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The Implementation Plan summarizes Maryland Sea Grant’s actions and evaluative benchmarks for the
years 2005-2007.

Maryland Sea Grant College, a university-based partnership with the National Oceanic and Atmospheric
Administration, is a service organization in the State of Maryland administered by the University System
of Maryland; its mission is to conduct a program of research, education and outreach to use and
conserve coastal and marine resources for a sustainable economy and environment in Maryland, in the
Mid-Atlantic region and in the nation.
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Introduction

aryland Sea Grant’s 2005-2010 Strategic Plan — Science Serving Maryland’s Coasts — provides

overarching guidance and clear goals that challenge us to employ our program assets

innovatively, productively, and efficiently. This Implementation Plan provides details on how
Maryland Sea Grant will meet these challenges for the periods 2005-2007. It is a living document that
will evolve with us as we learn new ways to be effective in building impacts to benefit our state, the
region and beyond. It will be updated and revised for the period 2008-2010 as we move to complete our
planning cycle.

Maryland Sea Grant’s Approach

Maryland Sea Grant seeks to be a catalyst for both integrative science in the Chesapeake watershed and
the development of ecosystem-based approaches to the management of our coastal resources. The multi-
dimensional characteristic of this challenge is found in many, if not most, of the goals of our strategic
plan. This demands that we think and act in new ways and recognize the growing importance of science
that spans traditional disciplinary boundaries. The goals outlined in our strategic plan: Coastal Processes
and Ecosystem Responses; Natural Resources of Coastal Maryland; Education; and Maryland’s Coastal
Communities and Economies are therefore, by design, interrelated, and many of our efforts impact more
than one objective. We call this “crosstalk” and it is an essential mechanism to build greater impacts.
Taken in total, our approach positions us well to make strong, creative contributions.

Our program is committed to a process of
engagement and synthesis to drive ongoing

refinement of priorities and define actions ‘
that lead to measurable outcomes. We use

critical evaluation to measure our progress. Engagement

While conceptually we present this as a Synthesis *Evaluation

cycle, operationally there is considerable Priority Setting

interaction at all stages — this is an Actions

iterative process designed to foster learning

and adaptive management. Each

operational element of Maryland Sea Grant

(research, extension, communications and

education) contributes unique capacity and v

products to this approach, with overall

coordination and integration the central

focus of program administration. We consider our activities as components of integrated portfolios, each
representing strategic investment of resources — both monetary and human — in varying amounts,
designed to make tangible impacts.

eImpacts

*Outputs

Maryland Sea Grant has chosen the term “portfolio” to reflect investments made in our priority areas.
Each portfolio includes a linked set of activities—whether research, outreach, education or all three —
brought to bear in a concerted fashion to achieve effective resolution of important issues. This portfolio
approach allows the program to marshal a diversity of assets to address key challenges and opportunities
and draws on the varied strengths of the Sea Grant community in an efficient and synergistic manner.
Our four portfolios are titled and structured by our four strategic goals — Coastal Processes and
Ecosystem Responses, Natural Resources of Coastal Maryland, Education, and Maryland’s Coastal
Communities and Economies.
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Organization of the Implementation Plan

This Implementation Plan is organized in three parts:

» Operating principles

» Alignment of actions with strategic goals

* Metrics to evaluate progress.
Together, these elements establish a clear roadmap that will ensure that we fulfill our programmatic
mission.

Operating Principles

The following operational principles' articulate how we express our program values and engage with our
partners and stakeholders to achieve measurable impacts. They are the foundation for how we function
internally and with our external stakeholder communities. They represent a commitment to our
conceptual approach and thereby to guide us as we strive to fulfill our mission.

Maryland Sea Grant will be fully engaged with local, regional and national issues and trends relating to
the sustainable use and restoration of Maryland’s coastal resources through:
» Active participation in appropriate Chesapeake Bay and coastal management/planning activities
requiring linkages to the research and academic communities,
» Engagement in the development and implementation of regional structures to foster adaptive
management of shared coastal resources,
» Active participation in the National Sea Grant Network and its associated leadership bodies.

Maryland Sea Grant will be an effective conduit from stakeholders to those that can contribute solutions
and realize emerging opportunities by:
* Full engagement of Maryland’s academic and research communities in applying the highest
quality scientific expertise to problem solving,
*  Working with all our academic and research stakeholders to foster engagement of new
researchers with our program with particular emphasis on increasing diversity and capacity
statewide and across the Mid-Atlantic region.

Maryland Sea Grant will work to enhance our public(s) ability to understand complex issues through the
use of innovative outreach strategies and full engagement of extension professionals in the program in
order to:

* Provide mechanisms and incentive to appropriately link research to outreach through novel
vehicles and extension faculty and to fully engage this process throughout the lifetime of given
projects,

» Foster the development and use of innovative technology to reach new audiences,

* Improve public awareness of Maryland Sea Grant capabilities, accomplishments, services, and
products.

Maryland Sea Grant will manage its assets in portfolios that integrate research, outreach, education and
program administration in an efficient, flexible manner to address critical issues and achieve clear
outcomes and impacts by
» Evaluating all issues and opportunities in the context of the program’s resources and capabilities
to determine the most appropriate issues to address,
» Developing and maintaining active planning and communication mechanisms to support the
activities of each portfolio,
* Developing and measuring output and impact metrics consistently within and between portfolios
to evaluate effectiveness and to help determine the lifespan of each effort,

! Adapted from Oregon Sea Grant— Strategic Plan 2004
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» Developing and maintaining a professional service-oriented management and administrative
system that makes the best use of technology at all levels.

Maryland Sea Grant will develop and nurture partnerships that leverage resources, maximize efficiency
and build joint and shared capabilities to contribute to issues of local, regional and national significance
by seeking;
» Partnerships with regional Sea Grant Programs and others to address issues in the Chesapeake
Bay Watershed and Mid-Atlantic,
* New interactions with “non-traditional” partners outside of our academic and research base to
enhance our capability for and impact of education and outreach,
» Partnerships nationally to help address important issues shared across coastal America.

Maryland Sea Grant will be appropriately entrepreneurial in order to leverage resources and fulfill our
broad mission by:

» Seeking extramural funding from a variety of sources to advance innovative outreach, facilitation
and synthesis,

* Seeking funding from a variety of sources to support and enhance educational opportunities and
research experiences for teachers, and university students at the graduate and undergraduate
levels,

* Providing funding and incentives to new investigators and emerging projects that have potential
to grow to larger efforts.

Maryland Sea Grant will foster a supportive, learning environment that provides opportunity for
professional development and enrichment for all Sea Grant staff by:
» Offering each staff member the opportunity for enriching educational or professional
development experience on an annual basis,
* Providing opportunities for University of Maryland undergraduate and graduate students to work
with MDSG.

Strategic Assets

* Research Funding. Research lies at the core of Maryland Sea Grant’s mission with roughly half of our
NOAA funding allocated to competitive peer reviewed research programs. Our research program is
designed to make contributions that originate on the local level, build to address regional and national
needs and achieve scientific accomplishments that are of national and international stature. Research
investments initiated with our 2005-2007 Omnibus proposal directly reflect the strategic goals that
informed the call for proposals and the research needs articulated by our stakeholders. We augment our
Omnibus research (OMNI) through program development funds (PD). These small investments give us
the flexibility to rapidly address emerging issues, initiate exploratory research and engage new
investigators in Sea Grant’s mission. Program development funds also catalyze outreach and education
activities in keeping with the integrative approach we embrace.

* Sea Grant Extension. Our extension program . . .

is organized to meet integrated objectives in Focus Team Alignment with Strategic Goals

four programmatic areas called Focus Teams ConsalP Goal 1 L00LE i

— Aquaculture and Restoration, Water oastal Processes an Water Quality (WQ)

Quality, Coastal Communities & Economies Ecosystem Responses
. . . ! Natural Resources of Coastal | Aquaculture and

and Marine Science Education. These teams

. ol Maryland Restoration (A&R
help coordinate the activities of Sea Grant Y Marine Scie;ce )

Extension Faculty and are directly linked to Education Education (MSE)
Maryland Cooperative Extension’s planning Maryland’s Coastal Coastal Communitics
and implementation structure as well. Communities and oastal L.ommu

and Economies (CCE)

Internally, they allow for formal integration of Economies
expertise within our program and provide a
mechanism to enfranchise outside expertise
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and stakeholder input. Each focus team links directly to one of our four strategic goals and more
specifically, the activities of each team align directly to relevant objectives designated in our Strategic
Plan. Crosstalk among goals and between focus teams allows for investment and actions by teams in any
portfolio as appropriate.

e Communications. Our communications program is organized to achieve strong impacts through a suite
of vehicles designed to reach targeted publics with scientifically accurate information. The Maryland Sea
Grant Communications Team (COMM) employs print, web and video tools in creative ways. Where
appropriate, we designate activities that are specific to the Communications Team. As a programmatic
approach however, we endeavor to weave communications into all parts of our program and all
portfolios in a meaningful manner.

® Program Management. Maryland Sea Grant's Management Team has overall responsibility for
administrative function and program integration. Administratively, the team (MGT) has a central focus on
our role as stewards of program resources, a service ethic and commitment to rigorous procedures and
accountability at all levels. The management team is comprised of individuals with a suite of relevant
skills as scientists, synthesizers and facilitators. With that in mind, the team’s activities expand beyond
our administrative focus to engage in a variety of important activities relevant to Sea Grant’s mission and
strategic goals.

Alignment of Actions with Strategic Goals

To be effective, all of our activities and research funding must be closely aligned with the goals in our
strategic plan. While our intent is to address all the goals articulated over the next five years, the focus of
our current implementation plan is on actions we will undertake from 2005 to 2007. Revisions to this
plan in the second half of our planning cycle will detail how we will meet those long-term goals not
addressed here.

We present our goals and actions in tabular form organized by strategic goal/portfolio (Tables 1-4). Each
table describes actions coded for the particular sector of the program performing the stated task. As
noted throughout this plan, there is considerable crosstalk among goals and actions. For clarity, we
present only the dominant linkages here. We encourage readers to contact the program to discuss
crosscuts in more detail.
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Metrics to Evaluate Progress

Maryland Sea Grant will measure progress in achieving our strategic goals using a variety of tools. We
recognize that building impacts requires strong management, consistent engagement and a variety of
outputs tailored to our user communities. Many of these can and should be assessed using numerical
measures of administration and productivity. Given the integrative nature of our program however, these
metrics must be synthesized with other non-numerical indices to fully evaluate our achievements over
this planning cycle. Therefore we will take a two-part approach to evaluation.

Measures of Outputs and Performance

We have established a series of criteria for the performance of the program based on nationally agreed
upon categories:

» Organizing and Managing the Program

» Contributions to Science and Technology

» Contributions to Extension and Outreach

» Contributions to Education (K-12 and Professional/Informal)

Within each category we have made a detailed analysis of relevant indices over a 5-15 year period of
Maryland Sea Grant’s history and used this information to establish benchmarks for performance. These
targets, while ambitious, represent realistic projections of what Maryland Sea Grant can achieve by 2007
and therefore provide a foundation for accountability at the state and federal level. We will evaluate our
progress and revise targets as needed for the second half of our planning cycle. See Tables 5-8.

Synthesis to Determine Impacts

The numerical metrics described in Tables 5-8 are important tools to help us determine if we are
achieving our strategic goals. When combined with input from stakeholders and broader syntheses they
allow us to understand and present a more complete picture of our accomplishments. Such analyses are
generally cumulative in nature and employ other sources of data including inputs from our advisory
structure, interactions with user communities (research, education, industry) and comparison with peer
programs. This synthetic process is a priority for program management and is undertaken on an ongoing
basis. Our annual reports, biennial omnibus proposal and federal evaluation cycle (4-year program
assessment intervals) all provide important temporal landmarks that we use to calibrate and report on
our evaluative process and our progress in implementing our strategic plan.

Maryland Sea Grant Implementation Plan 2005-2007 13
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