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)INTRODUCTION 

The Site Review Team (SRT) review of the New York Sea Grant Institute (NYSG) Program took place from November 17-18, 2010.  The SRT members included: 
Prior to the beginning of the Site Review Team (SRT) visit, and in conformance with National Sea Grant College Program guidelines, the New York Sea Grant Program issued a public notice of the upcoming SRT visit by inviting interested parties to send written comments to the SRT Chair. The public notice was posted on New York Sea Grant’s website. The SRT Chair received 10 e-mail responses from involved stakeholders. These comments were shared with the review team and incorporated into the review. The SRT review took place on the campus of the Stony Brook University (SBU). The review team met either in person or via video conference with senior administrators from both the State University of New York and Cornell University, including Samuel Stanley, MD, President of Stony Brook University, Dr. Brent Lindquist, Deputy Provost SBU, and Mrs. Deborah Grantham, Assistant Director, Cornell Cooperative Extension. The panel also met with members of the New York Sea Grant Board of Governors, including: Dr. Minghua Zhang, SBU’s interim Dean of the School of Marine and Atmospheric Sciences, Dr. Michael Hoffman, Director of the Cornell University Agricultural Experiment Station and Dr. Helene Dillard, Director of Cornell Cooperative Extension (CCE).
In addition, the SRT discussed the following topics with partners and stakeholders: the Great Lakes fish disease known as viral hemorrhagic septicemia (VHS), Nonpoint Education for Municipal Officials (NEMO), the Long Island Sound Study (LISS), coastal processes, marine fisheries and seafood, and marine education activities through the Centers for Ocean Sciences Education Excellence (COSEE).  
The SRT report follows the guidelines of the Site Review Team Procedures Manual. The SRT reviewed and discussed three broad issues related to the New York Sea Grant Program: 1) Organization and Management of the Program, 2) Stakeholder Engagement, and, 3) Collaborative Network Activities. Within each of these areas, the SRT report presents the findings and recommendations of the SRT.

I. ORGANIZING AND MANAGING THE PROGRAM 

This section addresses the following areas: leadership, organization, programmed team approach, and support. 
Leadership 
NYSG is a well-managed and successful program serving a diverse state with an unusually large population and a broad range of issues and stakeholders dispersed over a vast geographic area. It is the only Sea Grant college that serves both Great Lakes and marine communities. Despite serious challenges due to diminished state funding and flat federal funding, the host consortium is undergoing a number of important transitions, all of which create opportunities in the near future to enhance and expand the NYSG program: 
· Stony Brook University has a new President and the host School of Marine and Atmospheric Sciences (SoMAS) is in the process of hiring a new Dean. 
· NYSG is hiring a new Associate Director responsible for the extension program. The opportunity exists to elevate the status of this individual within the Cooperative Extension hierarchy at Cornell University. (See Recommendation #1). 
· Cornell University is currently engaged in the process of reevaluating the Cooperative Extension Service as part of a broader "re-invention" program. 
· Next year will be NYSG’s 40th Anniversary, which provides opportunities within the host consortium to highlight the program’s efforts.
· The NYSG extension staff is aging and the program expects a number of retirements within the next few years, allowing for a reevaluation of program plans and priorities. 
Each of these transitions, events or circumstances presents an opportunity to engage administrators in new ways to re-evaluate and potentially refocus the program. The relationship of NYSG to the host universities is complex. The Director, management and communications staff members are housed within SoMAS at Stony Brook University. The Director’s campus supervisor is the Provost of Stony Brook University, while the extension leader is based at Cornell, with staff distributed across the state, and reporting through an Associate Director of the CCE. In addition, the program operates under the auspices of a Board of Directors that includes five members from Cornell and five members from the SUNY system. Despite this complex relationship, the top administrators at both Stony Brook and Cornell are clearly very familiar with, and supportive of, the program.
At Stony Brook, the President recognized the strength of NYSG in its relationship to SoMAS as one of the top marine research schools nationally, and for its strength in networking and connecting the university to communities around the state. The President challenged the NYSG program to cooperate with university faculty and administrators to identify an opportunity where a strategic "cluster" hire will lead to "greatness."  The review team suggests that the Director should take up this very clear challenge and work with his team and university and outside advisors to vision one or more areas where “greatness” is possible. 
At Cornell, the CCE Director also recognized the strength of NYSG extension as a diverse and engaged team of experienced specialists and expressed her intention to better integrate NYSG extension into the Cooperative Extension program. The SRT was pleased to learn that the efforts of the two Interim Associate Directors and the search committee have led to increased visibility of Sea Grant extension and has made it possible to improve the status of the Sea Grant Extension Leader within the CCE hierarchy. At the same time, the SRT is concerned that the Sea Grant Extension Leader will continue to report through an Associate Director for "Agriculture and Food Systems” rather than directly to the CCE Director. The team notes that the Assistant Director for Leadership and Community does report directly to the Director, and believes that this is a more appropriate model for the Sea Grant Assistant Director for Extension as well. 
Programmed team approach 
The mix of research, education and extension is within the National Sea Grant College Program guidelines. However, as with many of the Sea Grant programs, years of level budgets have eroded the research component of the program. The SRT saw good examples of research initiatives that were started using NYSG program development funds and eventually picked up by other funding agencies. For example, NYSG invested program development funding on Chris Gobler’s early studies of brown tide. This early investment in a young researcher led to further funding on harmful algal blooms from the National Science Foundation (NSF) and the Environmental Protection Agency (EPA). In addition, the extension program has been very proactive in extending marine and Great Lakes research funded by programs other than Sea Grant to constituents. Given the relatively flat federal funding for Sea Grant, this “research initiative” model may be the most effective way to leverage Sea Grant resources. NYSG should continue this creative and strategic integration of research initiatives and projects in keeping with the overall program mission. 
NYSG senior personnel should work with their National Sea Grant Office Program Officer on the development of performance metrics and the linkages of those metrics to research and extension projects. It is often necessary or desirable to identify target figures and percentage breakdowns for program goals, but these are guidelines to help program planning, not dogma. Flexibility must be maintained within any planning process. However, changes should be made only after a careful analysis. 
Support 
The Administrations of SUNY and Cornell are both very supportive of the program. Despite the tough budget conditions in New York, the hard dollar support for NYSG from the State Legislature has remained constant and Cornell University continues to show support by not only filling the vacant extension leader position, but by elevating the expectations of the position within the University. Stony Brook University provides a solid foundation of administrative support for the program, and its location on the epicenter of Long Island makes Sea Grant easily accessible to most of its stakeholders. 

II. STAKEHOLDER ENGAGEMENT 
Based on the SRT’s interactions with several components of the NYSG Program, the team applauds the program for the breadth and depth of its accomplishments. In particular, work in coastal processes, seafood, recreational fisheries, NEMO, fish disease and water quality demonstrates that NYSG plays critical roles in both processes and products. Those processes and products appear to be highly valued by the program’s stakeholders. 
Stakeholder involvement was particularly substantial with local and state governments as well as with partners who represent the program’s focus areas and interests. The number of stakeholders who appeared before the panel reflected this focus. This is laudable in its own right, but more so given the large population in the marine region, the size and scope of local and state entities, and the role of other institutions such as Columbia University.    
Serving the Great Lakes, Northeast and Mid-Atlantic regions, three regions with diverse and sometimes competing priorities, creates a challenge in terms of NYSG’s ability to focus activities in order to assume a leadership role. At the same time, the extension program, in conjunction with Cornell University, is a major strength of the program noted for its relevance to specific needs, issues, and opportunities. Based the team’s review, the extension program is engaged in diverse and relevant programming and activities. On the marine side, NYSG’s work in Hazard Analysis and Critical Control Point training for the seafood industry and work with local government on coastal hazards preparation appeared to be solid and long-standing. Marine recreational fishing, although newer, has a defined need to meet new requirements for user and catch information. In the Great Lakes, work regarding fish disease was also noted. NYSG has strong, enthusiastic and well-developed relationships with a variety of constituents, both marine and fresh-water related.   
Building on a solid foundation, NYSG is poised to take advantage of emerging institutional opportunities to maintain and enhance its relevance-based programming by expanding its relationships and refocusing some of its efforts based on changing needs and issues. Working with Cornell Cooperative Extension, increased collaborative opportunities with departments and with county-based Extension should be examined—particularly in light of new local, state and national issues. Opportunities for collaborative work and collaborative funding should serve the program well in continuing a good tradition with stakeholders as well as with funding agencies. 
NYSG is fortunate to be able to explore future areas of focus while developing an increased presence and role within Cooperative Extension. Robert Kent, the former Interim Associate Director, began engaging university departments and faculty on issues, and worked on leveraging greater capacity (and recognition) for the NYSG program. This effort has provided the program an opportunity to showcase its strengths. Similarly, with likely personnel changes in the near future (from retirements within the extension program), this is an ideal time to revisit what the program wishes to do, and to refocus, re-invest, and develop the next major phase of this program. The visioning process suggested in this report should include existing stakeholders and NYSG faculty along with a detailed survey of new issues, new collaborative opportunities, and new stakeholders. Programs that do not actively rethink their roles lose the chance to re-imagine, re-invent, and to expand in ways that enhance value at the local, state, and national levels.

III. COLLABORATIVE NETWORK/NOAA ACTIVITIES 
NYSG has long been involved in numerous and meritorious regional freshwater and marine collaborations. Exemplary freshwater examples include research and outreach on fish mortality due to viral hemorrhagic septicemia and botulism. Marine examples include the Long Island Sound Study, coastal erosion and sediment management, and the NEMO program with emphasis on storm water management. These programs share the common feature of strong coupling from the outset of research, technical assistance and outreach/education. Such focused partnerships and collaborations offer the best potential for NYSG programs and funds to impact science-based resource management and policy decisions, and to improve understanding and stewardship among stakeholders. 
Similarly, NYSG’s collaborative education programs have been exemplary, including leadership in the Centers for Ocean Sciences Education Excellence (Great Lakes) and the “I Fish New York” program. Both programs go beyond education to improve awareness and stewardship of natural resources. Although the COSEE grant was not renewed, efforts to continue the program and maintain the network of educators are encouraged. 
There is the potential for the program to become spread too thin by attempting to address too many programs and activities across the broad regions of the Great Lakes and marine district. Consequently, future partnerships and collaborations are encouraged so that efforts are focused on the highest priority needs for research, technical assistance and outreach/education. Often, partners and collaborators contribute their own time and financial resources that facilitate teamwork and more effective use of NYSG resources. 
In the marine district, further collaboration, including jointly funded or complementary projects, are encouraged between the New York and Connecticut Sea Grant programs. There also appear to be opportunities for additional collaboration with several of NOAA’s National Estuarine Research Reserve System programs in the state and region. Declines in the fish and shellfish catch/population in the marine district are profound, and further engagement in the restoration and maintenance of these important ecological and economic resources is encouraged. Because of the long history of rights and access to these fisheries, socio-economic and policy research will be as important as oceanographic and fisheries research. 
In the Great Lakes, there is potential for increased collaboration with U.S. and Canadian partners. The VHS project is an example of existing cooperation with the bi-national Great Lakes Fishery Commission (GLFC) through its Board of Technical Experts (BOTE). Participation in the GLFC’s Lake Committees on lakes Erie and Ontario is an excellent way of identifying highest priority fishery research needs and establishing partnerships and collaborations. Similar relationships can be nurtured by participation in the Lakewide Management Plans (LaMPs) for both Lake Ontario and Lake Erie under the auspices of the U.S.-Canada Great Lakes Water Quality Agreement. The LaMPs are being coupled with the bi-national Cooperative Science and Monitoring Initiative (CSMI), whereby cooperative research and monitoring are planned and carried out on each of the Great Lakes on a five-year rotational cycle. On Lake Erie, the Lake Erie Millennium Network (LEMN), a partnership of academic and agency researchers, has been highly successful in identifying highest priority information and research needs on Lake Erie, often in partnership with the Lake Erie LaMP. The Great Lakes Regional Research Information Network (GLRRIN) is modeled after the LEMN, and efforts are encouraged to make GLRRIN on Lake Ontario just as successful in developing collaborations on research coupled with technical assistance and outreach/education. Although, the Great Lakes Research Consortium (GLRC) is primarily an organization of New York State colleges and universities, it includes some Canadian members also. NYSG is encouraged to maintain its participation in GLRC for collaborative opportunities. 
NYSG also is encouraged to explore collaborative opportunities as new programs unfold. These include the Great Lakes Restoration Initiative (GLRI), the coastal observing systems in the Great Lakes (GLOS) and the northeast (NERACOOS). There also may be collaborative opportunities as the Coastal and Marine Spatial Planning Initiative is developed as an integral part of the new National Ocean Policy. 
Finally, there has been a surge in recent years in volunteer monitoring of natural resources to complement and augment agency monitoring efforts. This is now being referred to as the “citizen science” movement. The best of these programs, the FeederWatch program, run by the Cornell Laboratory of Ornithology, includes information, education guidance, and technical assistance, with researchers and educators interpreting and reporting the monitoring results. NYSG is encouraged to consider collaborating with the Great Lakes Marsh Monitoring Program (birds and amphibians and their habitats) to develop a similar program with partners and collaborators on Long Island Sound. Developing a volunteer monitoring program might be considered as a logical next step in the ongoing education/outreach activity on eastern Lake Ontario sand dunes. Research and development of a citizen-based freshwater and/or marine coastal monitoring activity to augment existing Adopt-a-Beach programs could be a model for similar activities elsewhere in the Great Lakes and marine coastal regions.


IV. SUGGESTIONS and RECOMMENDATIONS 
Suggestions 
1 NYSG should work with its National Sea Grant Office Program Officer to develop and manage research targets and milestones as set out in the NYSG program plan submitted to the National Sea Grant Office.    
2 Significant attention should be paid to the opportunity presented by NYSG’s 40th anniversary to tout accomplishments, and current and proposed activities. 
3 NYSG should work with the SUNY and Cornell administrations to seek opportunities for capacity-building investments such as cluster hires and endowed professorships in the coastal, marine and Great Lakes areas, as well as increased support from private-sector foundations and philanthropic organizations. 
4 NYSG should nurture broader institutional participation among New York research and educational institutions. Goals should include personnel diversity and social science participation. 
5 NYSG should work to foster closer relationships between other NOAA entities and public and private sector entities in New York. 
6 NYSG should participate in marine and Great Lakes community activities where broad consensus is reached on highest priority needs for research, outreach, and education. In this manner, NYSG can be best positioned to focus its human and financial resources to influence resource management and policy, and develop partnerships and collaborations to complement and mutually reinforce its own resources. 

Recommendations 
1 NYSG should begin a broad “visioning” exercise that includes: 1) the use of a Technical Assistance Team for extension, communication, and education, with specific attention to the personnel succession due to retirements and the post-COSEE role of education within NYSG; and, 2) the creative and strategic integration of research in keeping with the program mission. 
2 With the change in status of the former Associate Director of Cooperative Extension for NYSG to Assistant Director status in Cornell Cooperative Extension, NYSG should work to ensure that the new Assistant Director reports directly to the Director and Associate Dean for Cooperative Extension.
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