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Annual Business Plan for 2008

1. Introduction:

The Atlantic Salmon Conservation Foundation (the Foundation) is a volunteer-based organization incorporated in 2005 in response to the federal Budget announcement that year of intent to create the Atlantic Salmon Endowment Fund. The Board of Directors of the Foundation are volunteers, along with many others who have come together since to ensure in the wise use of the trust fund helping conserve, restore and protect wild Atlantic salmon and their habitat in Atlantic Canada and Quebec. 

The Foundation is a non-profit, charitable organization dedicated to improving and strengthening the conservation of wild Atlantic salmon and its habitat in Atlantic Canada and Quebec. It has the dual mandate of prudently investing the trust funds to generate income while preserving capital, and ensuring that the organization is well managed to be able to distribute the generated income to eligible salmon conservation initiatives in Atlantic Canada and Quebec. 

As a volunteer-based organization, the Foundation will realize its mandate by being inclusive of stakeholders at all levels in its processes. A key feature of the Foundation’s structure is active involvement of volunteers in all processes. Building on the volunteer Board of Directors the Foundation’s structure provides for the volunteer advisory committees, comprised of technical experts, representatives of Aboriginal groups, and representatives of community conservation organizations, who assist the Board of Directors in its decision-making processes. Together, these volunteers will enable community-based volunteer organizations to have the opportunity to apply for funding of salmon conservation activities by the Foundation. 

The technical advisory committee structure consists of a Central Advisory Committee and a Provincial Advisory Committees. The Central Advisory Committee’s mandate is generally to assist the Board of Directors in fulfilling its mission and goals, thereby enabling the Board to be an effective agent in the conservation of wild Atlantic salmon in Atlantic Canada and Quebec. This Committee will provide advice and recommendations to the Board of Directors broad conservation priorities and strategies for issues affecting wild Atlantic salmon populations and salmon habitat. It will also provide advice and make recommendations to the Board on policies; procedures, guidelines and criteria associated with the applications for funding; their evaluation and audit and other technical matters.. 
Each province also has a Provincial Advisory Committee with the mandate to identify and recommend wild Atlantic salmon conservation priorities specific to the province that could be supported by the Foundation. These committees will receive proposals for funding and contribute to the Foundation goals and objectives; assess if the proposals address provincial conservation priorities; evaluate, rank, and prioritize those proposed initiatives that meet the Foundations guidelines and criteria, and provide a supporting rationale for each recommendation.  
Article 6 of the Funding Agreement, specifies that an Annual Business Plan be submitted to the Minister of Fisheries and Oceans within 60 days prior to the beginning of the Foundation’s fiscal year which is 1 January to 31 December. In accordance with Article 6, the Foundation is providing the Minister with this Business Plan for 2008, duly approved by the Board of Directors, in both official languages. 2008 is the first full fiscal year following the signing of the Funding Agreement by both Parties on 19 January 2007.

2. 2008 Annual Business Plan:

The Annual Business Plan for the Foundation is presented in a format that corresponds to the questions presented in Article 6, section 6.2 of the Funding Agreement between the Government of Canada and the Atlantic Salmon Conservation Foundation respecting the Annual Business Plan. 

(a)  An update of the short and medium term outcomes set out in the Strategic Plan:

The status of key program outcomes as at 1 November 2007 is: 
I. Implementation of the Foundation offices and staffing: Staffing of the Executive-Director position was completed in January 2007 with the selection of Stephen Chase as Executive Director. Mr. Chase commenced employment on 1 February 2007. Office space was arranged in Fredericton, NB, as a central location within Atlantic Canada and Quebec. During the period February to July 2007 office set-up and purchase of all necessary office equipment was completed.

II. Receipt and Investment of the ASEF funds: In accordance with the Funding Agreement the ASEF funds were deposited with the Bank of Nova Scotia upon receipt in a high interest bearing bank account. The Foundation’s Investment Strategy and the Investment Policy were drafted by the Investment Committee with the advice of the investment advisory firm, Morneau-Sobeco and approved by the Board of Directors in February 2007.  

Search and selection of investment management firms was completed in February 2007 following a search conducted by Investment Committee with Morneau-Sobeco serving as consultant. Five nationally recognized investment management firms were asked to provide submissions based on the Investment Strategy approved by the Board of Directors. Of these, three firms were interviewed by the Investment Committee with all Board members in attendance. Based on the recommendations of the Investment Committee the Board approved two firms, Beutel-Goodman, PLC and Sheer-Rowlett, PLC as its investment portfolio managers, each of which was asked to manage one-half of the total investment portfolio.

Following selection of the investment portfolio manager’s proposals were received from two custodians by the Investment Committee and a custodian agreement was negotiated and accepted by the Board of Directors with CIBC-Mellon Global Securities Services Company/CIBC Mellon Trust Company. Investment of the principal funds with the two portfolio managers was completed in May 2007, following conclusion of the custodian agreement. 
III. Development of Foundation operating policies: The basic operating policies of the Foundation are complete. In addition to the Statement of Investment Policy, the primary policy documents approved by the Board are a Conflict of Interest Policy and Code of Conduct applicable to all Directors, Officers, staff and volunteer members of advisory committees; a Travel Policy and a Purchasing Policy. A policy respecting receipt of donations of funds in addition to the principal trust fund, and how they will be held and disbursed has been adopted by the Board of Directors. Other policies may be considered and developed as necessary.

IV. Contracting of Professional services: There are several professional support services that have been secured by the Foundation, as follows:

· Accounting & audit services – Grant Thornton

· Legal services – Ogilvy-Renault LLP

· Translation services – McLaughlin Translation L’tee

· Website maintenance services – IBS Ltd.

· Communications services – Bisset-Matheson Communications Ltd.
· Computer support services – Kim LeBlanc
V. Meetings with government and NGO partners: During the period February to July 2007 several introductory meetings with NGO salmon conservation organizations and wildlife groups were held. In addition, initial meetings with regional Directors-General of Fisheries and Oceans Canada for Maritimes Region, Gulf Region and Newfoundland Region. Some meetings with other federal and with provincial government agencies, First Nations and other granting organizations, and more are planned to explain the program and review potential for cooperative arrangements.

VI. Solicitation of nominations of technical advisory committee members: The Funding Agreement requires the Foundation to establish “a Technical Advisory Committee structure, made up of expert volunteer representatives of federal and provincial governments, Aboriginal groups, universities and other stakeholders, appointed by the Board, to review and evaluate proposals for funding, make recommendations for funding to the Board, and monitor performance of the Ultimate Projects selected for funding”.

The technical advisory committee structure approved by the Board of Directors in April 2007 consists of a central advisory committee and five provincially-based advisory committees. This model is consistent with the results of public consultations conducted by the Department of Fisheries and Oceans in 2005, and the recommendations of the Minister’s Discussion Paper. Terms of reference for both advisory committees are attached as Appendix A (i) and Appendix A (ii).

During the period May to June 2007 nominees for both advisory committee levels were identified, largely through consultation with representative conservation organizations in the respective provinces and Aboriginal communities. 

In June 2007, the Board approved the nominations identified to that date. Subsequently, all advisory committee nominees were contacted to ascertain their willingness to participate, and all agreed to participate on the advisory committees. It is important to note that all nominees, including federal and provincial government officials, are volunteer participants. A full list of advisory committee nominees and the respective terms of reference are attached in Appendix A.

The Central Advisory Committee and the Provincial Advisory Committees differ in their respective roles. Briefly, the Central Advisory Committee assists the Board in developing broad process, policy and priorities. The provincial advisory committees in each province enable the Board to adapt the Foundation’s program and granting capacity to meet conservation needs and priorities specific to each province, under a very inclusive mechanism. A more detailed outline of the respective roles is provided below:

VII. Central Advisory Committee: The Central Advisory Committee assists the Board in fulfilling its mission and goals, thereby enabling the Board to be an effective agent in the conservation of wild Atlantic salmon in Atlantic Canada and Quebec. 
The roles of the Central Advisory Committee include the following: 

· Providing advice and recommendations to the Board of Directors on broad conservation priorities and strategies for issues affecting wild Atlantic salmon populations and salmon habitat.

· Providing advice and recommendations to the Board of Directors in such areas as policy, procedures, guidelines and criteria associated with applications for funding, their evaluation and audit and other technical matters as may be necessary to the fulfillment of the ASCF/FCSA mission, goals and objectives.

· Working with the Board to provide technical advice and assistance to Provincial Advisory Committees respecting proposals for funding and their role and operation, as may be necessary from time to time.

The Central Advisory Committee consists of not more than eight members, selected on the basis of geographic and linguistic balance, with demonstrated expertise and ability to advise the Board in one or more of the following areas:

· Scientific and technical knowledge relative to the ASCF’s wild Atlantic salmon and salmon habitat conservation goals and priorities.

· Community-based, volunteer salmon conservation organizations

· Intergovernmental co-ordination and co-operation.

· Policy, procedures, guidelines and criteria relevant to the smooth and efficient operation as granting organization.

· Project evaluation, assessment and audit processes and criteria.

· Aboriginal knowledge.

The initial meeting of the Central Advisory Committee was held on 9 August 2007. The meeting resulted in several recommendations to the Board of Directors respecting conservation issues facing wild Atlantic salmon and identification of potential global program priorities for the Foundation. 

In the fourth quarter of 2007 the Central Advisory Committee will review and make recommendations to the Board on the application and granting process that could be adopted by the Board. Given the expertise on the Committee these recommendations are expected to conform to nationally accepted granting processes. Another key area of review and recommendation will be options the Board may consider in developing a fair and rational funding allocation formula among provinces.

In accordance with Foundation policy, Katharine Mott was named as the Chair of the Committee by the Board of Directors for the first year of operation. In 2008, the Committee will elect its Chair.
VIII. Provincial Advisory Committee:  There are five Provincial Advisory Committees, one each in New Brunswick, Newfoundland & Labrador, Nova Scotia, Prince Edward Island and Quebec. Their roles include the following:

· Identifying and recommending wild Atlantic salmon conservation priorities specific to each province that could be supported by the Foundation.

· Receiving proposals for funding and assessing if they address provincial conservation priorities and contribute to ASCF goals and objectives.

· Evaluating, ranking and prioritizing proposed initiatives that meet ASCF guidelines and criteria with a rationale supporting each proposal recommended to the Board for approval.

The Provincial Advisory Committees consist of up to seven members, except in Newfoundland and Labrador which provides for two Aboriginal members due to the distinct difference between the Island of Newfoundland and Labrador. 

Members of provincial advisory committees possess various competencies to assist them in carrying-out their roles:

· Expertise in conservation sciences related to wild Atlantic salmon and salmon habitat 

· Experience in community-based salmon conservation organizations

· Traditional Aboriginal knowledge

· Expertise in project management, program evaluation, intergovernmental cooperation & coordination

· Capacity to provide fair and balanced consideration of wild Atlantic salmon conservation needs and priorities 

· Linguistic and geographic balance

· Capacity to provide fair and balanced consideration to proposals received from within the province. 

Up to two meetings of each of the five provincial advisory committees will be held in the period September to November 2007. The objective of the initial series of meetings is to establish the committees, discuss the conservation issues facing wild Atlantic salmon and its habitat specific to each province and identify possible conservation priorities that could be funded by the Foundation. 

It is important to note that the provincial advisory committee model adopted by the Board is very inclusive of salmon conservation interests, Aboriginal organizations and governments, with nominations solicited through broad consultation. This is intended to ensure good advice is developed by the committee as well as to help ensure the recommendations are balanced and defensible. 

Once the Board of Directors reviews and ratifies, or amends, the recommendations respecting priorities for funding, meetings of the provincial advisory committees will address the grant application process & procedures, funding proposal assessment criteria, and the application process for grants in 2008. The prerequisite to discussion of these matters by the provincial advisory committees is advice from the Central Advisory Committee, which must be reviewed and approved by the Board of Directors. The Central Advisory Committee will meet on 2 November 2007 for this purpose. 

The Board is planning on having one granting session in the spring of 2008.  The estimate of funds available for the spring granting is approximately $693,000 for the four Atlantic Provinces and Quebec. 

Each provincial advisory committee will be advised by the Board of funds available for grants in 2008. Each committee will facilitate a call for proposals for grants from the Foundation, following which eligible proposals will be reviewed and ranked by the Committee for review by the Board.  Later in 2008 each provincial advisory committee will discuss project evaluation, review the process to identify possible improvements and prepare for the application and granting process for 2009.
(b)  The Foundation’s objectives for the next Fiscal Year and the foreseeable future:

The next fiscal year, 2008, will be the Foundation’s first full year of operation and continuation of the start-up period. Given this stage of development and implementation, several of the processes being established by the Foundation will be “works-in-progress” and subject to revision and change. 

Notwithstanding the potential for change, the objectives for 2008 and the foreseeable future are based on the program objectives and performance indicators outlined in Schedule B of the Funding Agreement. These objectives are derived from the Foundation’s mission statement and goals, outlined below.

3. Foundation Mission Statement and Goals: The mission statement of the Foundation is “To promote enhanced community partnerships in the conservation of wild Atlantic salmon and its habitat in Atlantic Canada and Quebec”. 

Four goals flow from this statement:

· To be an effective source of funding for community volunteer organizations in conserving, restoring and protecting wild Atlantic salmon and its habitat.

· To enhance cooperation and partnership between governments, Aboriginal organizations, community volunteer groups and others in the interests of conserving, restoring and protecting wild Atlantic salmon and its habitat.

· To promote and improve conservation planning and management at the watershed level as the basis for ensuring effective use of and accountability for funds made available for wild Atlantic salmon conservation initiatives.

· To improve public awareness, education and research respecting the conservation of wild Atlantic salmon and salmon habitat.

4. Overall Program Objectives: The overall program objectives for the Foundation are:

a) Fund priority projects and help watershed and community organizations working on a range of wild Atlantic salmon habitat, enhancement, monitoring and conservation initiatives;

b) Encourage cooperation between governments, Aboriginal groups and volunteer groups;

c) Encourage the engagement of and participation by stakeholders;

d) Through a communications strategy, increase awareness of the habitat requirements of salmon; and

e) Provide a balanced allocation of funding that reflects geographical areas and priorities.

These objectives were reported in section 5.2 of the Audit and Evaluation Strategy submitted to the Minister on 19 July 2007.

5. Foundation Objectives for 2008: The business objectives of the Foundation flow from the overall program objectives of the Foundation, as stated above. 

a) Objective 1: Solicit, review and approve initial grants – (Overall Objective (a))

The process respecting the initial round of grants will commence in fall 2007 with solicitation of proposals in accordance with overall program priorities identified through the Central Advisory Committee and province-specific priorities that conform to the overall program priorities, as identified by each of the Provincial Advisory Committees.

In early spring 2008 these project proposals will be reviewed by the Provincial Advisory Committees and recommendations made to the Board for approvals. The initial round of grants is targeted for announcement by late spring of 2008. This date was chosen as the target date in response to requests of stakeholder groups that they be made aware of the status of their proposals in time to plan activity for the upcoming field season.

b) Objective 2: Provide a balanced allocation of funding that reflects geographical areas and priorities. – (Overall Objective e))

Identification of a formula that establishes a balanced allocation of ASCF funds among provinces must be established by the Board. The decision on allocation the Board is able to commit to the funding of projects should be determined by prior to final approvals of the initial round of grants. A decision by the Board in this matter may be assisted with advice from the Central Advisory Committee. 

c) Objective 3: Promote broad stakeholder and public awareness - (Overall Objectives b), c) and d)) 

A key priority of the Foundation is the need to build broad awareness of the organization as an effective force in promoting and supporting the conservation of wild Atlantic salmon in Atlantic Canada and Quebec. There are several ways to build the organization’s profile and help achieve this objective, both publicly and in the daily conduct of business.

The Foundations communications plan will guide development of the public awareness through a variety of media, and approaches, including: participation in conferences and meetings with governments and conservation organizations; organizing meetings and conferences; meeting local, provincial and national conservation groups to review opportunities to work together; giving presentations to community groups (e.g. Rotary); designing and publishing program material, and; encouraging access and use of the ASCF website.

d) Objective 4: Identify and support watershed partnerships (Overall Objective b)) 

Promotion of partnerships among the various parties willing to contribute to conservation of wild Atlantic salmon within watersheds is a major, underlying goal of the Foundation. Identification of potential partnerships will be an outcome of increased public awareness and meetings with conservation groups. 

It is also considered that the identification of new and existing partnerships will be assisted and facilitated by both the provincial advisory committees, conservation umbrella organizations in each province, and government agencies.
e) Objective 5: Ensure Effective Program Administration
The year 2007 , the initial, partial year of operation for the Foundation, established its administration and   most of the  essential services required to enable the Board to carry-out business . Fiscal 2008 will allow the Foundation to refine its essential services and work toward ensuring the program is administered as effectively as possible. The Foundation Secretariat is essentially a business and, within the established budget, must deliver such services as:

I. Daily program administrative support

II. Support Board and Committee operations

III. Ensure effective financial and program controls are in place

IV. Program reviews & audit

 6. Reference to the Foundation’s Annual Business Plan for the preceding Fiscal Year, especially its successes and remaining challenges: 
This is the Business Plan for 2008 as the first full year of operation of the Foundation, and following a partial and start-up year of operation. No Business Plan was prepared for partial year 2007 therefore the report under this heading is limited.

7.  The Statement of Investment Policy and the Investment Strategy, in accordance with Article 3 (“Fund Investment Conditions”) for the upcoming Fiscal Year:

The current statement of Investment Strategy is attached as Appendix C. The current Statement of Investment Policy is attached as Appendix D.  The Policy and Strategy will be reviewed in the upcoming year in accordance with Article 3.4 of the Funding Agreement.

8. Pro forma income statement, showing:
(i)
projected revenues from all sources; and
(ii)
Projected expenditures by type of activity, including administration costs, with a breakdown of expenditure type for Administration Costs for the upcoming Fiscal Year and the next following two Fiscal Years. 

The financial projections of the ASCF include estimates of financial market returns in the future.  The ability of the Foundation to award grants to the Ultimate Recipients will be dependant upon actual market returns.  

The pro forma income statement for the Foundation is attached as Appendix B.
9. The Maximum Amount, determined in accordance with paragraph 4.2(c), for administrative costs for the upcoming Fiscal Year:
The maximum amount for administrative costs for 2008 is $300,000.00. This amount is in accordance with the provisions of section 4.3 of the Funding Agreement respecting the year next following Foundation’s start-up period.

10. The anticipated results of those activities.

The Foundation anticipates being able to attain its stated objectives outlined in section 5 above in 2008, within budget. 2008 will be the first full year of operation after the initial implementation of the 2007 partial year.

The stated objectives for the Foundation for 2008, from section 2 (b) above, are: 

Objective 1: Solicit, review and approve initial grants

Objective 2: Provide a balanced allocation of funding that reflects geographical areas and priorities

Objective 3: Promote broad stakeholder and public awareness

Objective 4: Identify and support watershed partnerships

Objective 5: Ensure Effective Program Administration

11. A communications plan, detailing the proposed communications activities for the ASEF Program

The Foundation’s Communications Plan for the fourteen month period between 1 November 2007 and 31 December 2008 is attached as Appendix F.

12. An updated Audit and Evaluation Strategy, in accordance with section 7.1, including identified risks and mitigation strategies and ongoing performance monitoring strategies

The first Audit and Evaluation Strategy for the Foundation was prepared and submitted to the Minister on 19 May 2007 in accordance with the provisions of the Funding Agreement. 

13. Any changes to the directors and officers of the Foundation, and the members of the Investment Committee

In April 2007 two Directors of the Foundation, Henry Hicks, from Nova Scotia and Alan Ledgerwood, from Prince Edward Island resigned as Members of the Foundation and as Directors. Both Directors were members of the Investment Committee.

In June 2007, these vacancies were filled by the Board with the appointment of Bruce H. Wildsmith, Q.C. of Nova Scotia and Paul D. Michael, Q.C. of Prince Edward Island.

14. Identification of any changes to the framework which provides the details of the processes, procedures and criteria for solicitation, application, assessment, selection, reporting and evaluation of the Ultimate Projects. 

The Foundation intends to establish a rigorous funding application, application review, granting and evaluation process that is consistent with national granting entities. Recommendation to the Board on these processes is the mandate of the Central Advisory Committee, which will review the granting processes, procedures and criteria for solicitation, application, assessment, selection, reporting and evaluation of the ultimate projects. The target date for presentation by the Committee of these recommendations is not later than mid-November 2007. 

Broadly, the process would involve the following:

· The Central Advisory Committee will recommend to the Board of Directors options respecting the application submission, application review and granting processes and a possible funding allocation formula. 

· The Central Advisory Committee will provide the Board with options to consider in establishing a fair and reasonable allocation of funds for the initial round of grants from 2007 revenue.

· The Provincial Advisory Committees will consider salmon conservation issues specific to each province and recommend to the Board which conservation priorities should be address with available funding. Applications for funding could be solicited from eligible groups in each province based on these priorities.

· Provincial Advisory Committees would revaluate rank, prioritize the applications and make recommendations with rationale supporting each recommendation to the Board for consideration in awarding the grants.

15. Directors and officers of the Foundation and members of the Investment Committee, including their curricula vitae and qualifications

In August 2007 the Board of Directors resolved to expand the Board to nine Directors from its original number of six in order to bring additional expertise to the Foundation and to enable the volunteer Board to establish an effective and competent Committee structure. Foundation by-laws permit a maximum of ten Directors. To enable this expansion to occur at the August meeting the Board also elected three new Members of the Foundation on the basis of qualifications and experience that would enable the Foundation to fulfill its conservation mandate and meet its Funding Agreement obligations. The new Members will provide the pool from which the additional Directors could be elected during the Annual General Meeting scheduled for late November 2007.

Members of the Foundation: The Members of The Atlantic Salmon Conservation Foundation are:

· Honourable Rémi Bujold, P.C., C.M.
· Dr. Lawrence Felt
· Paul D. Michael, Q.C.
· Brenda Gideon Miller

· Richard H. Oland, O.C.

· Bruce H. Wildsmith, Q.C.

· Denis Losier

· John LeBoutillier, C.M.
· Robert Bishop, C.A.
Note: Curricula Vitae for the Members are provided in Appendix E. 
Directors and Officers of the Foundation: The Directors and Officers of the Foundation as at 19 June 2007 are: 

· Honourable Rémi Bujold, P.C., C.M., (Chair) of Quebec, QC

· Dr. Lawrence Felt (Vice Chair) of St. John’s, NL

· Brenda Gideon Miller of Listuguj, QC

· Bruce H. Wildsmith, Q.C. of Barss Corner, NS

· Paul D. Michael, Q.C. of Charlottetown, PEI

· Richard H. Oland, O.C., of Saint John, NB

The current members of the Investment Committee are: 

· Richard H. Oland, O.C.
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