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Large - Complex - Valuable - Vulnerable

Spatial and Temporal Complexity
Narrow – Shallow - Microtidal
Diverse Socio-Economics
Significant Federal Assets

• Cape Canaveral Space Force Station
• Patrick Space Force Base
• 4 National Wildlife Refuges
• Cape Canaveral National Seashore
• NASA-KSC
• 3 international airports
• Port Canaveral and Port of Fort Pierce (both with U.S. 

Coast Guard Stations) 
• Naval Ordnance Test Unit (NOTU) at Port Canaveral

The IRL System 



The Catalyst for Change

Photo: Dylan Hansen Indian River, 2020 cyanobacteria bloom

Photo: Duane De Freese, 2016

Photo by Captain Alex Gorichky, Local Lines Charters, 2016

2016 & 2018  IRL and Banana River
Aureoumbra Brown Tide Bloom   
(Photo: FL Today, C. Rubadoux,)



The Catalyst for Change
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Over 70% of 

organization redesigns 

fail to deliver the value 

they are supposed to in 

the time planned. 1

1 McKinsey & Company, multiple citations going back to 2014



Considerations: Leadership, vision, mission, 

culture, structure, program functions, staff 

capacity, and financial capacity. 

Outcomes:

• Improve stakeholder and community 

engagement, performance, efficiency, 

transparency, funding for high-priority 

projects, and ability to respond quickly to 

changing conditions and new 

opportunities. 

Change Management Considerations and 
Intended Outcomes

AI generated graphic use by subscription: https://www.shutterstock.com/



Foundational change in leadership 
structure and base financial investment

U.S. Environmental 
Protection Agency
FY 2026 $850,000

2015

Created the IRL Council

a new host agency for the 

IRLNEP through 

Interlocal Agreement



Restructure and expand the IRLNEP 
Management Conference

8 IRL Council Board of Directors
 FDEP, SJRWMD, SFWMD, Volusia, Brevard, Indian River, 

St. Lucie, and Martin Counties

 U.S. EPA serves in advisory, non-voting role

IRLNEP Management Conference

32 Science Technology Engineering and Modeling Advisory 
Committee Organizations (1 member each)

53 Management Board and Finance Subcommittee Members

20 Citizen Advisory Committee Members (5 counties)

FY 2025: 8 full-time staff; 1 contracted grants manager 
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New brand identification and enculturation
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Heart of IRL CCMP 

Vital Signs Wheel

https://onelagoon.org/

Significant revision of 
previous CCMPs

Inspired by the Puget Sound Partnership Vital Signs



Focus on investment in priority projects

Photo: Duane De Freese, 2016

Photo: Duane De Freese, 2016

Special RFP each year for small grant applications for projects $500-5,000 ($25,000 budgeted). 

IIJB supplemental funding RFP for priority communities FY 2024 through 2026, approximately $1,180,400.



Communicate success – every project is progress
IRLNEP Project Story Map

Fiscal Year 2016

Completion Status Complete

IRLNEP Funding Amount 50,032

Source Section 320

Funds Match 57,897

Vital Signs Category Habitats

Category Restoration

Other Partner(s)

Contract Number 2016-012

Name of Project Lead Irene Arpayoglou

County Brevard

Folder Path More info

Contract More info

One Page Summary

Final Report More info

Photo More info

FDEP: Lagoon Shoreline Restoration Project

Lagoon-wide Projects

https://onelagoon.org/master-project-map-1-0/

https://irlcouncil.sharepoint.com/:f:/s/IRLNEPPublic/EgAy06uqpp1ArHIWJJZlto0BoZVYSf0HcHbbgV-o_o4U9w?e=gZ5fNy
https://irlcouncil.sharepoint.com/:b:/s/IRLNEPPublic/ETjEBAQ16DdGjfILvTaBu0gBqpTCRcnf7XQnA47awkBlRg?e=9OhcJo
https://irlcouncil.sharepoint.com/:b:/s/IRLNEPPublic/EbkNRBemrp1Hqs7xqiHeodABkx2G8HY7fUMx9kBOtdt-IA?e=4Wsd1o
https://irlcouncil.sharepoint.com/:i:/s/IRLNEPPublic/EbT7qbQa1ypIm5ZqRIH-aI4BfYpqrPnjDhhRwClrL1AMZA?e=c7lI7N


Teri Pinney, President

1263 SW Cedar Cove

Port Saint Lucie, FL 34986

www.teripinneypwc.com

Angie Brewer, CEO and Owner

9080 58th Drive East, Suite 200 

Bradenton FL 34202

http://angiebrewer.com/

Kelli McGee, President

www.natuastrategies.com

Free Grant Writing Support (Examples)

• Brevard County - Stan Mayfield Working Waterfront grant (Natua) 

 -  IRLNEP cost $6,338; Award amount: $1,493,300 

• Marine Discovery Center, NSB - ECHO grant (T.Pinney)

 -  IRLNEP cost $2,700.; Award amount: $224,851 

• St. Lucie County - Federal 319 grant (Angie Brewer) 

 -  IRLNEP cost $6,250; Award amount: $1,000,000 

• City of Sebastian – SJRWMD cost-share grant 

 -  IRLNEP cost $4,500; Award amount $803,874 

• Southeast and Caribbean Disaster Resilience Partnership

 - Grant writing support from Dr. DeFreese for CO2 Foundation 

   proposal. $75,000 award.

Function like a “community foundation” 

•  Pass through gifts to appropriate NGO recipients from donors.

Provide technical support that builds organizational 
capacity for partners

http://www.teripinneypwc.com/
http://angiebrewer.com/
http://www.natuastrategies.com/


Leverage the IRLNEP Management Conference to 
secure state funding from competitive grants

https://onelagoon.org/what-we-do/geocollaborate/

Florida Department of 

Environmental Protection 

Innovative Technology Grant #13

(2020-2023)

$963,470



Leverage ANEP to help secure federal funding 
support (IIJB)

Build a lagoonwide seagrass nursery 

network to support restoration, research, 

and innovation. 



NOAA Transformational Habitat Restoration 
and Coastal Resilience Grant Award 

$9. 4 million award (FY 25-27)
15 restoration sites
9 Habitat/Population Restoration Targets
Supports a diverse workforce (CoP)
 5 Federal agencies 
 2 State agencies
 4 Academic institutions
 5 Not-for Profit organizations
 14 Industry consultants
 15 Student internships
 Over 2,400 Citizen volunteers

Leverage the IRLNEP Management Conference to 
secure federal funding from competitive grants



Combine NOAA and EPA Section 320 
funds for a high priority project

Photo: Duane De Freese, 2016

Photo: Duane De Freese, 2016
Reports available online at www.onelagoon.org



iSENSYs

Prescott Clean Water

Active engagement with key players in the FL Ocean, Coastal, 
Space, and Innovation Economy (some recent examples)

Ocean Res Ocean 
Research & Conservation

FAU – HBOI 



A healthy Indian River Lagoon is 
everybody’s business

Like! Follow! Share!

https://onelagoon.org/

CONTACT
Duane De Freese, Ph.D.

ddefreese@irlcouncil.org 
(321) 313-0764

Success requires
• Adaptive management

- Iterative cycle of plan, do, monitor, adjust

• Risk tolerance

• Communicate ROI

• Culture of learning

• Partnerships

• Communication, coordination, collaboration

mailto:ddefreese@irlcouncil.org
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