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INTRODUCTION

In the broadest sense, the goals of the CALFED Focused Research Program are to build an understanding of physical, chemical, and biological processes in the San Francisco Bay-Delta and its watershed that are relevant to CALFED program actions; provide information useful in evaluating the effectiveness of existing monitoring protocols and the appropriateness of monitoring attributes; test causal relationships among environmental variables identified in conceptual models; reduce areas of scientific uncertainty regarding management actions; incorporate relevant new information from non-CALFED-sponsored research; and revise conceptual models as our understanding increases.

More specifically, a focused research program is needed to support staged implementation of the six CALFED common programs and to investigate causes of trends detected in monitoring data.  To accomplish these objectives the CALFED Focused Research Office, through its technical workteams, is compiling a list of relevant research questions in each of the common program areas. The approved list of research questions would serve as the basis for issuing a series of Proposal Solicitation Packages (PSPs) soliciting proposals from the scientific community for research directed toward answering the questions.  In addition, specific research questions would become the focus of a Directed Research Program coordinated by the CALFED Chief Scientist and the Technical Evaluation Team, with oversight by the Science Review Board.  Under this program, individual scientists and teams of scientists would be contracted to carry out longer-term research projects to achieve specific CALFED technical objectives. 
RESEARCH PROGRAM DEVELOPMENT - STAGE II ACTIVITIES

MANAGEMENT

The CALFED research program will be managed under the auspices of the CALFED Focused Research Office (FRO) headed by an overall coordinator – the Focused Research Program Coordinator (“Coordinator”) under the direct supervision of the CALFED Chief Scientist.   As head of the FRO, the Coordinator should be a full-time CALFED employee or an employee of some other independent entity who will be responsible for day-to-day coordination of the development of lists of study questions, the design of the PSPs, and the proposal review process (see a draft of the proposed review process below).  This individual would work with the Technical Evaluation Team and the CALFED Integration Panel to develop the PSPs, with the CALFED staff to facilitate the distribution of funding to the proponents of successful new and renewal proposals, and with the Chairman of the Peer Review Coordination Panel to facilitate the proposal review process. 

LIST OF RESEARCH QUESTIONS

A preliminary assessment of CALFED research needs will be carried out within each of the common programs through a review of Program documents and queries of program managers about the actions proposed and management questions associated with each program.  The initial list of study questions will come from:

· As assessment of the management questions and study needs of CALFED's six common programs as developed by the technical workteams and coordinated by CMARP staff;

· The results of the 1997 and 1998 Category III PSP processes, which identified information gaps;

· Gaps in knowledge identified in the conceptual models completed through CMARP Task2;

· Research needs as identified in the “Strategic Plan for Ecosystem Restoration”;

· The body of scientific knowledge about the estuary and its watershed.

· (Subsequent questions would be identified, in part, as a result of unexplained observations and/or trends in monitoring or research data).

Based on these queries and on existing knowledge (as summarized in published literature), a preliminary list of management and study questions will be created by each technical workteam. The study question lists emerging from each of the technical teams would then be submitted for review and overall prioritization by representatives of the CALFED Focused Research Office, the Technical Evaluation Team, and the CMARP workteams, in consultation with CALFED Program Managers.  The CALFED Focused Research Office, in turn, would submit a final list of research questions to the CALFED Integration Panel, and other appropriate CALFED oversight bodies for approval and CALFED staff publication and distribution of the appropriate PSPs.

In subsequent years, the CALFED Focused Research Office in conjunction with the Technical Evaluation Team and the CMARP workteams will coordinate the development of lists of research questions.  The questions would be based on findings to date in ongoing studies, questions raised in the course of conducting the CALFED monitoring, assessment and research programs, or in other non-CALFED studies. 

CALLS FOR PROPOSALS

When the list of approved study questions has been developed, one or more Proposal Solicitation Packages (PSPs), designed to solicit proposals for addressing the identified study questions, would be prepared by the CALFED Focused Research Office and reviewed by the appropriate CALFED technical and oversight bodies.  The CALFED Focused Research Office will also recommend the criteria to be used in proposal evaluation (see draft list below).  The evaluation criteria will be forwarded to the CALFED Integration Panel for review and approval. 

Pre-Proposals.  It is expected that the CALFED Focused Research Program will result in the submittal of many proposals.  In order to reduce the necessity for a large number of proponents to expend much effort in developing proposals that are eventually not funded, and to reduce the workload of the proposal reviewers, the CALFED Focused Research Program will require that all proposals under this program be preceded by a brief pre-proposal.   Pre-proposals will be reviewed by a team made up of representatives of the CALFED Focused Research Office staff, the Technical Evaluation Team, and other local scientists representing different scientific disciplines, to ensure that the proposed work is responsive to the PSP, that the proposed work has apparent scientific merit, and that the funding request seems reasonable.  Within one month of the receipt of pre-proposals, the Principle Investigators of those pre-proposals that are responsive and reasonable will be asked to submit full proposals.  The non-responsive or incomplete pre-proposals will be returned to the proponents with the request that full proposals not be submitted at this time.

Proposals.   Each proposal study plan must contain sufficient information to allow for technical and statistical evaluation by peer reviewers, including details about experimental design, field and laboratory procedures, data collection, and quantitative methods. 

The following format is recommended for all Focused Research Program proposals:

1. Cover sheet - A transmittal document that includes the PSP number and date; the title of the proposal; a brief statement of the purpose and objectives of the proposed study; the total funding requested by year; the name and home institution(s) of the PIs and Co-PIs; the name of the institution’s Grant Administrator; the applicant’s tax status; and dated signature lines for the Principal Investigator(s) and the institutional representative.

2. Abstract – A brief, topical abstract (200 words or less).

3. Background and justification - Statement of the problem(s) being addressed, hypotheses being tested, information needed, and relationship/relevance of the problem(s) being addressed to other CALFED projects or CALFED agency projects and programs, with reference to appropriate literature citations regarding the problem(s). 

4. Study Objectives – Description of the planned outcome of the study

5. Study area(s) – Description of the study location, i.e., whether it is a field and/or laboratory study.  A field study proposal should include clear identification and description of the study sites, with a map.

6. Approach – Description of the study approach, with sampling and analytical procedures clearly described for each objective.   Include details on methods/techniques, equipment and facilities, data collection, statistical analysis and quality assurance procedures, and describe the criteria to be used in hypothesis testing.

7. Data archiving procedures – Description of how the data will be handled, stored, and made accessible.

8. Work Schedule - An annual time line with expected start and stop dates, and accomplishment of major milestones. 

9. Hazard assessment/safety certification – Identification of anticipated hazard or safety concerns affecting project personnel (e.g. aircraft, off-road vehicles, chemicals, and extreme environmental conditions).

10. Animal care and use certification – Discussion of anticipated uses of animals in the research, including copies of approved forms for animal care and use.  If animals are not to be used collected, manipulated, or experimented upon, include a specific statement to the fact that no animals will be used in the research.

11. Expected product(s) - List of planned publications, reports, presentations, advances in technology, information transfer at workshops, seminars, or other meetings.

12. Qualifications of Investigators, partnerships, and cooperators - Brief resumes (two pages) of the principle investigators that include descriptions of the qualifications of principal personnel, identification of affiliations, expected contributions to the effort, including logistical support, and key bibliographic citations.

13. Budget and staff allocations - Detailed budget including salaries and benefits for each participant and costs for travel, equipment, supplies, contracted services, vehicles, and necessary overhead.

14. Literature cited - List of all of the publications cited in the text of the proposal.

15. List of potential reviewers - Names (minimum of three) and addresses of research scientists with subject area expertise who could serve as peer reviewers for the proposal. 

PROPOSAL REVIEW PROCESS

The CALFED Focused Research Program will award research grants that are selected competitively on the basis of technical merit and relevance of the proposed work to CALFED goals and objectives.  To do this will require instituting an objective process for the anonymous peer evaluation of proposals for new research that is efficient and achieves broadest acceptance of the process within the CALFED community.

To provide overall direction of the review process, an individual having high scientific stature, a broad mandate, and no potential conflicts of interest, will be appointed as Chairman of the Peer Review Coordination Panel (“Review Panel”).  This individual would work with the Focused Research Program Coordinator to develop and carry out the review process. The Review Panel Chairman would be provided with sufficient funds to cover his/her costs (salary and expenses).

The overall review process comprises a two-tiered system: 

1. peer evaluation of the scientific merit and reasonableness of the proposed work, and qualifications of the principle investigator(s), and 

2. programmatic evaluation of the appropriateness of the proposed work to CALFED goals

The peer evaluation process involves two groups of reviewers:

1. The Peer Review Coordination Panel (“Review Panel”), with members reimbursed for their time; 

2. Technical experts who are solicited by the Review Panel members, perhaps with honoraria, to provide the first level of anonymous review. 

The Review Panel would comprise a group of 10-15 technical experts, nominated by the CALFED Focused Research Office.  The members should be active estuarine, freshwater or watershed research scientists/engineers who have a high degree of stature, are well connected with other scientists in their respective fields, represent different specialties with these fields, and have some familiarity with the San Francisco Bay-Delta-watershed system.  The Coordinator would ensure that panel members have no conflicts of interest (e.g., current or pending support from the Program).  The Review Panel will have rotating membership, with each member serving a two-year term (although at the outset some members would be replaced after one year in order to establish overlapping terms).  

The members of the Review Panel will be tasked with soliciting and overseeing the anonymous external (mail) review of proposals.  This will be accomplished by having each individual member solicit reviews by at least three experts for each proposal within his/her specialty areas, then summarize and prioritize the member’s findings for presentation to the other members of the Review Panel.   

The transmittal letter from the member of the Review Panel to a potential reviewer should identify the goals and objectives of the Program, inform the recipient of the importance of his/her participation in the peer review process, and indicate a specific date by which the completed review is to be returned.  The letter should advise the recipient that if he/she cannot provide the requested review or cannot meet the suggested deadline, the document should be returned immediately, whereupon the Review Panel member shall select another reviewer.

Reviewers will score the proposals, based on their scientific merit and the relevance to the PSP, with numerical ratings from 1 (Poor) to 5 (Outstanding) using the following criteria:

· Technical merit including (a) research scope, justification, and importance of expected results; (b) reasonableness of the hypotheses and experimental design; (c) soundness of proposed steps for data collection, analysis and synthesis

· The appropriateness of the proposed study to the CALFED goals and objectives and responsiveness to the PSP.

· Qualifications of the investigators and adequacy of the facilities for carrying out the proposed research

· Reasonableness of costs

· Likelihood of success

In the case of continuing projects, consideration will also be given to the level of progress achieved to date

If so required by the Review Panel or the Coordinator, the Principal Investigator may be given an opportunity to incorporate changes as suggested by the peer reviewers in a revised study plan.  If the Principal Investigator challenges the recommendations of the peer reviewers, a written rebuttal with justification must be provided for archiving with the revised study plan.  Principal Investigators should focus their rebuttal on substantive review comments (e.g. theory, techniques, objectives, statistics) and simply incorporate non-substantive comments (grammar, style, typographical, formatting) if the comments are appropriate.

The revised study plan, signed by the Principal Investigator with accompanying rebuttals to suggested changes if appropriate, is returned to the Coordinator for referral to appropriate members of the Review Panel for review and recommendations. At the discretion of the Coordinator, the Principal Investigator may be required to submit the study plan for additional peer review. 

When all reviews have been received, the Review Panel will assign the proposals to priority groupings based on level of acceptability for funding using the results of the external mail reviews and the Panel's own evaluation.   The Review Panel will then develop an overall prioritization of the proposals, and will transmit its findings and recommendations to the CALFED Focused Research Office for forwarding to the CALFED Integration Panel.  The Integration Panel will provide its review and final approval of the new proposals to be funded based on the funding available for support of the proposals under each PSP. The CALFED Focused Research Office will also evaluate and make recommendations to the Integration Panel concerning renewal proposals for continuation beyond the first year.

The CALFED Integration Panel will provide its review and approval of the new and renewal proposals to be funded based on the funding available for support of the proposals under each PSP.   The Integration Panel, in its deliberations, will give most serious consideration to those proposals having been rated 4 or 5 by the PRCP, and will not select proposals rated 1 or 2. CALFED staff in the Focused Research Office, with the Coordinator, will oversee the administration of funds to support the research efforts.

DIRECTED RESEARCH PROGRAM

In the course of developing the CALFED focused research questions, it will probably become apparent that a specific, sustained research effort may be necessary to resolve one or more of the areas of uncertainty regarding the important resources of the bay-delta-watershed critical to CALFED’s goals and objectives. Examples of such needs might include the following:

· Developing an understanding of a specific ecological phenomenon over long temporal and/or large spatial scales

· Conducting major synthetic and theoretical efforts

· Providing information for the identification and solution of specific CALFED problems

· Quantifying the linkages between potential stressors and the abundance of species populations

Addressing such needs may require interdisciplinary research coordinated among investigators, experimental studies across a range of appropriate spatial and temporal scales, and development of analytical and numerical models of critical ecosystem functions and responses to management actions.  

Given the scope and complexity of some of the issues facing CALFED, it may be necessary to support such sustained commitments of effort irrespective of the responses of scientists/engineers to the annual calls for proposals.   In such cases, CALFED may wish to contract with specific individuals or entities, because of recognized expertise, accomplishment, and past responsiveness, to carry out a program of directed research that is not well accommodated in the year-to-year RFP process. 

Such questions, identified by the Chief Scientist and the Technical Evaluation Team, in consultation with the Science Review Board and the Stakeholder Advisory Committee, will become the subject of contractual arrangements with specific individuals or entities.  In each case, the individual/entity will develop a research proposal, using the PSP format described above, that will be subject to review and concurrence (or rejection) by the Science Review Board and other additional subject-matter referees as necessary, with revisions being made accordingly.  

In recognition of the need, in these instances, for sustained study effort, funding will be provided to successful proponents for specified periods up to six years, with renewal after six years dependent on demonstration of continuing need and sufficient progress to date. It is expected, therefore that the Directed Research Program proposals will incorporate a detailed multi-year strategy and budget.  It will also be understood that the Principal Investigator(s) will be expected to make a long-term commitment to meeting the critical CALFED research need(s) described in the contract. 

The sustained research efforts under the Directed Research Program will be subject to frequent, vigorous peer review, i.e., at the proposal stage, during the conduct of the research, and upon the conclusion of the study.  Written progress reports will be required at the end of each year, with a full review of project progress and accomplishment by the Science Review Board at least every three years.   Contract renewals will be contingent upon the successful demonstration of progress toward meeting project goals and CALFED needs and the submittal of meritorious renewal proposals.

ANNUAL CALFED SCIENCE CONFERENCE

A CALFED Science Conference would be held each year to hear presentations on the state of scientific knowledge in the areas pertinent to CALFED’s proposed actions and on early results from CALFED funded studies.  A part of this conference would be devoted to presentations from the Principle Investigators of funded focused research studies with regard to their progress and plans.  Decisions on continuation of these projects would be based, in part, on the degree to which progress has been made toward achieving the proposed objectives.
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