

Environmental Summit 2018. Science and Environment&ouncil. New College
of Florida. Sarasota, FL. April 227, 2018.Florida NEP Directors panel
https://www.youtube.com/watch?v=12576kKz8fo&t=17s and De Freese Issue
Viewpoint Ecology and Urban Landscapes
https://www.youtube.com/watch?v=01zCOR2ptkE

Coastal Estuarine and Research Federation Biennldbrth American Conference.
Providence, RI. November ®, 2017.

American Beaches and Shores Preservation Associatiblational Conference. Ft
Lauderdale, FL. October 227, 2017.

x Participation in multiple Congressional Estuary Catus(CEC)lunch briefings (U.S.
House of Representatives)Two of the four Estuary Caucus GG@hairs are
Representatives from the IRL Watershed (Brian Mag$iL-18; Bill Posey FLEO8; Suzanne
Bonamici OR01; and Rick Larsen WA)2).

“Nature as infrastructure: protecting our coasts, lmging jobs to our communities,
and restoring natural ecosystenisDr. Duane De Freese, IRLNEP Executive
Director, June 17, 2021

“Harmful Algal Blooms 101: What are they and what e do about them?
Laurilee Thompson, Dixie Crossroads Restaurant/IRLEP Management Board
April 12, 2018).

“A Case Study of tHRL System in Floridd Dr. John Trefy and Dr. Austin Fox,
Florida Institute of Technology, June 15, 2018. FIiE represented on the IRLNEP
STEMAC.

“Private-Sector and NGO Support for Clean Healthy Estuatiegnda
Weatherman, Space Coast Economic Development Consios and Bob Musser,
Port Canaveral/IRLNEP Management Boardiuly 20, 2017

Inaugural CEC Luncheon Briefing. Dr. Duane De FreelRLNEP Executive
Director (Panelist), April 4, 2017.

IRLNEP staff work with the IRL Council Board of Dectors to seek balanced and diverse
representation on advisory boards and committees. fis represents a continuing challenge
and opportunity. As anindependent Special District, Floriddaw requires advisory committees
to meet in person to convene a quorum and take coessus votes on recommendations to the
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IRL Council Board of DirectorsBecause of the large size of the watershed, trau@he and
costs, this requirement can place both a time constint and economic burden on volunteers,
especially for those individuals who work in the pivate sector.The IRLNEP is exploring
solutions to this challenge, including seeking an exnption to Florida law to allow for on-line
meetingsthrough the Florida Legislature.This would assist the program as it continues its
commitment to ensure thatthe IRLNEPManagement Conference includes input from diverse
populations and interests

The IRLNEP’s staffing structure and planning promote stabily and continuity of succession
within the organization. These issues are addressed through sevelahportant administrative
actions and core valuesl. Ensure that the IRLNEP working environment is $a, respectful,
productive, family-friendly, and happy.2. Provide fexibility to staff to work in office and/or
work remotely from home. This option has been avable to staff since FY 2016, well before
the COVID pandemic. 3. Provide salaries and benefitat are competitive and with
opportunities for advancement. 4. Recognize and reavd success. The IRL Council adopted a
written leadership succession plan policy in 2021 tht ensures a smooth and transparent
succession of leadership at the Executive Directdevel.

The IRLNEPhas internal plans in place taontinue operations during emergenciesEmergency
response is discussed each year as part of the wgillan and budget process. Sufficient funds
are allocated to reserves to address emergency fumd) needs. The Executive Director works
directly with staff during emergencies to ensure thatlRLNEP operations continueWith a small
staff and limited capital equipment assets, emergay preparation, response, and recovery are
relatively straightforward issues. Severe weather events, tropical storms, and destrueke
hurricanes are common to Florida. The IRLNEP staffe experienced in storm preparation and
response.

The COVID pandemic representedrsew and unexpected typeof emergency and challenge. The
pandemic has and continues to present operationahallengesto the program.The IRLNEP
responded early and quicklyin FY 2020to operational challenges for the program and our
contractors. Contracts that proposed large gatherigs of people were amended quickly as
needed As a resultthe IRLNEP experienced no reduction iproductivity or quality of
deliverables.

The IRL Council Board of Directors and IRLNEP respaded proactively to COVID. With an
executive emergency order and guidance from Florid&overnor Ron DeSantis for state
agancies to be nimble, don't let bureaucracy get in thevay, and think outside of the boxthe
IRLNEP staff and IRICouncil Board of Directors recognized early that soe of our partners
and stakeholders might haveCOVIDrelated employment challenges

At the May 8, 202Q Board meeting thelRL Councilauthorized staff to issue a special RFP as a
COVID19 response to assist impacted personnel working othe IRL issues who may have
been furloughed lost their jobs, or were struggling to enter the wokforce. Thegoal was to
provide an opportunity to help some people bridgehe financial gap with summer internships.
Five internships were fundedat $5,000/intern:
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X Quantifying nutrient reduction benefits from IRL @acil/IRLNEP funded projectd aura
Isaac Norton. Recent graduate from Florida Atlantit/niversity, M.S. Marine Science and
OceanographyWhere possible Ms. Norton cquantified total phosphorus (TP), total
nitrogen (TN), and total suspended solids (TSS) fdRL Council/IRLNEPfunded
projects for FY2015-FY 202Q

x IRLNEP Management Conference data collecti@are Crenshaw, University of Alabama
(Huntsville), B.S. Biological ScienceBbls. Crenshaw charactered organizational
representation within the IRLNEP Management Conferee.

x Nature, Heritageand Cultural Tourism along théRL. Naja Murphy, University of Miami,
B.S. Marine Sciences and Chemistis. Murphy developed an inventory of nature,
heritage,and cultural tourism destinations along the IRLThis work was continued by a
second intern, Katie Seidel, in 2021. A story mappeesenting 100 nature, heritage and
cultural destinations along the IRL is now availal@ on-line at
www.onelagoon.org/lagoornrmap.

X IRLNEP Timeline and Milestonddaria Lombardi, M.S. Florida Institute of Technolog
Ms. Lombardi ceveloped a fact sheet and 3@anniversary timeline of the IRLNEP with
milestones since 1990.

x IRL Myths and Mysterieslessy Wayles, Marine Discovery Center New SmyBmach. B.S.
University of Central Florida.Ms. Wayles @veloped twenty short narratives addressing
common misconceptios and tenshort narratives about IRL mysteries or uncommon
IRL animals.

Highlight s of most beneficial characteristics .
The IRL Council and IRLNEEmbrace theNEPManagement Conference as a visionary business
model for collaborative governance and network gowmance. Collaborative governance refers
to the methods of governing. Network governance refs to the typeor framework of
governance. It is an effective business model whegreople realize that they (and the
organizations they represent) cannot solve a partigar problem by acting independently and
are better served through collaboration, drawing on thei diverse capabilities.The collective
knowledge, experience, diversity of thoughtand passion of the IRLNEP Management
Conference representhe heart of the IRLNEP and a foundation for progma continuity,
stability, and performance The IRLNEP is scienebased, communityled, consensusbuilding
and dedicated to program excellence and performanc&he integration of EPA Workplans,
IRLNEP Annual Business Plans, budgets/budget amendnts, and IRLNEP Annual Reports
represents a high level of commitmento openly communicate program performance, fiscal
responsibility, and transparency. Links to each Arumal Report for FY 20172021 33,34, 35, 36, 37
are provided in the Appendix.

Highlights of a reas for improvement.
A primary challenge and opportunity for the IRLNERelated to its administrative and
governance structure is the need to furthediversify representation within the Management
Conferencewith a special focus on minority participation.The IRLNEP continues to evaluate
and improve how the program engages with its stakeHders to provide opportunities for
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meaningful leaderdip that keep volunteers, excited, engagednd productive. The
requirements of Florida Sunshine laws provide impatant protections for Florida citizens, but
can be a barrier to cultivating personal connectiogs, open communicationsand active
engagement among our volunteer Management Conferemenembers.The IRLNEP
Management Conference will explore policy optionsicluding state legislation to expand
opportunities for public participation.

Grant Obligations and Finance

The NEP consistently mets our EPA 8320 grant obligationsWe are committed to grant and
financial excellence, responsible financial stewahip, and transparency.During FY 20172021
the IRL Council operated under two EPA Grant AwardéCE00D36215 (10/01/2015 -
09/30/2021) and #CE00D90119 (10/01/2019 - 09/30/2024) .

The following actions ensure that EPA grant and fancial obligations are met:

x Annual EPA Workplan and Budget are detailed and reawed by the Management
Conference before submittal to EPAPA Workplans are available otine at
www.onelagoon.org

x The EPA Workplan is integrated into an IRLNEP AnnuBusiness Plan that outlines all of
the revenues and expenditures planned for the upcoimg Fiscal yearThe Business plan is
reviewed by the Management Conference before subrtat to the IRL Council Board of
Directors for adoption.IRLNEP Annual Business Plans are available-ne at
www.onelagoon.org

X Mid-year, and End of Year Performancé&Vorkplan reports are submitted with sufficient
details to track revenues, expendituresand project activity. IRLNEP staff communicate
with our Region 4 EPA program supervisor on a weeklgasis.

x Yearend IRLNEP Annual Repostare produced at the end of every Fiscafear to detail
IRLNEP revenues, expendituregnd project outputs/outcomes.IRLNEP Annual Report$or
fiscal years201732,201833, 201934, 202035, and202136 are available on theProgram
website. Approximately 500 printed reports are distibuted each year.

x The IRL Council contracts for an independent8party audit at the end of every fiscal year.
For FY 20172020, Annual Audits were delivered by James Moore, Cdigid Public
Accountants and Consultantd-or FY2021, audit services will be delivered by Carr, Riggs &
Ingram, LLC. Auditors are chosen by the IRL Counsiuditor Selection Committeebased
on a compettive RFP processContracts are multiyear.

No majorchallenges or problemshave been encountered with cost sharing or implemeamg our
federal NEP awardIn FY 2020, EPA requiredhe start of anew 5-year grant award with one year
remaining before close-out of the previous award.This overlap of EPA grant awards created
additional financial accounting workload for the IR. Council/IRLNEP staff

Annual funds committed by the IRL Council partners the Interlocal Agreement established a
stable annual revenue commitment to meet the requed $1 to $1non-federal cost share of the
Page47 of 61



NEPgrant award. The nonrfederal cost share match provided by the IRCouncil has exceeded the
required minimum every year of the5-year Performance Evaluation period.

The IRL Council/IRLNEP hadrawn down EPA grant funds strategically in accordance with the
terms and conditions of theEPA @ant Award for implementation of the EPAapproved annual
workplans.On July 1, 2020, the IRL Council requested a epear, no-cost extension on GrantCE
00D36215as a precaution to accommodate changes in projecglivery timelines and invoicing
from EPA funded projects due to the uncertain impds of the COVID pandemi®©n September 1,
2021, EPA notified the IRL Council that Grant @BD36215 was satisfactorily cbsed out.

The IRL Council and IRLNEP Management Conferenceagnize the importance of havinghort-
and longterm strategies in place to obtain additional fundingoeyond the EPA 8320 funds to
implement CCMP actionsThe IRLNEP completed a comprehensive Strategy fankncing the
CCMPR* financial report in 2021 that estimated actual cost of restoration and stewardship at $5
billion. Multiple lines of evidence were used to deelop the estimate Financial projections,
estimates, and assumptions were peereviewed by the IRLNEP Management Conference as well
as economic experts at the Balmoral Group who proded a review in a Technical Memorandu#s3.

The IRLNEP recognize@ financial realities as part of our CCMP and finaredi planning:

1. Current levels of annual funding are insufficientda meet thelong-term restoration and
stewardship needs of the IRL

2. Funding levels need tde expanded and expedited from all potential source(both
public and private sector sources)f favorable restoration and recovery outcomes ar¢o
be realized.

3. Expanded investments are needed for lorterm monitoring, scientific research and
innovation to guide effective and efficient restoréion and stewardship.

4. The time value of money, value of ecosystem servigemnd benefitcost relationships
need to be considered as part of an overall finarddi strategy.

The great challenge facing the IRL is that decadetdeferred maintenance and improvements to
wastewater and stormwater infrastructure, coupled wih historic expansion of Florida’s coastal
population have created an infrastructure deficit.The difference between the funding needed for
maintenance, repair, rehabilitation,and replacement of existing deteriorated infrastruture is
greater than the funding currently available for the IRL from all sources.

Budget Summary

The following narrative and budget summaries show he EPA funding and matching fundsave
been used for each fiscal year of the Performance®ew period. Table 9 shows a summary of
budget revenues and expenditures for FY 2022021 (a) and project funding by category (b)
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IRLNEP BUDGETS At -A- GLANCE (FISCAL YEARS 2017 -2021)

GRAND
Budget Category FY 2017 | FY 2018 | FY 2019 | FY 2020 | FY 2021
TOTALS
EPA Section 320 (Base +
Revenues Supplemental Grants $625,000 | $677,050 | $600,000 | $625,000 | $662,500 | $3,189,550
IRL Council (includes IRL | ¢ 555 000 | $1,625,000 | $1,625,000 | $1,625,000 | $1,625,000|  $8,125,000
specialty license plate)
Total Revenues: | $2,250,000 | $2,302,050 | $2,225,000 | $2,250,000 | $2,287,500 | $11,314,550
Expenditures | Number of Projects 25 24 20 30 23 122
Total Projects Investment
(May include
e funds $1,575,707 | $1,637,038 | $1,773,715 | $1,783,012 | $1,757,312| $8,526,784
from prior FYs)
Total Expenditures: | $2,250,000 | $2,302,050 | $2,225,000 | $2,250,000 | $2,287,500 | $11,314,550
CCMP PROJECT FUNDING BY CATEGORY
GRAND
FY 2017 | FY 2018 | FY 2019 | FY 2020 | FY 2021
TOTALS
Watqr Number of Projects 6 4 3 4 4 21
Quality
Total Investment in WQ
Projects $690,862 | $574,148 | $760,000 | $411,600 | $593,974 | $3,030,584
Habitat . Number of Projects 7 4 5 8 4 28
Restoration
:,‘:é?e'(':?s"esmem INHR | $376.419 | $359,523 | $287.419 | $562,520 | $328,617 | $1,864,498
Public Number of Projects 9 8 6 14 9 46
Engagement
;?éj?‘éc'?s"esmem in PE $389.268 | $356,623 | $222.777 | $550.942 | $479.155 | $1,998.765
Resgar(_:h/ Number of Projects 3 8 6 4 6 27
Monitoring
;?éj?‘éc'?s"esmem INRM 1 ¢160,158 | $410.744 | $503519 | $257.950 | $355566 | $1,705,937
Operations/ | Program Operations $674,293 | $665,012 | $451,285 | $466,988 | $530,188 | $2,787,766
Admin. (Includes Reserve) ’ ’ ’ ’ ’ B

Table9: IRLNEP budgets for fiscal years 2022021. (a) Revenues anéxpenditures by fiscal year; (b) Projects
funding by category.
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Opportunities for Improvement and NEP Priorities

The previous EPA Program Evaluation letter issuedndl2 October2017 identified several
challenges opportunities, andrecommendationsfor the IRLNEP tcaddressduring this
Performance Evaluation cycle (FY 2012021). Soecific EPA issues and IRLNEP responses are
provided below.

PROGRAM IMPLEMENTATION AND REPORTING

Issue 1:0Outreach and Public InvolvementEPAstated that they looked forward to seeing progress
on IRLNEPoutreach and public engagementiRLNEPActions : The IRLNEP investment in
expanded and improved outreach and public engagemehas been significant. Examplesra
provided throughout this document. The IRLNEP is mognized throughout the state for its unified
brand and compelling messaging.

Issue 2: Program Planning and Administration. The PEeam documented concerns that the level
of program workload exceeded arrent staff capacity. The PE team recommended th#te IRLNEP
perform a workforce analysis.|RLNEPActions : From FY 20172021 the IRLNEP compensated for
small staff with contract support.In FY 2020 the IRLNEP hired a Special Project Coordtor using
EPA Section 320 funds for fultime salary. Benefits were paid with IRL Council futs.

In FY 2021 the IRLNEP developed a written workforcanalysis for IRL Council board
consideration. Basedn the analysis, staff recommended the addition dbur full-time employees
(a GIS Coordinator and 3 Community Engagement Coardtors) in FY 2023. ThdRLNEP
Management Conference recommended the staff addiie and IRL Council Board of Directors
adoptedan FY 2023 tentative budget to support the staff adtons. The final budget will be
adopted at the May meetings. Sta¥fill fill those positions with a start date of October 12022, for
FY 2023(Figures 19 a and b) The GIS Coordinator will be fully fuded by IRL Council funds. The
salaries of the three Community Engagement Coordinatis will be allocated from EPA Section 320
funds. Benefits for thesethree positions will be allocated from IRL Councifunds.

IRLNEP Organization Chart and Current Workload Distribution

Duane De Freese, Ph.D.
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( Executive Director

Intergovernmental Affairs
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Ashley Malcolm
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Figure 19a: IRLNEP Organization Cha(EY 20172021 with FY 2021 presented in graphic)

IRLNEP Organization Chart and Future Workload Distribution (FY 2023)
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New FTE New FTE

Coordinator
Volusia and North Brevard

Community Engagement '
New FTE
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Figure 19b: IRLNEP Organization Chart beginning 2023 (October 1, 2022)

ECOSYSTEM STATUS AND TRENDS

Issue 3 Assessment and MonitoringThe PE Team recommended that the IRLNEBcus on
monitoring and assessment and develop a strategyrfboth that incorporates the One Lagoon
vision. IRLNEP Action: A OneLagoon Monitoring Plan has been developed with cordict support
from FAU-HBOI. The draft rgort will be peer-reviewed by the IRLNEP Management Conference in
FY 2022 with a goal to adopt the plan at the Noveneb 2022 Management Conference meetings.
Other actions include significant annual and recuing investments in HAB and atmospheric
deposition monitoring to address urgent needs andaps in the IRL monitoring network.

CLIMATE RESILIENCY

Issue 4: The PE Team recommeed that the IRLNEP address findings from the Climateeady
Estuary vulnerability assessment to ensure that therogram can acheve its CCMP goals even with
the effects of climate changdRLNEP Actions: Climate change, sea level rise and coastal resilay
have been elevated in every aspect of IRLNEP deoisimaking including local costshare project
proposal review, best managemenpractices for habitat restoration, and incorporation of climate
change vulnerabilities in infrastructure planning,design, engineeringand construction.The
IRLNEP recognizes and accepts that a healthy IRUaie different than historical reference points.
Restoration and stewardship decisions need to be fewvard thinking. The following actions were
completed tohelp position the IRLNEP as a leader in climate change and codstsiliency:

x Climate Ready Estuary Technical Report, Communityuide and peerreviewed
publications were completed.

x The IRLNEP actively engaged as an investor and sustag member of the Southeast and
Caribbean Disaster Resilience Partnershifpursuant to IRL Council Resolution 202604)
(https://www.scdrp.secoora.org/ ).
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X The IRLNEP became an active member of the East GahFlorida Regional Resilience
Collaborative (pursuant to IRL Council Resolution@0-05) and serves as a member of
ECFRRC Green, Grey & Blue Infrastructure Technidalvisory Committee.

X Numerous presentations were given on the Climate Rdy Estuary Plan during plan
development and after plan adoption.

Obstacles to CCMP implementation .

Obstacles to CCMP Implementatiosuccesdall into severalcategories(i.e., political, institutional,
individual behavior and financial). A focus on communicating kowledge in effective waysto
influence behavior changebuilding awareness and sharing positive experience and success
stories are essentiacuresto address theseobstacles.Communities need to believe that the IRL
can be restored and revived. Celebration of increnmeal success stories is one pathway to sustain
the public resolve and political will to scale theihancial investments for the desiredoutcome—a
healthy, diverse,and vibrant IRL.

x Political ObstaclesOvercoming political obstacles requires the IRLNE® remain politically
neutral and to provide elected officials the best\ailable scientific and economic
information. There is little room for error. Building and sustainng program trust is
essential.A significant challenge is aligning regulatory polies and enforcement to non
regulatory actions and investments. For example, ihakes no common sense to spend
hundreds o millions of dollars on conversion of traditionalseptic systems to centralized
sewer and at the same time have local municipalitsgpermitting traditional septic systems
for new growth and development.

X Institutional ObstaclesAt the institutional level, the great obstacle is wercoming the
tendency to operate within a historic bandwidth tha is traditional and comfortable.
Conductingbusiness the same way we did decades ago is likétyrepeat the same mistakes
of the past.Institutions must encourage and reward innovative thinking and calcuaited risk
taking. Institutions must protect, restore,and manage natural resources with clear,
forward -looking outcomes and expectations. For estuary restation, failures are
inevitable. The challenge is to learn from failur@nd reprogram with new knowledge for
successRestoration and stewardship will be complicated byhe lack of forecast models for
habitat and species adaptation responses due to cliteachange and sea level rise.

x Individual Behavior Obstacle8ehavior change is difficult to shape and sustain diha crisis
arises.We need to understand the motives and messages thedn transition wanting
change to taking actions to implement chang&his will be an existential challenge,
especially as we address the heavy lift of adapting climate changeLastly, restoration
efforts cannot progress unless funding levels areufficient to meet funding needs.

x Financial Obstales The IRLNEP has taken a first step to communicat@é#incial costs and
benefits with the Strategy for Financing the CCM#&chnical report completed in 2021 The
first step is to understand and accept that estuaryestoration is expensiveand quantify
that cost estimate The second step is to quantify and recognize the sigicant return on
investment for restoration. The last and most important step iso move from talk to
investment and action.
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The IRINEPhas taken bold steps to address these obstacles, batich work and many challenges
remain. TheEPAcan support the NEP’s efforts to address these olagiesin severalways:

x Fund a nationwide comprehensive economic analysisf America’s 28 estuaries of
national significance that includesecos/stem services and beneficost analysis.
Standardize methodologies to align and compare trersdacross all NEPs.

X Increase funding for transformational and disruptive wastewater treatment technology
development toaddress nutrient and dissolved organic pollutant renoval from the
waste stream and invest in new technologies that takwaste streams to beneficial use

x Align regulatory targets and standard for nutrientsand pollutant to achieve 2%
century clean water and healthy ecosystem goalEnforce the standards.

X Support elevation of the IRLNEP to a high prioritgeographic program in CWA to
expandfederal funding to align with urgent needs.

dimate change and sea level rise represent existeatithreats to both the IRL and the quality of
life for our human communities.@nsiderable initial investments have been madey EPA
(Regions/HQ), states, and/or other Federal agencie®tmore effectively address the challenges of
climate changeand equity among our communitiesThis will be a longterm investment need and
challenge today and into the foreseeable future.

Over the next 5 yearghe IRLNEP will focus orfour financial priorities: 1. Investment of available
fundsin high priority projects that make a difference to IRL water qualt and ecosystem health; 2.
Identify and secureadditional financial resources to expand and accailate IRL restoration; and 3.
Demonstrate financial responsibility and transparemy through the IRLNEP annual Business Plan,
Budgets, and AnnuaReport; and 4. Communicate the benefits of ecosystem servgand return on
investment valuefrom the IRLto citizens, stakeholders and community leaders

IRLNEP Ecosystem and Community Status

The status of the IRL ecosystem is fully covered the Background section of this report,
beginning on Page 7.

The IRLNEP has made significant progress during R917-2021 to improve and expand
Community and Stakeholder Engagement, Education af@utreach active leadership in
Monitoring and Assessmentsupport for CWA Programs and Activitiesand alignment with
historic and emerging EPAPriorities. Secific examples are providedor each ofthe following
Performance Evaluation report sections.

Community and Stakeholders Engagement .

The IRLNEP ensuresthat the public has access to the decisiemaking process and engagement
opportunities. All Management Conference meetingsdaere to Florida Sunshine LawsVeetings
are open to the public and notifications of meeting are made at least two weeks prior to meeting
dates. All meetings have ADA compliant agendas thiatlude time for public comments.
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The IRINEPworks to communicate with and engageommunity members and stakeholders
throughout the watershed.With sevencounties, 38 incorporated cities, and over a dozen
unincorporated towns stretching over 40% of the eascoast of Florida, effective communication
and engagement is and will continue to be an egoing challenge.To improve communication
efficiency, the IRLNEP has included all thrdeeague of Cities (Treasure Coast, Space Coast, and
Volusia) on our Management Board

Underrepresented.Underserved, and Environmental Justice Communitie$he IRLNEP is working
to reach out more effectively to underrepresented @ammunities and segments of our population
Examples includeprojects funded from both EPA and IRL Council fund&xamples include

x Partnering with the CIVIC program workshops. CIVIG an extension program of both
Florida A&M University (apublic historically black land-grant university in Tallahassee, FL
and University of Florida Institute of Food and Agcultural Sciences in Gainesville FL. CIVIC
builds capacity in communities to work toward theirimproved well-being. The IRLNEP
pledged funding support to a CIVIC internship. Thafernship was delayed due to COVID.

x Partnering with Pelican Island Audubon Society toudtivate a new, more diverse
generation of IRL advocates through K2 education and outreach programs.

X Septic to sewer conversion projects in West Wabasgtndian River County) and Oak Hill
(Volusia County)

x Stormwater improvement of Reed Canal in South Dayton@ethune Cookman University
x Free professional grant writer support to IRLNEP panters.

x Providing IRLNEP staff technical support and small grant asséce to programsand
events(i.e., Envirothon K-12 environmental education competition program, Anglers for
Conservation introducing kids to fishing program Stella Maris education program and
scholarships for underprivileged kids, and STEAM wkshops.

X Reaching out to underrepresented groups and segmenbf our community through public
presentations. Example: Presentation to the Protedur Lagoon Academy MasteClass
about the“Role of Low Impact Development in Visioning andyiRaal Leadership.At
Bethune Cookman University. BethuneCookman University is a private historically black
university in Daytona Beach, Florida.

x The IRLNEP dveloped updatedGIS mapd’ using data from the US.CensusBureaus income
estimation from 2019. These data will assist theRLNEPto beginefforts to identify potential
EJ communities along the IRL that may not be idefigd in the EPA's Environmental Justice
Screening and Mapping Tool (Version 2020)

Sakeholder and publicengagement with the IRLNEMPave been moderate to highsince the
creation of the IRL Council as host of the IRLNERtendance in quarterly Management
Conference meetings was high up to the beginning tife COVID pandemic. During the pandemic,
emergency orders by Governor Ron DeSantis enabledetiRLNEP to conduct meetings with
communication media technology. In response to thatpportunity, the IRLNEP purchased a
license for expanded and secure Zoom conference céyildgies. Both board and citizen attendance

Pageb4 of 61



at Zoom meetings were highMany Management Conference members were appreciative save
travel time and costs of attending meetings in pem. Repeal of the Governor's Emergency
Executive Order forced the IRLNEP to return to #person meetings in August 2021. With COVID
still active and public health concerns high, attetiance at recent meetings has been a challenge
During August and September quarterlyneetings no formal recommendationould be voted on
because of a lack of a quorunin those cases, committee consensus recommendat®were
communicated by staff to the IRL Council Board of i@ictors. The IRLNEP will address these
challengesby working with the Florida Legislature during the 2022 and 2@3 Legislative sessions
to amend FL statutes tallow the IRL Council and IRLNERdvisory committeesto meetand make
formal recommendations viaelectronic conferencing technologies

The IRLNEP has developed a strategic and robust slanedia communication campaign branded
to the One Lagoor- One Community—One Voice missionMoving forward, the IRLNEP will
improve the level of community engagement by expanding program reach anouilding on the
solid communication foundation developed over the pst 5 years.

Education and Outreach

The IRLNEP effectively promoesand createswidespread recognition of theprogram. This has
been accomplished by the following actions and acities:

x Publication and broad distribution of an Annual Reprt to stakeholders and partners.

x Development ofvideos adsto visually communicate IRLNEP Lagoofriendly messages
These are utilized on social media and are availabbn the Program’s YouTube channel.

x Adoption of Envirothon as a formal K12 environmental education program of the IRLNEP
https://onelagoon.org/irl -envirothon/ .

X IRLNEP partnership with the Smithsonian Field Stadn Fort Pierce to update and manage
the IRL Species Inventory and biodiversity websitéhttps://irlspecies.org/index.php ).

Milestone impacts of the IRLNEPs outreach and edugatal activities during FY 20172021
include unified branding of all communications to align wih the One Lagoor-One Community—
One Voice missionQutcome: Evidence ofthe One Lagoorculture change can be seen isocial
media activity, keynote speaker themes during IRLrpsentations, andhow local communities are
shifting their messaging to be in alignment with tle IRLNEP.

The great challenge for the IRLNEP and all NEPgadransition from an environment where
people want change to an environment where people ake changeThe IRLNEP will contirue to
evaluate outcomes and improve strategic delivery gbrograms that help to identify compelling
messages, target audiences and behavior change.

Monitoring and Assessment

The first draft of the comprehensive One Lagoon Mdaworing Plan was developed during FY 2020
2021 with contract support from FAU-HBOI.The draft documentis in the IRLNEP Management
Conference internal peesreview process.Over 70 data collectors have beenlentified
(organizations and individuals).See Figure20. A strengths, weaknesses, opportunitiegnd threats
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(SWOT) analysis is part of the draft plan. Monitonig station and data gaps have been identified.
Recommendations have been proposed to address issuef need and concern.

Outcome: The IRLNEP is working to align the CCMP, One Lagddanitoring Plan, One Lagoon
Habitat Restoration Plan, and State of the Lagooredhnical Report as an inventory of
knowledge resources to guide activities associatedith CCMP implementation. New
knowledge in these documents will be the driving foce for the CCMP update in 2025.

The monitoring plan assembled data from the IRL Matoring Network (Figure 20) that shows
that it is robust and collects a variety of data tesupport comprehensive and integrated analysis
of environmental conditions. Data gaps have beenedtified as a result of development of the
plan. Examples of gaps include data to monitor oceand coastal acidification, vertical

profiling data of water quality parameters, and ned for additional EPA CASTNET monitoring
sites for atmospheric deposition of nutrients.

The IRLNEP shares water quality and state of the lagn data and reports at quarterly
meetings of the Management Conference and IRlouncil Board of DirectorsA yearly state of
the lagoon summary is provided in each IRLNEP Annluideport.

The IRLNERworks directly with FDEP, FWC, SFWMD and SJIRWMD #relcounties to share
data and communicate IRL conditions on a regular B&. For thepast 2 years the IRLNEP and
SJRWMD have worked together to host a regular Zoarall about current IRL conditions to
advise and coordinate management and emergency respse actions as neededduring
intense HABSs, these Zoom conference calls are haldekly on Fridays.

Clean Water Act Programs Relationship

Although NEP programs are nofwregulatory, many CCMP activities are aligned withral
supportive of CWA objectives (regulatory and nomegulatory). Examples are provided below:

Water Quality Standa rds. IRLNEP communication of IRL health status and caitidns
assisted in the strengthening statewide water qualyt standards and the adoption Senate
Bill 712 (The Clean Waterways Act”) sponsored by Sators Debbie Mayfield and
Representative Bobby Payne in 2020. The bill passedth bipartisan support and carried a
wide range of water quality protection provisions amed at minimizing the impact of
known sources of nutrient pollution, realigning theState’s resources to enhance the
protection of Florida’s environment, and strengtheningregulatory requirements.

The IRL Council Board of Directors and IRLNEP Mareagent Conference have
recommended and adopted written resolutions regardag statewide water policies with full
consideration of best available science and recogion of the political weight of these
IRLNEP consensus resolutions. Written resolution@commended by the IRLNEP
Management Conference and adopted by the IRL Cour®oard of Directors provided
strong policy recommendations for biosolids and relaimed water (Resolution 2019-02)38
and improvement of water flows and coastal resiliene at the State Road 528
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CausewayResolution 2019:03)39. Both have strong CWA implications and are availbbat
www.onelagoon.organd in the Appendix.
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X Water Quality Monitoring .The IRLNEP made significant investments in water @ity
monitoring that includes recurring annual funding br HAB monitoring and atmospheric
deposition of nutrients. The IRLNEP requiresnonitoring components with local costshare
restoration projects and adherence to EPA requirements for QAPPs.

x Total Maximum Daily Loads . Data collected from HAB monitoring and atmospheric
deposition of nutrients will be important to any future modeling and revisons to TMDLSs
that are the basis for the North IRL.Central IRL, Banana River, and St Lucie River and
Estuary BMAPS and the Mosquito Lagoon Reasonable Assuraitan.

X Sustainable Wastewater Infrastructure .The IRLNEP CCMP recommends that all
wastewater treatment plants in the IRL watershed met or exceed advance wastewater
treatment standards. Since Early 2020, the IRLNER#& been working with the Economic
Development Commission of Florida’s Space Coast alodal partners to advocate for a new
21stcentury wastewater treatment plant to serve Kennedyspace Center and local
municipalities with inadequate or aging wastewaterinfrastructure.

EPA Priorities

The IRLNEP aligns its priorities closely with EPArrities backed by the belief that the NERnd
its Management Conference represera “gold-standard” example of cooperative federalismThe
Vital Signs wheel developed as the heart of the IRRCMP- Looking Ahead to 2030 was developed
and designed to connect and align both local andderal EPA priorities. This ensures that EPA
Workplan development and IRLNEP activities aralways aligned with EPA priorities Table 7
aligns EPA priorities toIRL CCMP Vitabigns.

EPA Priority Related IRL CCMP Vital Signs

Clean Water (Nutrient Pollution) | Impaired Waters, Wastewater, Stormwater, Hydrologyi.egacy Loads,
Atmospheric Deposition

Harmful Algal Blooms Harmful Algal Blooms, Seagrasses, Biodiversitgpecies of Concern

Water Reuse and Conservation | Wastewater, Wetlands, Connected Waters

Marine Litter Reduction Trash-Free Waters

Green Infrastructure 21st Century Communities, Stormwater, Science and Techogy Innovation
Environmental Justice Distinctive Lagoon Communities, Citizen Engagement.

Climate Change Climate Ready Estuary, 21 Century Communities, Emergency Response
Strong Communities Contaminants of Concern, CCMP Implementation anchBihcing, Monitoring,

Emergency Response, Citizen Engagement

Healthy Ecosystems and Living | Seagrasses, Filter Feeders, Living Shorelines, Vgitls, Spoil Islands, Land
Resources Conservation, Connected Waters, Biodiversity, Spesiof Concern, Exotic
Species, Forage Fishes, Fisheries

Table 7. EPA Priorities align closely with the IRL CCMPLooking Ahead to 2030
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Appendices

Support Documents and Other Resources Referenced in tiikeport Narrative:

1. Trefry J.H. and Fox A.L. 2021. Extreme Runoff ofddiical Species of Nitrogen and
Phosphorus Threatens a Florida Barrier Island Lagoorkrontiers in Marine Science.
Volume 8: 120.

2. Pain A.J., Martin J.B. and Young C.R. 2021. Bidgexmical and Hydrological Drivers of
Heterogeneous Nutrient Exports from Subterranean Esgaries. Frontiers in Marine Science.
8:1-15.

3. Phlips E.J., Badylak S., Nelson N.G., Hall L.lbbyaC.A., Lasi M.A.. Lockwood J.C. and Miller
J.D. 2021. Cyaial Patterns and a Regime Shift in the Character Bhytoplankton Blooms in
a Restricted SubTropical Lagoon, Indian River Lagoon, Florida, Umtl States. Frontiers in
Marine Science. Volume 8:17.

4. Hall, L.M., Morris L.J., Chamberlain R.H.., Hani$4P., Virnstein R.W., Paperno R.. Rieqal B.,
Ellis L.R., Simpson A. and Jacoby C.A. 2022. Stextiporal Patterns in the Biomass of Drift
Macroalgae in the Indian River Lagoon, Florida, Ued States. Frontiers in Marine Science.
Volume 9:1-15.

5. Morris, Lori J.et al. 2022. Seagrass in a Changing Estuary Indian Rivergoon, Fbrida,
United States. Frontiers in Marine Science. Volung1-15.

IRL Council Interlocal Agreement (as amended)

IRL Council Interlocal Agreement Renewal (Resolutin2019-07)
IRL CCMH._ooking Ahead to 2030 (adopted 2019)

EPA Annual Workplan FY 2017

10. EPA Annual Workplan FY 2018

11.EPA Annual Workplan FY 2019

12.EPA Annual Workplan FY 2020

13.EPA Annual Workplan FY 2021

14.IRLNEP Annual Business Plan FY 20{8ote there was no business plan in FY 201 The
First consolidated business plan was developed in¥F2018)

15.IRLNEP Annual Business Plan FY 2019
16.IRLNEP Annual Business Plan FY 2020
17.IRLNEP Annual Business Plan FY 2021
18.IRLNEP Call to Action Video

19. 32 Vital Signs Videos

© © N o

Pages9of 61



20.10R’s Videos

21.1RL Stormwater Capture and Treatment Feasibility Aalysis (2017)
22.IRLNEP Communication Plar CCMP_Concurrence Document (2021)

23. Strategy for Financing the CCMPCCMP Concurrence Document (2021)

24. Financing the CCMP Technical Memorandum from ThelBeral Group (2021)
25.Climate Ready Estuary Technical Report Q20)

26. Community Guide to Climate Change (2021)

27.Parkinson, R. W., Seidel, V., Henderson, C., & iBede, D. (2021a)Adaptation Actions to
Reduce Impairment of Indian River Lagoon Water QualCaused by Climate Changdorida,
USA: Coastal Management.

28.Parkinson, R. W., Seidel, V., Henderson, C., & ieede, D. (2021b). Risks to Indian River
Lagoon biodiversity caused by climate chang@roceedings of Indian River Lagoon

Symposium 2020, §2-3), 232-244.
29. Geocollaboate Webinar. Harmful Algal Bloom Hindcast

30.Innovative TechnologyPresentation. De Freese, 2018

31.NEPORT Table. Acres Protected or Restored, From EPA

32.IRLNEP Annual Report FY 2017

33.IRLNEP Annual Report FY 2018

34.IRLNEP Annual Report FY 2019

35.IRLNEP Annual Report FY 2020

36.1IRLNEP Annual Report FY 2021

37.U.S. Census Bureau Income Estimates 2019 data. IRPXEHS Maps (2021)
38.IRL Council Resolution on Biosolids (2019)

39.IRL Council Resolution on State Road 528 Causewayprovements (2019)
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