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Conservation
1. Strategy:
Locally deliver the Commonwealth’s Agricultural BMP Cost Share Assistance Program 

as a means of promoting voluntary adoption of conservation management practices by 

farms and land managers in support of the Department’s non-point source pollution 

management program (§ 10.1-546.1 Code of Virginia):
· Implement the Virginia Agricultural BMP Cost Share Program in accordance with the provisions of:
· The Policy and Procedures on Soil and Water Conservation District Cost Share and Technical Assistance Funding Allocations (Fiscal Year 2024);

· The DCR Grant Agreement (#503CSTA-24-44)

· The Program Year 2024 VA Ag Cost Share BMP Manual

· All State Laws and regulations

· TRSWCD will conduct sign-up  July 5- August 16, 2023 for all BMP’s.

· Submit complete and accurate quarterly financial reports to the District’s CDC to include Attachment E, Profit and Loss Statements, and cash balance sheet from Quickbooks to coincide with the tracking program.

· Submit complete and accurate End of Year Cash Balance Reports, and Carry Over Reports. (EOY workbook – Chesapeake Bay)
· Provide database updates according to established deadlines and special needs, as requested by the Department to support VA’s nonpoint source pollution reduction initiatives, including information necessary to fulfill reporting specified within the VA Natural Resources Commitment Fund.  This includes updating the Conservation Suite Application within one month of payments being rendered, and updating other financial records by the reporting deadline for each quarter.
· Submit secondary considerations to the Department prior to the beginning of the fiscal year and receive Department approval prior to the District approving cost share applications. Also, provide Average Cost List associated with cost share program for approval and to support cost sharing structural BMP’s.
· The District shall act consistently with both primary and secondary considerations and act consistently with Virginia Soil and Water Conservation Board policies while also demonstrating the following priorities during the program year;  
· Three Rivers shall give priority to BMP’s addressed within the VA Chesapeake Bay Watershed Implementation Plan

· Data entry in the Conservation Suite Application will be entered to the satisfaction of the Department including the entry of a practice location point, path to stream, digitized practice components to facilitate resource reviews, and accurate practice measurements including soil loss rate value based upon site specific soil types.

· Obligate at least 90% of the VACS Cost Share allocation to participants for this grant period. 
· Take appropriate action within 180 days to address all verification or spot check issues once identified.  EPA approved BMP verification processes shall be implemented in the Chesapeake Bay watershed.  
· Promote the implementation of the cost share program through news articles, District newsletters, mailed post cards, personal contacts, constant contact email, radio spots, website, Facebook/social media, field days, workshops and displays.
· Issue IRS Form 1099’s to cost share recipients on or before January 31st.

· Work cooperatively with agri-business, partnering agencies and educational institutions for technological advancements to identify problems not being addressed and better solutions in current management techniques for the advancement of best management innovation.

· Ensure that tax credit applications were District Board approval and that there is a corresponding Board approved conservation plan on file. The issue date should be the same year as the technical certification date.

· Cost share and tax credit applications are to be individually approved by Board action and documented in the District Board minutes (identified by contract/instance# and COIA and NONCOIA categories).

· Assist Department of Environmental Quality with implementation of Total Maximum Daily Load work in the King William, King & Queen and Essex 303d listed rivers and streams.

Operations
Strategy:
Meet all Fiscal Year 2024 Performance Deliverables for grant agreement #(503OPS-24-44-GF)

· Demonstrates leadership by promoting nonpoint source pollution reduction and related conservation efforts through support of, reporting for, and/or implementation of the following programs:

· The VA Ag BMP Cost Share Program

· The VA Ag BMP Tax Credit Program

· Conservation Reserve Enhancement Program (CREP)

· Voluntary BMP installation

· TMDL development and implementation processes

· Agricultural Stewardship Act

· Conduct investigations based on District guidelines to resolve environmental complaints in accordance to the Agricultural Stewardship Act and Virginia Department of Agriculture and Consumer Services regulations.

· Resource Management Plans (RMP) Program

· Wherever applicable, actively participate in the local promotion, development and implementation of the following programs and initiatives:

· The VA Water Quality Improvement Act

· Chesapeake Bay and VA Waters Clean Up Plan (Code of VA 62.1-44.117)
· VA Healthy Waters Initiatives

· Nutrient Management Training and Certification Program - Conservation Planning 

Programs
· Local TMDL development and implementation Processes

· Land conservation initiatives (consistent with any state-identified priorities)

· Sound Land use and watershed planning approaches

· Environmental Education Programs

· Actively support and foster partnerships to deliver natural resources conservation programs with consideration to resource needs and issues with local government, the agricultural community, agencies, organizations, councils, roundtables and others to protect soil resources, improve water quality, and further natural resource conservation.

· Hold Monthly meetings with a quorum of District board members present. Submit meeting minutes from all routine, special and committee meetings of the District Board to the CDC.
· Develop and maintain long term plan that enhances District capabilities, on a 4-year cycle through a process that obtains input from District stakeholders including local government.  A documented mid-year review of the plan is expected at least annually during a scheduled meeting of the District Board.  This plan should contain, at a minimum, a discussion of district goals and/or objectives and include strategies or action items to achieve each of those goals in order to implement the applicable programs covered in the grant. Submit reviewed plan to CDC. Conduct Strategic Planning Process by June 30, 2024.
· Prepare and follow an Annual Plan of Work that demonstrates how the District will implement specific strategies or action items in support of its long-term plan.  Submit to the CDC.

· Submit a District Board approved, completed Attachment D to the DCR - 45 days after receipt of the budget template information from DCR. 
· Submit complete and accurate financial reports to the CDC.  Quarterly reporting includes utilizing the FY24 electronic template of the Attachment E, a quarterly Profit and Loss Statement, and Cash Balance Sheet.  A director signature plus staff signature must be on Attachment E.  
· DCR’s Desktop Procedures for District Fiscal Operations will be followed and annually reviewed by the District Board and documented in the District Minutes.

· Three Rivers SWCD shall act upon audit findings as directed by the VA Soil and Water Board, the audit subcommittee of the VA Soil and Water Board and the Department resulting from the Auditor’s review of applicable District records. When audited, a director must participate, in person or by phone, with SWCD staff at the SWCD’s audit exit interview. (Fall 2023)
· Annually review and maintain personnel documentation including employee position descriptions, performance expectations and the District personnel policy; also document Pay Action Authorizations and conduct annual employee evaluations.  Provide CDC with a copy of descriptions, expectations and policy once documents are annually reviewed and updated. (May 2024)
· Conduct business in accordance with the Freedom of Information Act.  The District shall ensure a FOIA officer has been designated and that the FOIA officer completes required annual FOIA training and provides a certificate of completion to the Districts’ CDC and provides contact information to the FOIA council and on the District’s website. (Policy Developed in Employee Handbook)

· Provide data and other information needed for preparation of legislative studies and reports that pertain to programs and services delivered by Districts, as requested by the 
· Department to support nonpoint source pollution reduction initiatives that improve water quality including information necessary to fulfill reporting specified within the VA Natural Resources Commitment Fund. (Code of VA 10.1-2128.7)
· Distribute materials for the “Local Working Group” session to provide input on programs. Coordinate NRCS Cost Share with the State BMP cost share program to ensure maximum farmer cost share potential.

· Review and update annually the VDACS ASA policy.

· Update Employee Handbook/Personnel Policy annually. The Employee Handbook & Personnel Policy will hold all pertinent policies for the District. (March/May 2024)
· Will review with the Board of Directors the Cost Share and Operational Assessments.
· Will review with Board of Directors the Virginia Soil and Water Board Policy on Soil & Water Conservation Districts Administration and Operations Funding Allocations for fiscal year 2024 and the Board Policy on Cost Share and Technical Assistance Funding Allocations for fiscal year 2024.
· Will acknowledge on all produced documents or reports the funding clause provided by DCR.

· Will approve debt or lease agreements prior to obtaining the commitment.

· Will review annually the Fair Labor Standards Act and ensure all job descriptions are noted and in each staff members’ personnel file. (May 2024)
· Will update Records Retention Policy based on guidance from Library of Virginia.

· The District shall designate a Records Retention Officer and ensure the Officer completes the Library of Virginia training within the first year or hire or within the last 3 years.

· In an effort to support local governments, assist with DEQ Compliance review by providing conservation planning, nutrient management or bay planning activities. 
· Will Review MOA with Jen Shelor to provide website maintenance and marketing materials semi-annually.

· Develop an MOA with a Human Resource Professional to provide HR support and conduct an audit to determine accuracy of policies.
Operations Training
Strategy:
To ensure TRSWCD Staff and Directors are trained to provide optimum service to local 


governments, private sector and farmers/producers in our service area.
· Attend VASWCD sponsored District education/outreach training.

· SWCD shall attend the VASWCD Annual Meeting and the Area Spring meeting.

· Staff will attend Fair Labor Standards Act training as provided.

· FOIA and Records Retention Officer will attend trainings as necessary to fulfill training requirements.

· Conservation staff will work toward achieving job approval authority through DCR  training plan, workshops and Individual Development Plans.
· All staff will participate in the Fred Pryor “soft skills” trainings as outlined in their individual IDP’s

· Will serve on the VASWCD Marketing/Public Relations Committee.

·  Will serve on the VASWCD Education Committee.
·  Will serve on the VASWCD Admin/Ops Committee.
·  All Staff and Directors shall complete all “mandatory” and “recommended” trainings within the fiscal year as listed in attachment “D”, Soil and Water Conservation District Personnel Training Topics and Courses when available, as provided by DCR. 
· All Elected Directors must attend FOIA and COIA trainings every two years.
Resource Management Plans

Strategy:
The Virginia Resource Management Planning program provides a voluntary way to promote the use of conservation practices that improve farming operations and water quality. The plans are designed to encourage farmers, either the farm owner or operator, to use a high level of best management practices (BMPs) that reduce runoff pollution to local waters and, in many cases, improve the farmer’s financial bottom line.

· Update Three Rivers SWCD policy for the Technical Review Committee annually to reflect changes in membership or policy guidelines. (TRC consists of two DCR staff, SWCD staff)
· Will hold monthly/quarterly Technical Review Committee meetings to approve plans as presented by certified plan writers. Based on workload, there may be a need to meet more frequently.
· Will conduct site inspections prior to TRC review of the plan and following implementation site inspection completed by certified plan writer. 
· Will conduct 3 year site inspections to certify compliance with current plan on file.

· DCR will provide annual workload to the District.
· RMP-2 Cost Share Applications will follow the same guidelines set forth for the VA Ag BMP Cost Share Program.

· RMP Cost Share funding will be requested from DCR coinciding with quarterly financial allocations

Whole Farm Approach Cost Share Program
Strategy:
 Three Rivers SWCD shall administer the Whole Farm Approach program through the Virginia Agricultural Best Management Practices Cost Share Program as necessary or applicable.
· This approach bundles agricultural best management practices to collect data, assure that implemented nutrient management plans are accurate and up to date, minimize the impact of nutrients used on crops and highly managed hay production, and to provide for the establishment of vegetative cover on cropland for protection from erosion and the reduction of nutrient losses to groundwater.  This practice bundles components of the following BMP’s: NM-3C, Split Application on Corn using Pre-Sidedress Nitrate Test; NM-4 Late Winter Split Application of Nitrogen on Small Grains; NM-5N Precision Nutrient Management on Cropland – Nitrogen  App.;  NM-5P Precision Nutrient Management on Cropland – Phosphorus App.; SL-8 Protective Cover for Specialty Crops; SL-8B Small Grain and Mixed Cover Crops for Nutrient and Residue Management; SL-8H Harvestable Cover Crop; WQ-4 Legume Based Cover Crop. This program will work in conjunction with the VA Ag BMP Cost Share Program.  

· This BMP will be offered during TRSWCD sign up period July 5 – August 16,2023 in conjunction with the VACS program or individually.

· Financial quarterly reports will be included in regular cost share reporting.
· Will provide DCR updates on program outreach and application status.

· Will update DCR tracking program to reflect all applications and allocation of funds.

Virginia Conservation Assistance Program

Strategy:
The Virginia Conservation Assistance Program (VCAP) is a residential cost-share program that provides financial incentives and technical/educational assistance to property owners installing eligible Best Management Practices (BMP’s) in Virginia’s Chesapeake Bay Watershed.  These practices can be installed in areas of your yard where problems like erosion, poor drainage, or poor vegetation occur. Qualified sites shall be used for residential, commercial, or recreational purposes with a proposed practice that addresses a need.

· Promote program within all three counties in the District as funding is available.
· Program will be delivered using the current Bay District reference guide.

· Provide brochures through outreach events or site visits
· Develop MOA with partners to assist in conducting the VCAP workload.
Education/Public Awareness

Strategy:
To effectively communicate with partners, local government, learning institutions and citizens of the community the goals and mission of the District and purpose of its existence.

1. Youth Education & Programs

· Partner with Hanover-Caroline & Tidewater SWCD NOAA MWEE literacy grant for Essex High School.
· Contact FFA Teachers, to coordinate assistance with educational activities and the Wildlife Food Plot Competition – Jr. & Sr. divisions.
· Contact Christina Murray, VCE 4-H to coordinate assistance with educational activities such as Reality Store and Marketplace.
· Support Ag in the Classroom, 4-H Livestock Show, 5 County Ag Conference, 4-H Camps.
· Promote 4 academic scholarships to schools and social media.
· Promote Forestry Camp and Youth Conservation Camp

· Support and participate in Area III Envirothon Competition as needed.
· Continue to promote the Educational Resource Kits with Science SOL lesson plans and activity materials.
· Continue to circulate “Living in Your Watershed” booklets at youth and adult educational events

· Promote the TRSWCD Mini Grant Program – send application materials to all schools and award grants by September 30th.  

· Promote Photo and Poster Contest in local schools or through local Boy and Girl Scouts. 
· Utilize Constant Contact “Teacher” email list serve to promote programs, resources and student opportunities.
· Support Ag Literacy/National Ag Week by providing Ag in the Classroom book of the year to all local libraries.

2. Adult Educational Programs & Outreach
· Host Producer Conference to highlight the Districts’ conservation programs available.  Invite VSU Small Farm Coordinator to attend meeting. July 12, 2023
· Public Service Announcement – safety awareness (farmers on the road)

· Promote VASWCD Photo Contest

· Promote Soil and Water Stewardship Week to local churches – NACD link
· Monitor program to collect fishing line at each of the public and private boat landings in all three counties.  

· Place strategically new BMP signage for nutrient management/cover crop – promoting stewardship on Rt. 17 & Rt. 360 corridor

· Update as necessary, TRSWCD Website and continue to upload targeted materials for outreach

· Continue to advertise and upload educational outreach materials on TRSWCD Facebook page.
· Awards Banquet – Recognize local citizens with the following: Outstanding Stewardship Award, Bay Friendly Clean Water Farm Award , Wildlife Food Plot Competitions, Scholarship Winners, Campers, partners, etc. – November 2023 location TBD
· Develop a Tire Amnesty Program for Producers in all three counties.

· Participate in the Rappahannock River Basin Commission and York River & Small Coastal Basin Technical Advisory Committees.

· Invite NRCSs to participate in educational programs.
· Develop and provide all educational activities data to VASWCD to highlight educational programs in TRSWCD.

· Publish quarterly newsletter to promote conservation issues and educational programs.

· Update local government and stakeholders on District activities and accomplishments through an Annual Report.

· Utilize and maintain Constant Contact Email lists for Outreach (Producers, Teachers, Directors, Newsletter)
· Support “River Clean Up Day” in Fall 2023 and Spring 2024.

· Support VASWCD Golf Tournament or Annual Meeting through sponsorship.

· Host and conduct the Area III Spring meeting for District Directors and Staff.  Spring 2024
 Financial/Leadership

Strategy:
To develop expanded and stable funding sources for current and future District Programs by 
working with other Districts throughout the State and with the Virginia Association of Soil and Water Conservation Districts to the State Legislature.

· Involvement in VASWCD legislative agenda and provide Attachment D data.
· Educate State elected officials and encourage increased public funding of District staff and programs.

· Work closely with County governments to increase funding support from the local level.

· Provide annual reports to local governments which indicate the type and value of services provided to each county.
· Identify and pursue additional sources of financial support for District services from public and private conservation groups.

· Obtain grants for special District programs, seminars, workshops, as innovative ideas and opportunities are presented.

· Personnel and Finance Committee will provide guidance and leadership for the effective management of District finances/operations to comply with regulations and grant deliverables.
· Evaluate and select standing committee members annually.

· Nominating committee will review “slate of officers” annually

· Financial Chair to review Treasurer’s Reports and bank statements monthly.

· Treasurer’s Report submitted for Board Approval on a monthly basis.

· Audit findings will be discussed with Finance Committee and Board of Directors.

· Prepare annual budget.

· Prepare financial statement.

· Purchasing Policy will be reviewed annually.

· Prepare an annual dedicated funds report.

· All bank accounts are to be FDIC insured. (excluding stock) and all bank accounts will be listed as Public Funds under the VA Security for Public Funds Act.
· All bank accounts are to be interest bearing.

· All Ag BMP funds should be maintained in a separate bank account from the operations account.

· Will receive all funds through Direct Deposit.

· District Bank signature cards signatures updated annually.
· Two signatures are required on all checks.

· Employees are forbidden to sign their own paychecks/T&E.

· District Treasurer or Chairman will sign, review and/or initial all financial reports forwarded to DCR on a monthly and/or quarterly basis.      

 Approved:

___________________________________


June 20, 2023       
Robert T. Bland IV, Chairman



Date
The Commonwealth of Virginia supports the Three Rivers Soil and Water Conservation District through financial and administrative assistance provided by the Virginia Soil and Water Conservation Board and the Department of Conservation & Recreation.
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