4.  Implementation and Evaluation TC "4.  Implementation and Evaluation" \f C \l "1" 
Implementation of the BCR 14 plan will entail undertaking the actions recommended in the various bird initiatives’ plans, as summarized in Appendix E, in conjunction with the specific activities recommended in the following sections on focus areas and priority projects, which are intended to identify some of the most important actions and locations for initial bird conservation work by the BCR 14 partnership. The purpose for undertaking these implementation actions is to contribute to the BCR 14 habitat and population objectives discussed in the previous section.  These actions will include various forms of habitat conservation (e.g., protection from development, active management, restoration from degraded conditions), monitoring of bird populations and habitat conditions, conducting research projects to fill information gaps, and undertaking education/outreach activities to raise awareness of the bird conservation issues in the region and communicate solutions for those issues to the public and private sectors.  As implementation moves forward, periodic evaluations of progress toward the habitat and population objectives will need to be conducted to determine if the actions that have been taken are having the intended effects.

4.1  Focus Areas for Habitat Conservation TC "4.1  Focus Areas for Habitat Conservation" \f C \l "2" 
One of the tools of conservation design being used to foster implementation in the BCR 14 initiative is the focus area concept.  These geographically explicit areas correspond to the general habitat affinities of priority birds. While other areas within the BCR do or could provide high quality bird habitat, focus areas are intended to have high conservation and restoration potential at a landscape scale because they have been identified by partners within the BCR as areas with significant biological value (e.g., large blocks of high quality habitat, large concentrations of birds), with significant public lands that can provide a core for conservation efforts, and/or good potential for public-private partnerships.  Atlantic Northern Forest focus areas were defined by technical staff of partner agencies and organizations during the Maine workshops held in December 2002.  These focus areas should be considered an initial draft list for the BCR and will need to be revised and enhanced through a further review process.  Focus areas were identified independently for each taxonomic group; these areas have been digitized.  Maps of focus areas for each bird group have been created, as well as a composite map with the focus areas for all bird groups (Appendix F).  The composite map illustrates where overlap occurs in areas considered to be important for the different taxonomic groups and where conservation efforts can benefit multiple groups of birds.  However, it should also be recognized that focus areas with habitat for only one taxonomic group are not necessarily less important than focus areas supporting multiple group of birds, because they might be extremely important for some of the highest priority species in that single bird group.  Data sheets for each focus areas are also presented in Appendix F.  These data sheets provide site descriptions, importance of the area to priority birds, threats to the area, conservation actions needed, protection status of the area, and a knowledgeable contact person.

4.2.  Other Approaches to Identifying Important Areas for Habitat Conservation TC "4.2.  Other Approaches to Identifying Important Areas for Habitat Conservation" \f C \l "2" 
The focus area concept works well for identifying important habitats that occur in fairly discrete patches, either as large blocks or as major components within a landscape, and are likely to remain in the same habitat type and successional stage for a relatively long time.  Wetlands and grasslands are examples of general habitat types that lend themselves well to the focus area concept in BCR 14.  However, the focus area approach is difficult to apply to expansive habitat types (i.e., “matrix” habitats) that extend over very large areas with minimal variation at the most course levels of habitat description, such as the vast forested areas of BCR 14.  Identifying geographically-explicit areas that have high habitat values for priority species compared to other areas is not a simple task.  Other approaches and tools will need to be developed and applied in BCR 14 for these other habitat types.  This primarily applies to forests and forest-associated birds, including the full suite of successional stages and myriad forest types.  Methods incorporating bird-habitat models, forest growth simulations, and collective knowledge of management prescriptions on both public and private lands will need to be developed to determine if specific areas or landscapes within the BCR can be identified where habitat for priority forest-associated landbirds can be maintained on a long-term basis.  Given the dynamic nature of the industrial forest portions of this BCR, identifying specific areas to target long-term habitat conservation actions for a particular suite of species may not be practical.  Rather, long-term conservation actions for the “working forest” may need to be developed across broad spatial and temporal scales where adequate amounts of habitat for several priority species suites can be maintained within a shifting mosaic framework.

An outline for a general process that would lead to the kinds of recommendations described in the preceding paragraph is provided below.  A much more detailed and specific plan for carrying out this kind of work will need to be developed in cooperation with a variety of partners.  However, this outline suggests the general activities that would need to be undertaken: 

(A)  Select a set of focal species representing the primary forest and successional stages.  Develop regional-scale bird-habitat models suitable for mapping the predicted current distributions of these focal species across the BCR.  Use the mapping results to identify key areas at a very gross scale within the BCR for targeting conservation and management actions for each of the focal species.

** Note:  Mark Anderson (with the TNC Eastern Resource Office in Boston) has developed preliminary bird-habitat models based on BBS data and TNC Ecological Systems data.  Further development and validation work will be needed to determine the utility of these models, but they may provide products which can be used for the purposes of identifying key areas for conservation at a coarse scale.  Figure 7 provides a draft example of a predicted distribution map that Mark’s modeling efforts might produce.
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Figure 7.  Map of predicted distribution for Blackburnian Warbler.  Darker regions represent a higher probability of repeat occurrence over multiple years.  Red squares indicate state breeding bird atlas survey areas (ME and NH only) where this species is a confirmed breeder.  This is a preliminary, draft map and is presented here only as an example.  The accuracy of the model used to develop this map has not been rigorously tested.
(B)  Within the key areas for forest-bird conservation identified through (A), describe overlapping/conflicting needs of priority species in that area (e.g., if an area is a key area for multiple focal species with conflicting habitat needs) and provide recommendations on which set of habitat types should receive priority conservation attention with a particular area.  Developing such recommendations will require knowledge about the distribution of priority birds and their habitats across the BCR, which the models from (A) should help to provide.

(C)  Within each key area selected through (A), identify primary landowners/managers and develop dialogues with them to determine if their current forest management practices could be altered to improve habitat conditions for priority species, especially those associated with the priority habitats identified through (B).  The types of landowners/managers and management practices will vary across the BCR and approaches will likely need to be tailored to the different areas within the BCR.  For many priority species, current knowledge of what forest management recommendations to make in order to improve habitat for birds should be at least advanced enough so that dialogues with land owners/managers can be started.  However, adequate information for making even initial recommendations might be lacking for some of the priority species, in which case initial experimental research will be needed to acquire appropriate information for making recommendations.  A group of experts on bird-habitat relationships and forest management practices within the BCR should be assembled to help make these recommendations.  In all cases, forest managememt recommendations should be developed and implemented within the framework of adaptive resource management whereby management recommendations are implemented in conjunction with proper monitoring schemes to assess bird responses to the management actions.  Future management recommendations should then reflect any modifications suggested by the monitoring results.
(D)  Evaluate current contribution of each key area to BCR-wide population/habitat goals for the focal species and further refine recommendations on how landowners/managers in the different areas could adjust forest management actions to help reach conservation targets (if targets are not already met).  Ultimately, we would also want to predict future forest conditions based on anticipated forest management plans and try to ensure that conservation targets would be met into the future.  Carrying out this step will require more complex analyses for which a detailed action plan will need to be developed, including the many assumptions that will need to be made and tested as part of this process, such as how appropriate population and habitat goals are defined and how to define landscape level breeding densities for priority species in various habitat types.  Steps (C) and (D) are not mutually exclusive, but Step (D) might require more extensive technical work on conservation design and fine-scale bird-habitat modeling, which will require considerable time and financial resources to complete.
4.3.  Priority Projects for Implementation TC "4.3.  Priority Projects for Implementation" \f C \l "2" 
During habitat breakout sessions at the BCR 14 workshop, technical staff from the partner organizations identified priority projects that they thought were of critical importance and/or of a timely nature in terms of addressing the most pressing bird conservation issues in the Atlantic Northern Forest.  These projects can be considered a “short list” of conservation actions that will benefit priority species and habitats and that partner organizations should work together to implement in the near future.  Appendix G provides a list of the priority projects within major habitat groupings, including project descriptions, priority species and habitats targeted, a key contact person for the project, and potential funding sources.  Numerous on-going or recently completed projects that were initiated prior to the BCR 14 initiative also have applicability toward achieving BCR 14 objectives.  These existing projects in the region are listed at the end of Appendix G.

4.4.  Implementation and the BCR Partnership TC "4.4.  Implementation and the BCR Partnership" \f C \l "2" 
The BCR 14 Partnership, which includes those agencies and organizations with an interest in working together to affect bird conservation in the Atlantic Northern Forest (see Appendix H for a list of partners and contact information), should foster and facilitate the effective delivery of bird conservation objectives across the BCR by bringing the programmatic capabilities of all partners to bear in a coordinated fashion to affect landscape change and maintenance of the region’s native bird populations.  Implementing the plans of the various bird conservation initiatives, which form the foundation for the BCR 14 effort, will come in many forms and will include habitat conservation activities (e.g., management, protection, restoration, enhancement), population management activities (e.g., predator control, disturbance reduction, setting harvest regulations, providing nesting structures, contaminant removal), education and outreach activities, as well as research and monitoring projects.  Several specific recommendations that the BCR Partnership could undertake to foster bird conservation implementation are provided here:

· Develop working groups organized by jurisdictions that can collectively contribute to landscape design and plan implementation at multiple spatial scales (e.g. regional, landscape, and project levels).

· Outline the habitat improvements or population management activities needed in each focus area and develop a plan for addressing those needs.  Use acreage or population objectives to estimate the ability of those improvements to contribute to the BCR’s bird population goals.

· Facilitate and enhance the ability of the BCR partners to develop and implement projects (especially within the focus areas delineated in this plan) that fulfill the BCR’s mission of restoring and maintaining healthy bird populations.

· Develop strategies to integrate bird conservation objectives into private land management within the Atlantic Northern Forest.

· Work to increase funding available to BCR partners through a variety of mechanisms.

The BCR Partnership should also foster and maintain good communications among partners to facilitate cooperation in sharing information and effective/efficient use of all resources available for bird conservation.  Another aspect of implementation that was brought up several times during the BCR 14 workshop was the need to develop links and partnerships with other Bird Conservation Regions that share migratory species with the Atlantic Northern Forest BCR.  These relationships with other BCRs will help partners in BCR 14 better understand where within their annual cycles migratory species are facing the most stringent limiting factors and which actions that can be taken within the Atlantic Northern Forest will be most effective in positively affecting bird populations.

4.5.  Evaluation of Progress toward BCR Objectives TC "4.5.  Evaluation of Progress toward BCR Objectives" \f C \l "2" 
To complete the conservation design and delivery framework discussed in the introduction of this document, methods will need to be developed for assessing how the outcomes of the conservation actions taken by the BCR Partnership contribute to the BCR objectives.  Such evaluation of progress toward objectives is a crucial component of a successful conservation initiative, but one that often is not given adequate consideration. Evaluation components may vary from simple monitoring of the results of routine management to rigorous experimental delivery of alternative management options.  Regardless of how the evaluation is conducted, it must be done in such a way that it can be reconciled across multiple geographic scales and ultimately be compiled at the regional level for comparison with BCR-wide objectives.

The biological tools described in section 3.1. provide a source of existing resources for evaluation, especially with regard to monitoring bird populations.  These tools have already provided a fairly good record on the current status of bird populations and can continue to be used to monitor population trends in the future.  Better methods for monitoring population sizes will need to be developed for many species.  Developing the means to track trends in habitat types across the BCR will also need to be developed.  The BCR-wide land cover map produced for the Maine workshop is a first step toward being able to evaluate progress toward BCR habitat objectives, because it provides a general sense of current conditions.  However, cost-effective techniques for tracking changes in habitats over time at different spatial scales will need to be developed if the BCR Partnership is going to be able to assess progress toward habitat goals on a periodic basis. 
