Midwest/Canada Division
 Invasive Species Initiative Plan

____________________________________________________

“On a global basis...the two great destroyers of biodiversity are, first, habitat destruction and, second, invasion by exotic species”  (E.O. Wilson in Strangers in Paradise, 1997)

Introduction

Invasive species directly threaten the Conservancy’s mission.  Targets at most of Conservancy portfolio sites are at risk from invasive species, and the number of preserves threatened and the number of invasive species that threaten them is expected to increase over time. 
For the last year, the Midwest/Canada Division Invasive Species Initiative Team
 (Midwest ISI team) has met and discussed the issue, sharing information about what is happening throughout the Division and identifying the strategies TNC should pursue to best abate this threat.  We’ve learned some basics:

· The most cost-effective strategy is prevention – we must become more active on this strategy and develop tools to measure success.

· Dozens of groups and hundreds of individuals are already working on this issue in the Midwest; our role will rarely be to initiate and lead efforts, it will be to help coordinate and focus efforts among already-engaged partners.

· The Conservancy has strengths (including expertise in conservation planning, invasive control methods, government relations, and fund-raising) that, if brought to bear on the right strategies, can make a huge impact on this issue.

The one-page Invasive Species Action Checklist that follows summarizes the specific strategies the Midwest/Canada ISI team believes the Conservancy should focus on to better address this issue and the threat it poses to portfolio sites.  The checklist is organized by the four overarching strategies of invasive species work: 1)Assessment/Risk Analysis, 2) Prevention, 3) Early Detection and Rapid Response, 4) Control and Management.


As shown in Figure 1, these categories closely relate to each other and cannot effectively be considered independently.   Assessment precedes all of the strategies, allowing us to prioritize what and where we prevent, detect, or control.  There are simply too many invasive species and too many sites to protect to take a broad ‘get them all’ approach – there must be strategic focus.  Monitoring of all efforts is key, allowing us to measure success and determine when we need to transition from one strategy (e.g. early detection and rapid response to a species not yet present in a site) to another (e.g. control and management once it becomes apparent the species has managed to establish in the area despite the early detection program).

In the Invasive Species Action Checklist, checkmarks indicate which organizational level, and within chapters which staff members, need to be involved with the strategy.  Bold checkmarks indicate who should provide leadership on that strategy.  Appendices follow the checklist with additional information on each of the strategies.

Many of the recommendations for Division-level strategies regarding invasive plants will be pursued by the Midwest Invasive Plant Network (MIPN), a new consortium of state, federal and NGO partners in the Midwest.  The Conservancy recently hired Kate Howe to be the coordinator for this group.  The coordinator position is intended to be a 2-year position with the Conservancy; after two years, it is expected that the position will be transferred to MIPN which by that time will be a stand alone not-for-profit group.  Through the coordinator, we intend to help focus the efforts of this group on important landscapes and priority species. 

Chapters and Programs should use the checklist to:

· Establish programmatic goals;

· Assign and coordinate responsibilities for all staff within and between OUs;

· Design partnerships; and

· Evaluate success at abating invasive species threats.
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	Assessment/ Risk Analysis (pp 4-5)

	1. Assessment tool for each taxonomic group to determine invasive species of greatest threat
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	2. Create “CDC for pests & pathogens”
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	3. Threat assessments and abatement strategies developed for all portfolio sites. 
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	Prevention (pp 6-7)
	

	4. Point of Origin vector control – whole wood packaging, ballast water – is legislated 
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	5. Prevent export of species invasive in other countries
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	6. State-level Invasive Species Council in place
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	7. Prevention laws/policies are updated and enhanced per ‘Making a List’ assessment 
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	8. St. Louis Codes of Conduct adopted by all affected
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	9. Prevention strategies implemented at Conservancy-owned portfolio sites 
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	Early Detection/ Rapid Response (pp 8-9)

	10. Connected to state-level pest & pathogens response team (APHIS/Dept. of Ag./DNR)
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	11. Connected to ‘Midwest Exotics’ – the regional pests & pathogens response team
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	12. Regional data collection and management standard adopted for plant species (NAWMA)
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	13. Develop regional protocol for plant Early Detection-Rapid Response (EDRR) which addresses targets and measures of success 
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	14. Implement ED-RR programs at state/regional level
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	Control and Management (pp 10-11)

	15. Controlling/managing invasive plant species currently in Conservancy-owned portfolio sites to protect targets
	(
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	16. Measures of success applied to control efforts
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	17. Partner with other managers of portfolio sites on control/management of invasive plant species (e.g. NPS SWAT teams, USFS control projects)
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	18. Biocontrol for appropriate species is pursued, and non-target damage for biocontrol agents accurately assessed before release
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	19. Provide information on current invasive plant control efforts in Midwest to facilitate management
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Appendix A.

Assessment/Risk Analysis
1. Assessment tool for each taxonomic group to determine invasive species of greatest threat.   

Why: Assessment tools allow us to prioritize threats, narrowing the scope of what can seem an overwhelming problem and letting us focus our resources on critical threats. 

What: Assessment tools are the building block for all other strategies – all actions should be based on assessment, whether it is prevention, early detection-rapid response, policy/statute changes, or control and management. 
Who:

Chapter Role: For forest pests and pathogens, assessments are largely handled through U.S. Forest Service, APHIS, and state Departments of Agriculture.  Science/Stewardship (S/S) needs to engage on the work already in progress through these agencies.  For aquatic nuisance species, nearly every Midwest state has an ANS management plan in place; we need to work with state-level authorities to assure implementation.  The Great Lakes Program is the lead on aquatic nuisance species issues for the Conservancy and we will work with them on this issue. For plant species, there is no agency or organization taking the lead on assessments. TNC will likely be a key partner, if not the lead partner, on developing plant species assessments in the Midwest.  If the assessment process has regulatory or policy implications, S/S will work with GR.  If the assessment process is tied to outreach efforts to the general public, garden clubs, horticultural interests, etc., Media/Communications will be involved to help develop the message.  

Division Role: The Division role is two-fold.  First, information needs to be shared between states on current assessment projects in the Midwest.  The Midwest Invasive Plant Network will provide a forum for information-sharing on plant assessments.  Second, as assessments are completed the species that emerge as high priorities in more than one state need special focus and/or immediate attention.

National Role: Nationally, the ISI is working with NatureServe to develop I-ranks, or invasiveness ranks, for hundreds of plant species.  This information may be found at http://natureserve.org/getData/plantData.jsp and may be a key starting point for state or regional assessments. 
2. Create “CDC for pests & pathogens”.

Why:  The current governmental structure for assessing, detecting, and responding to forest pests and pathogens is flawed.  In some cases, lack of funding and multiple (and sometimes competing) jurisdictions have led to slow detections and even slower response times. 

What:  Having a coordinated program of assessment, detection, and response to potential forest pests and pathogens is essential to effective control of new populations.  Nationally, two possible new organizational structures are being evaluated.  One is modeled after the Center for Disease Control – a central authority with dedicated funding and ability to act quickly and implement emergency responses.  A second is modeled after the National Interagency Fire Center – an umbrella group composed of representatives of every agency having jurisdiction and emergency funding authorization on this issue with the ability to respond immediately to threats.

Who: 

Chapter Role: Chapters should assure that key forestry partners – county, state, federal, tribal, and industrial - are part of the discussion.  If a model is chosen and pursued, government relations and philanthropy may have an important role in getting it implemented.

Division Role: The NE/Caribbean Division has taken the lead on this issue and hired Faith Campbell to evaluate the concept of a new organizational structure.  The Midwest/Canada Division needs to keep informed about this effort and assure that key regional forestry partners are part of the discussion.

National Role: The ISI is working with the NE/Caribbean Division and helping to involve a wide assemblage of interested Conservancy staff nationally on this issue.
3. Threat assessments and abatement strategies developed for all portfolio sites.  
Why: Most of our portfolio sites do not have adequate invasive threats assessment and few have invasive abatement strategies.  Without these, prevention, early detection/rapid response, and control and management are approached in a shotgun manner, hoping to hit key threats without really understanding which invasive species pose the greatest threat.

What: For portfolio sites where TNC is the lead partner, Site Conservation Plans should be completed using the Enhanced 5 S approach.  These plans should clearly identify the invasives threats and abatement strategies.
For portfolio sites where TNC is not the lead partner, Chapters need to work with the lead partner to assist them as necessary in assessing the threats and developing strategies.  A very useful tool for assisting partners for setting priorities on landscape portfolio sites is the Conservancy’s Weed Control template (available at http://tncweeds.ucdavis.edu/products.html)

All site-based assessments need to tie to the species assessments that have been done in the area.  For multiple portfolio sites in an area impacted by the same invasives, a comprehensive, species based approach may be appropriate. 
Who:

Chapter Role: Conservation Planners need to interact with S/S to include the best information possible on invasive species threats and strategies.  

Division Role: The division should encourage collaboration on this issue at an ecoregional or multi-ecoregional level to better address regional invasive species threats.  The Midwest Invasive Plant Network should play a role in encouraging this collaboration through sharing information.

Prevention
4. Point of Origin vector control – whole wood packaging, ballast water – is legislated

Why: In the Midwest/Canada Division, the Great Lakes are a major pathway for invasive species of all kinds through shipping imports and then to other parts of the continent.  

What: S/S and GR need to be involved in legislation and policy changes, and incentives, that provide better prevention of invasive species transport.  

Who:
Chapter Role: Much of this point-of-origin strategy involves national legislation and policy (e.g. forest certification).  Global ISI is the lead, and chapter GR staffs need to work with them to respond when lobbying is need on bills pending in Congress.  The Great Lakes Program is the lead on aquatic invasive species globally and is currently advertising to fill a new Aquatic Invasive Species Director position.  This position will provide leadership to chapters and the division on opportunities to influence national legislation and regional and national policy on this issue.  
National Role: Global ISI will play the lead role for national invasive species legislation.

5. Prevent export of species invasive in other countries

Why:  For every invasive species brought in to North America, there is a North American species causing ecological havoc in other countries.  This issue is a two-way street.

What:  The same point of origin vector control we work towards for other countries (strategy 4) need to be applied to the U.S. as well.  

Who:
Roles:  The same roles as in strategy 4 apply.

6. State-level Invasive Species Council in place

Why:  In most states there is a piecemeal approach to invasive species, with varying jurisdictions, gaps and loopholes.  An Invasive Species Council, preferably all-taxa, can provide focus and consistency.

What: Work to establish an Invasive Species Council within state government that has sufficient authority to make necessary changes happen in policy and law.  Specific examples of successful Invasive Species Councils may be found in Chapter X of Halting the Invasion: State Tools for Invasive Species Management by the Environmental Law Institute (may be downloaded. at http://www elistore.org).
Who: 

Chapter Role: GR and S/S should work with key partners in the invasive species arena to make this happen.

7. Prevention law/policies are updated and enhanced per ‘Making a List’ assessment

Why: Prevention is the most cost-effective way to combat invasive species.  Laws to prevent the introduction or continued reintroduction of invasive species are already in place in every state.  However, they are often out-of-date, do not include the invasive species that constitute the greatest threat to portfolio sites, are not adequately enforced, and do not adequately address prevention.

What: Over the last several months, the Midwest ISI team worked with the Environmental Law Institute (ELI) on a followup project to Halting the Invasion: State Tools for Invasive Species Management.  The project reviewed state government lists as a way to prevent the introduction invasive plant species.  ELI recently published the results of the project, a comparison of the limits and effectiveness of plant lists (e.g. noxious, invasive, exotic, detrimental) as a prevention strategy for six states in the Midwest (MN, WI, IL, MI, IN and OH). Making a List: Prevention Strategies for Invasive Plants in the Great Lakes States may be downloaded at http://www.elistore.org.  This report serves as an excellent starting point for deciding what changes/additions to the laws and policies might increase their effectiveness.

Who:

Chapter Role: Science staff should review the ELI findings and assess what changes in law might provide the greatest protection for portfolio sites in their state.  They should work with government relations staff to pursue those changes.

Division Role: Share success stories and specific strategies between chapters.  The Midwest Invasive Plant Network will be instrumental in this.

8. St. Louis Codes of Conduct adopted by all affected

Why:  The St. Louis Codes of Conduct are voluntary codes designed to curb the use and distribution of invasive plant species in the United States.  Widespread adoption of these codes could result in a great decrease in the sales of invasive plant species in the country.  

What: In December 2001 a workshop was held at the Missouri Botanical Garden to explore and develop workable voluntary approaches for reducing the introduction and spread of non-native invasive plants.  The voluntary codes offer professional codes of conduct designed to curb the use and distribution of invasive plant species through self-governance and self-regulation by the groups concerned.  We need to urge each affected group - government, nursery professionals, gardening public, landscape architects, botanical gardens and arboreta - to endorse and implement the appropriate codes of conduct.  The codes of conduct may be found at http://www.centerforplantconservation.org/invasives/.

Who: 

Chapter Role: Through involvement in state-level Invasive Species Councils and similar groups, we will disseminate information on codes of conduct and urge their adoption.

Division Role: Through the Midwest Invasive Plant Network (MIPN) we will disseminate information on the codes of conduct and, particularly through the Green Industry Committee of MIPN, urge the adoption of these codes.

National Role: The Global ISI has recently hired Valerie Vartanian to be the Horticulture and Nursery Profession Liaison.  Her role will be to encourage the adoption of the codes of conduct by the nursery industry nationally.  The liaison position, housed at the Missouri Botanical Garden, will interact with both chapter and division staff on this issue, as well as the MIPN coordinator.  

9. Prevention strategies implemented at Conservancy-owned portfolio sites

Why: Despite clear evidence that hikers, boaters, and other recreationists are spreading invasive species through their activities (e.g. garlic mustard seeds moved by boots, zebra mussels spread by boats), few invasive prevention measures are in place regionally at Conservancy-owned portfolio sites.  

What: TNC should set an example for invasive species prevention on Conservancy preserves by using educational signs, boot brush stations, or even closing particularly vulnerable preserves to recreational use. 

Who: 

Chapter Role: S/S should evaluate which Conservancy sites are most vulnerable to invasions due to recreational activities and put mitigating measures in place to encourage prevention.

Early Detection/Rapid Response
10. Connected to state-level pest & pathogens response team (APHIS/Dept. of Ag./DNR)

Why: When a pest or pathogen is detected by the responsible agency, an effective response needs to happen quickly.  It is crucial that someone in each chapter be in regular contact with the state response team to assure we are aware of detections early in the process and can help focus the response with protection of portfolio sites in mind.

What: Recently, APHIS required states to develop an emergency response plan for pest and pathogen detections.  We should be familiar with the response plan as well as the members of the response team and, formally or informally, have a way to provide input early in the response to a particular detection.

Who: 

Chapter Role: S/S and GR work together to develop a connection to the state response team.  

11. Connected to ‘Midwest Exotics’ – the regional pests & pathogens response team

Why:  For forest pests and pathogens, the responsible agencies provide early alerts, develop educational materials, assess priorities among potential pests, and provide forest health training around the region.   Working with them on these issues will enable us to be the aware of emerging problems and help to develop assessments and response protocols.

What: Connect to the ‘Midwest Exotics’ group of agencies with jurisdiction over pests and pathogens.

Who:
Division Role: The division invasive species team leader should be on the email list for Midwest Exotics and provide updates to chapter contacts. 

12. Regional data collection and management standard adopted for plant species

Why: One recent Wisconsin survey found 32 separate and unconnected efforts to map invasive plant species in the state.  Other Midwest states are in a similar situation.  Without clear data collection and management standards, we lose the ability to ‘roll up’ this data and use it for state-wide or ecoregional assessments.

What: The North American Weed Management Association (NAWMA) has developed a data collection standard that has been adopted by all federal agencies and most state and county agencies west of the Mississippi River.  We need to urge adoption of this standard throughout the Midwest/Canada Division.  We should also work towards data management standards that allow a regional data center of invasive species information like IPANE (Invasive Plant Atlas of New England, which can be found at http://invasives.eeb.uconn.edu/ipane/).

Who:
Chapter Role: S/S should share information on the NAWMA standard with all partners and urge adoption.

Division Role: Through the EDRR/Data Management Committee of MIPN, disseminate information on the NAWMA standard and urge adoption by all agencies and organizations collecting invasive plant species information.  Through the same committee, evaluate the possibility of developing a regional data center of invasive species information.

13. Develop regional protocol for plant ED-RR which addresses targets and measures of success

Why: Early Detection-Rapid Response programs have great potential to limit the establishment of new invasive species but such programs need clear focus and monitoring to be effective.

What: Only a few ED-RR programs have started in the Midwest (the two largest in scope are the Chicago Wilderness project and WI DNR project), and those few are just in the beginning stages of implementation.  We need to have oversight and provide input to these programs to assure they result in protecting targets at portfolio sites.  So far, great challenges are evident with these programs in that they are entirely focused on early detection; strategies for the rapid response are minimal and largely unfunded.  Clearly, early detection without rapid response is as useless as rapid response is without an effective detection program in place.  Additionally, we need to assure monitoring is incorporated so that the programs can be adapted to be as effective as possible.  As we learn from the existing ED-RR programs, a regional protocol encompassing the best methods will be developed. 

Who:

Chapter Role: In Illinois and Wisconsin, S/S needs to be involved in the emerging ED-RR programs to provide direction.  As other states develop programs, S/S needs to engage with them.

Division Role: Through the ED-RR/Data Management Committee of MIPN we need to learn from the emerging ED-RR programs, develop a regional protocol for use by other states, and disseminate that protocol widely.

14. Implement ED-RR programs at state/regional level

Why: ED-RR programs are essential to prevent establishment of new invasive species, and we need to encourage the development of such programs throughout the Midwest by providing necessary support and resources.

What: One of our most valuable resources in this regard is our volunteer base.  We should encourage our volunteers to help make emerging ED-RRs projects successful.  Where necessary, we should also provide support in the form of lobbying, fundraising, training, or educational materials. 

Who: 

Chapter Role: S/S should contact the chapter’s volunteer base and ask all those interested to participate in local or state-wide ED-RR programs.  As necessary, GR and Philanthropy should be involved to help provide policy or legislative changes or funding.

Division Role: Where appropriate, ED-RR programs should cross state boundaries to maximize their impact.  The Midwest Invasive Plant Network will be in a position to watch for such opportunities and encourage collaboration.

Control and Management
15. Controlling/managing invasive plant species currently in Conservancy-owned portfolio sites to protect targets

Why: While higher level strategies are essential to address invasive species threats, they do nothing to eliminate the species already in place and threatening portfolio sites.  Control and management is necessary where invasive species threaten targets at portfolio sites.  Conservancy-owned portfolio sites need to have effective invasive species management, not only to protect targets but also to set an example for other owners of portfolio sites and provide demonstration areas. 
What: We need to effectively control invasive plant species where they threaten targets on Conservancy-owned sites.

Who: 

Chapter Role: S/S needs to determine which Conservancy-owned portfolio sites have invasive species threatening targets and provide the necessary control and management.  Philanthropy will have a role in developing grant proposals or soliciting donations to fund control efforts.   Communications will ensure effective control measures reach partners.
16. Measures of success applied to control efforts

Why: There are many examples of successful control efforts, but there are also many examples of unsuccessful efforts.  Whether due to using an ineffective control method, poor application of the treatment, or lack of consistent followup after treatment, it is important to identify cases where we are not meeting goals and adjust further treatments.

What: All control projects should have a monitoring component that is used to adjust further treatments.

Who: 

Chapter Role: S/S needs to incorporate monitoring into control and management projects.  
17. Partner with other managers of portfolio sites on control/management of invasive plant species (e.g. NPS SWAT teams, USFS control projects)

Why: The Conservancy owns and/or manages a very small proportion of our total portfolio.  Managing our own sites appropriately in order to provide demonstration sites for other managers is a start, but we need to reach out to other managers and work with them to assure effective management on invasive species on portfolio sites managed by other agencies or organizations.

What: We need to engage our partners who manage portfolio sites on this issue, and where necessary provide training, assistance in planning, or collaborative projects aimed at identifying key invasive species threats and abating them.  Conservancy tools like the Weed Control template and all of the other information on the TNC Wildland Weeds website should be used to help in this process (available at http://tncweeds.ucdavis.edu/products.html)
Who: 

Chapter Role: S/S should take the lead on developing relationships with resource managers at portfolio sites, involving GR and Philanthropy as necessary to help with policy-related issues (e.g. changing policies that prohibit the use of herbicides on public lands) or funding issues and Communications staff to ensure lessons learned are applied by partners.

18. Biocontrol for appropriate species is pursued, and non-target damage for biocontrol agents accurately assessed before release.

Why: There are invasive species that are so extensive in their coverage and so difficult to control with mechanical or chemical methods that biocontrol appears to be the only feasible control agent.  It is also recognized that biocontrol agents pose substantial risk to ecological systems if not properly tested before release.  We need to have input on development of biocontrol agents for wildland weeds and testing of all biocontrol agents.

What: We need to work with APHIS and biocontrol labs to provide input on development and testing of biocontrol agents.

Who: 

Chapter Role: Provide recommendations to Division and Global ISI on wildland weed species which should be a priority for biocontrol development.  

Division Role: Through Midwest Invasive Plant Network, identify invasive plant species of regional concern that should be a priority for biocontrol development.

National Role: Global ISI should connect to the APHIS programs for biocontrol to assure adequate testing of new biocontrols is conducted.  They should forward the recommendations for new biocontrol development projects to appropriate labs.

19. Gather information on current invasive plant control efforts in Midwest.

Why: There are many invasive plant species control projects going on in the Midwest; however, lack of communication between those involved has kept us from sharing lessons learned and innovative new methods.  Information sharing must be improved.

What: Assure there is a forum for sharing information on control and management efforts across the Midwest.

Who:

Chapter Role: Document the effectiveness of control and management efforts, and encourage all partners to do the same.  Share information on successes and lessons learned to a regional audience.

Division Role: Through Midwest Invasive Plant Network, a website and listserve dedicated to sharing information about control and management (as well as all other aspects of invasive plant species work) in the Midwest will be developed.  Use of these should be encouraged by Conservancy staff and all partners.

National Role: The Global ISI should continue to update the management abstracts and other portions of the TNC Wildland Weed website to provide up-to-date information nationally. 

Figure 1. Flowchart Showing Relationships between Strategies.
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� This plan was initiated under the Conservancy’s Midwest/Canada Division organization, but can easily be adapted to the new Central U.S. Region structure.


� The Midwest/Canada Division Invasive Species Team: Ellen Jacquart (IN, team leader), Doug Pearsall (MI), Dave Ewert (GL), Paul Labus (IN), Deanna Zercher (IL), Hannah Spaul (WI), Julian Campbell (KY), Marleen Kromer (OH), Mike Shelton (OH), John Randall (Global ISI), Dan Kraus (NCC – Ontario), Nancy Berlin (USFS)
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