Innovative Finance for National Forests
Full Proposal Application

Congratulations on being selected to submit a full proposal to the Innovative Finance for National
Forests (IFNF) program. We recognize that this process is time consuming and we value the
thought and effort required for your application.
Deadline: Tuesday February 18, 2020, 8:00 p.m. EST.
Application Guidelines:
 Copy this form to your computer before beginning so you can save your work
 Read through the entire form before crafting your responses
 Stay within the character limits (character limits include spaces)
Reference the IFNF Request for Proposals for information on the program objectives, criteria for
awards, and definition of success: http://www.ifnfgrants.org/.
Please note, your project may fall into more than one focus area or may also involve multiple stages
of finance tool development (design, develop, implement, and refine).
Program Contacts:
Please reach out to any of the following contacts if you have questions or wish to discuss your
proposal further. These contacts may also be helpful with connections and guidance on project
development at the National Forest level.






Program Coordinator: Jeff Lerner, jalanlerner@gmail.com; 202-236-1883
National Partnership Office: Tommie Herbert, catherine.herbert@usda.gov; 540-905-9531
National Partnership Office: Cindy McArthur, cindy.mcarthur2@usda.gov; 808-744-2792
National Forest Foundation: Marcus Selig, mselig@nationalforests.org; 720-437-0290
National Forest Foundation: Spencer Plumb, splumb@nationalforests.org; 928-961-2486

Submission: Please send completed full proposals to Peter Stangel, peter@usendowment.org.
Required Attachments:
 USFS letter of support
Optional Attachments:
 Project map
 Additional letters of support
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IFNF Full Proposal 2020

FULL PROPOSAL APPLICATION
Project Name Inyo National Forest Campgrounds: Business Plan
Lead Applicant Name Mammoth Lakes Trails and Public Access Foundation (MLTPA)
Entity Type (Check one)

✔

State agency
Local government
Tribal Nation
Non-profit organization
For-profit company or consultant
College or University

Project Manager John Wentworth
Email johnwentworth@mltpa.org
Phone Number 213 309 5637 (cel phone)
Address PO Box 100 PMB #432 Mammoth Lakes, CA 93546
Website mltpa.org
Project Summary: Concisely present your project idea. This should be a stand-alone “elevator pitch” that
presents a compelling vision that includes, in this order: 1) the problem you address, 2) your proposed
solution, 3) financial tool to engage private sector finance, and 4) projected outcomes during the course of
the IFNF project period and beyond, if appropriate. (1000 characters)
Campgrounds in California’s Eastern Sierra do not meet the needs of contemporary recreationists due to
layouts, capacity, deferred maintenance, and locations. They are also under pressure from climate change.
Federal funding gaps make it impossible to address these needs. A Business Plan is needed to identify
non-federal capital resources that will address failing infrastructure and maximize potential revenues. Tools
available for the Business Plan include USFS concession agreements combined with multi-payor
outcomes-based financing. The Business Plan will identify sources of funding through a Profitability Study, a
Financing Strategy, and an Implementation Plan. Addressing the campgrounds’ needs will produce: maximized
revenues due to higher occupancy rates and optimized fee structures; enhanced revenues to local gateway
communities including sales/lodging taxes; diversified business opportunities; and natural resource protection,
including adaptation + resilience to climate change.

Funding Requested:
IFNF Fund Request (nearest $1,000) $150,000
Match (Source/Amount) MLTPA: $7,565; State of California: $203,947
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National Forest System and USFS Contacts: Please provide the USFS unit, program and Point of
Contact associated with your project.
USFS Unit/Program/Geography Inyo National Forest, Region 5, Eastern Sierra California
Additional USFS Unit/Program/Geography
Additional USFS Unit/Program/Geography
USFS Point of Contact Name and Title Nora Gamino, Engineering & Minerals Staff Officer
USFS Point of Contact Email Nora.gamino@usda.gov
USFS Point of Contact Phone 760-873-2414

National Forest System Nexus: Describe, in detail, the specific role the USFS will play in your finance
project. How does your project help the National Forest System (NFS)? Describe any connections to
existing NFS projects or initiatives (e.g. Landscape Scale Restoration project). How has your team
engaged with USFS staff on the proposed project? (1500 characters)
Note: Remember to include a USFS leadership letter of support with your application package.
The Inyo NF initiated this project concept, and will serve as a value-added partner as the land management
authority by providing legal sideboards for the structure of the Business Plan and its engagement with the
opportunities/constraints of federal permitting in addition to “stress testing” the Business Plan’s challenges for
implementation. This project will serve as a replicable model for the NFS by piloting innovative approaches to
financing the vast backlog of deferred maintenance that is compromising NFS recreation opportunities
nationwide. NFS has struggled with the true magnitude of this problem, including the downstream effects on
gateway communities that rely on NFS recreation opportunities. The Inyo NF will realize benefits due to lower
maintenance costs, enhanced visitor experiences, sustainable infrastructure including adaptation and resilience
to climate change, and resource protection, benefits that are in direct alignment with NFS policy. This project will
align with the expiration of existing concession permits, a significant opportunity to optimize the structure and
term of these permits, consistent with NFS policy to issue longer duration concession permits to allow for
increased capital investments from concessionaires. MLTPA has worked closely with Inyo NF staff on the
development of this project, including coordination with the regional efforts of the ESSRP and the SRTI. MLTPA
volunteered to serve as the project lead on this grant application.
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Project Description:
Focus Area (Check at least one)
Forests as watershed infrastructure
✔ Sustainable recreation infrastructure
Forest product market infrastructure
Jurisdiction and Ownership (Check one)
National Forest System lands only
Adjacent lands only
✔ Cross-boundary combination of NFS and adjacent lands
Project stage of development (Check at least one)
✔ Design
✔ Develop
Implement
Refine
Please explain your reasoning for choosing this stage of development. (500 characters)
With regional partnerships in place via the ESSRP, and a substantial investment from the State of California in
support of the ESSRP through the SRTI, the “develop” stage is appropriate for this project. The project itself has
a defined problem with solutions to be identified through the Business Plan and its profitability study, financing
strategy, and implementation plan. With the guidance of a Business Plan, engaged stakeholders will be ready to
take the project from “develop” to “implement”.
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Finance Tool: Describe, in detail, your strategy for attracting financing for this project. Please
address each question in your response: What is the finance tool you are proposing and how will it
work? How much financing is needed to implement on-the-ground activities to solve the problem (i.e.
this is not your IFNF grant funds request)? What is driving market demand for a solution (i.e.
regulation, municipal targets, avoided costs, tourism spending, corporate sustainability, etc.)? What
are the proven or potential revenue streams that will repay investors (please estimate a rate of return if
possible)? (3000 characters)
The Business Plan will explore using outcomes-based financing to fund campground infrastructure
improvements. Outcomes-based financing will allow for multiple projects to be financed simultaneously, making
for an efficient solution, rather than piecemeal funding of individual projects. This approach will enable multiple
outcomes payors to “crowd in”, offsetting the financial burden of any one payor. This approach also ensures
capital efficiency by hedging performance risk, tying payments to the success of the project, and building upon
existing regional collaboration through shared financing and implementation. Project funding may be secured
using a combination of investments from concessionaires and outcomes-base financing with 3rd party
beneficiaries, including regional stakeholders such as the Los Angeles Department of Water and Power, state
government, and the federal government, including USDA RD. The Business Plan will assess barriers to the
project, evaluate the outcomes generated by the project, quantify the benefits of the outcomes, and leverage
the quantified benefit value to secure commitments for repayment. The Business Plan will recommend a
financing model to address specific barriers associated with this specific project on this specific landscape.
$70 million is the estimated capital need to improve the layout, capacity, location, and deferred maintenance of
75+ campgrounds. $70 million would result in $5 - $8 million in annual commitments for repayment, based on
interest of 2-4% over 10-20 years. The ability to attract “market-rate” capital will depend upon the value the
projects produce, the amount beneficiaries are willing to commit, and the creditworthiness and partnership risk
of long-term contracts, all of which will be addressed by the Business Plan.
The Eastern Sierra economy is wholly dependent on outdoor recreation and tourism. Over time, degradation of
recreation infrastructure such as campgrounds has a direct effect on the region’s desirability as a destination,
which in turn directly effects the economic viability of regional gateway communities. The market demand for a
solution is being driven by the regional economy’s desire to sustainably accommodate visitor demand with
appropriate natural and man-made infrastructure.
Potential revenue streams include: 1) Capital that doesn’t need to be repaid, i.e. grants or appropriations.
Proposition 68 (the California Clean Water and Safe Parks Act) provides $142 million to the region, including
support for recreation. Regional revenue streams committed to recreation through special levies of TOT,
TBIDs, or the establishment of an EIFD will be considered. 2) Leverage the permit process to garner private
investment for campground upgrades from the permit operator such as collecting advanced GT and voluntary
payments. 3) Work with lenders to provide lower rates or favorable terms such as the Clean Water State
Revolving Fund, or loans from federal agencies such as USDA RD.
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Project Readiness and Implementation Capacity: Describe your project’s readiness including on-theground activities. Please address each question in your response: What implementation instruments
and specific authorities support your work on NFS and adjacent lands? If your project applies to USFS
lands, are NEPA approved projects ready to go? If not, please describe their status and estimate
timing to readiness. Does the local capacity exist for implementation (USFS units, local implementers,
local community buy-in, etc.)? (1500 characters)
The Business Plan - the primary deliverable of this funding proposal - reflects the current/appropriate “develop”
status of the Inyo National Forest Campgrounds project. Should IFNF funds be awarded, the operating
assumption for the Business Plan will be that campground rehabilitation efforts will fall within “…repair and
maintenance of administrative sites…” using Categorical Exclusions authorities under NEPA. However, the
Business Plan may identify infrastructure alternatives based on its analysis of funding options which may be
better suited to new authorities under NEPA being explored by the Environmental Analysis and Decision
Making (EADM) effort of USFS. Local/regional capacity has seen significant investment in recent years,
starting with the “Eastern Sierra Recreation Collaborative (ESRC)” partially funded by NFF and focused on Inyo
NF Management Plan revision; the “Eastern Sierra Sustainable Recreation Partnership (ESSRP)” which
includes 3 counties, two incorporated municipalities, and two USFS units (Inyo NF and Humboldt-Toiyabe NF);
the “Sustainable Recreation and Tourism Initiative (SRTI) funded by the State of California’s Sierra Nevada
Conservancy and Proposition 68; and a “Rivers, Trails and Conservation Assistance (RTCA)” grant from NPS
to engage six NPS units - Death Valley National Park, Devils Postpile National Monument, Manzanar National
Historic Site, Sequoia & Kings Canyon National Parks and Yosemite National Park - with the ESSRP.

Measurable Outcomes: Describe, in detail, the metrics you will use to measure economic,
environmental, and/or social outcomes from this project, including the entity responsible for
measurement. (1500 characters)
Measurable outcomes for the Business Plan are relatively straight forward. Has the Business Plan - through its
Profitability Study, Financing Strategy, and Implementation Plan – enabled committed and competent regional
partners to compel outcomes-based financing to invest in a specific project(s) to rehabilitate campgrounds on
the Inyo NF and/or on neighboring jurisdictions? How much capital has been committed? How many
campgrounds will be served? Ancillary measurable outcomes will be tied to goals of specific projects whose
funding has been made possible by the Business Plan and the efforts of regional partners. These metrics
would include environmental, social, and economic outcomes as described in this application: do campgrounds
in California’s Eastern Sierra meet the needs of contemporary recreationists? Have the challenges of layouts,
capacity, deferred maintenance, and locations, which are under pressure from climate change, been
addressed? Additional measurable outcomes from completed projects may include: economic benefits from
greater visitor spending and its impacts on jobs, earnings, & government revenues; maintenance benefits
realized by reclaiming campgrounds affected by climate change; opportunities to leverage data collected by the
Inyo NF on rehabilitated campgrounds such as total revenue, campground occupancy, shoulder season
occupancy, etc. Agencies with legal responsibilities for rehabilitated campground facilities will be responsible
for measurement.
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Project Maturity: Describe, in detail, how far your IFNF funding request will advance your proposed
project. If this funding won’t complete the project, how far will it go along the stages of development
(define, develop, implement, refine)? Will your finance tool itself provide enough funding to solve the
problem or will it need other funds or to be repeated (e.g. multiple bond issuances will be needed to have
the desired landscape impact)? (1000 characters)
The Business Plan will conclude the “develop” stage of the Inyo National Forest Campgrounds project. If the
innovative financing component is deemed feasible, the project will then move to the “implementation” phase,
where a transaction can be structured. Whether the Business Plan can identify enough funding to address the
challenge of decaying campgrounds will depend on the details of the financial structure. The Business Plan will
propose and assess financing tools and structures necessary to provide sufficient funding to fully implement
identified campground improvements. The Business Plan and its components - a Profitability Study, a Financing
Strategy, and an Implementation Plan - will reveal whether proposed structures will provide sufficient funding to
fully meet the project’s needs. The Business Plan will test the innovative financing model and the sources and
uses of funds - the timing of both the capital raise and disbursement will then become apparent.

Sustainability: Does your finance tool provide resources for ongoing forest land management or
maintenance of recreational facilities? (1000 characters)
The Business Plan’s goal is to identify capital resources for campground improvements that will not only enhance
revenues, but that will also reduce maintenance costs, increase sustainability, and confine developed camping to
identified sites. Current maintenance needs far exceed maintenance inputs received.Financing structures
identified by the Business Plan will consider on-going maintenance at the sites, currently accomplished through
Granger-Thye fees and concessionaire responsibilities, as well as the resources necessary to maintain
infrastructure over their anticipated life cycle, including replacement costs.A region wide “Climate Change
Vulnerability Assessment” by the “Sustainable Recreation and Tourism Initiative (SRTI)”, an ESSRP project
funded by the State of California, will be an important informing document for this effort through its
recommendations for sustainable infrastructure.

Timeline and Deliverables: Please provide the timeline and deliverables for your project. Note that IFNF
grant dollars may only extend up to 4 years (2020 to 2023). (750 characters)
The timeline is being dictated by expiration of the current Inyo NF’s campground concession permit at the end of
2021. Production of the Business Plan will take place over 1 year, Fall 2020 - Fall 2021. The Business Plan will
include the following components: a Profitability Study identifying which campground investments will result in the
biggest increase in net revenue and other benefits (months 1-3); a Financing Strategy identifying the most
effective financing tools to raise required capital by exploring combinations of investments from concessionaires
and private outcomes-based financing with 3rd party beneficiaries (months 3-6); and an Implementation Plan with
specific recommendations for a preferred financing strategy (months 6-12).
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Path to Scale: Discuss how this project, once implemented, can provide a long-term solution with
potential for replication. Where else do you see your finance tool being applied in a similar context or to
address other challenges? (1000 characters)
An implementable Business Plan directed at revitalization of Inyo NF and regional campgrounds will design an
actionable finance tool to address related recreational infrastructure needs in the region - trails, bathrooms, water
systems, etc. - that can be applied throughout the State of California and the entire National Forest System.
Governor Gavin Newsom recently launched the “Regions Rise Together” initiative, which may offer an important
opportunity for the Eastern Sierra to serve as a replicable model for regions throughout the State - and the nation with similar and significant federal public lands presences: stakeholder collaboration with USFS units’
management plan revisions; formalized regional partnerships between federal land managers and regional
jurisdictions; investment by a state (California/SRTI) to support articulated goals of regional partnerships;
identification of recreation infrastructure needs and projects; deployment of a Business Plan by regional partners.

Barriers to Success: What are the two to three biggest challenges you anticipate to successful
completion of this project, and what are your plans to address these challenges? (1000 characters)
The Business Plan will engage with three anticipated challenges:
Who goes first? It is not easy being the “…first one out of the gate…” with innovative financing concepts, and it
can be a challenge to get one financial actor to make commitments ahead of others. The Business Plan will
leverage existing regional capacity through the ESSRP to convene partners and stakeholders.
Private capital for federally owned assets This can be a significant challenge for investors. The Business Plan will
explore multiple payors in both the private and public sectors to find opportunities to stack payments and
commitments.
Mixed ownership across a landscape brings with it diverse regulatory environments and the necessity to build trust
and capacity with a wide range of non-federal public and private entities. The Business Plan’s analysis will identify
where significant challenges exist and will provide opportunities to build trust and competency among
stakeholders.
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Project Team: Describe your team members, their qualifications/experience, and their specific roles in
this project. (1000 characters)
Quantified Ventures
Todd Appel, Managing Director: Executive level oversight of all USFS innovative financing work; MPP, Columbia
U.; 25+ years consultant in public sector.
Seth Brown, Director: Seth is leading outdoor recreation initiatives with the USFS in Ohio and Lake Tahoe. Project
Manager; Dual MBA/MPP from Duke
Laura Drescher, Senior Associate: Outcomes-based financing projects with USFS in SW Colorado and Lake
Tahoe
USFS
Nora Gamino, Engineering & Minerals Staff Officer, Inyo National Forest: extensive experience with campground
development, federal public works contracting, and grants and agreements administration.
MLTPA
John Wentworth, CEO Board President: MLTPA has secured grants from NFF; lead local public finance
campaigns that generate over $1.6 M annually; and secured $620,000 in Prop 68 funding from the State of
California for the “Sustainable Recreation and Tourism Initiative”

Previous Success: Describe any experience your organization and project team has had with privatesector finance projects like what you propose. Provide specific information about partners worked with
(please note any experience working with USFS), measurable outcomes, returns generated, and
challenges overcome. (1000 characters)
Quantified Ventures, the principal contractor for development of the project’s Business Plan, is an
outcomes-based capital firm that structures innovative financing to solve complex challenges. They pioneered
Environmental Impact Bonds (EIB), which tie debt repayment to achievement of project outcomes, and have
worked extensively with the USFS, structuring financial solutions for recreation, forestry health and other projects.
Currently working in Ohio to enable construction of the Baileys Trail System using an EIB for an 88-mile premier
mountain biking destination on the Wayne NFt, they have similar financing initiatives underway for recreation in
Lake Tahoe as well as on the San Juan NF. The financing solution on the San Juan NF will create a revolving,
outcomes-based fund designed to entice payment contributions from multiple stakeholders, reducing wildfire risk
by scaling forest health practices and spurring development of a biomass utilization industry.

Page 9 of 12

IFNF Full Proposal 2020

Responses to Pre-Proposal Questions: In our invitation to submit a full proposal, we asked additional
questions specific to your project. Please paste the IFNF team’s question at the top of each answer and
use the space below for your responses. (3000 characters)
1. Do you have any working relationships with USDA Rural Development? Have you discussed the possibility of a
loan from them to support this work?
Inyo NF and MLTPA spoke with Kim Vann (California State Director, USDA RD) and Tim O'Connell (West Region
Coordinator USDA RD) to inform them that the “Inyo National Forest Campgrounds” project had been invited to
submit a full proposal to IFNF. MLTPA has a working relationship with Kim Vann, and established a relationship
with Tim O’Connell at the inaugural “Gateways Communities Summit (2018)”. USDA RD responded with
enthusiasm to the project idea, and is looking forward to participating in the development of the “Business Plan”.
2.If you are still planning on a pay-for-performance/success mechanism, what performance outcomes would be
verified and paid for?
Yes, we are planning on a pay-for-success mechanism with stacked benefits and a multi-dimensional financing
strategy. We anticipate that performance outcomes will focus on increased visitor use and satisfaction. Other
verifiable outcomes will be determined based on the Business Plan’s further development of beneficiaries, and will
include metrics detailed in the project application sections “Project Summary” and “Measurable Outcomes”.
3. Do you have any prospects for who can provide the financial feasibility analysis for your project? Blue Forest, Q
Ventures, Jason Ko
Inyo NF and MLTPA have spoken with the following with regards to this project proposal: Jason Ko; Blue Forest
Conservation (Zach Knight, Peter Wyrsch); Earth Economics (Jordon Wildish, Rowan Schmidt); and Quantified
Ventures (Todd Appel, Seth Brown, Laura Drescher). Quantified Ventures has agreed to join the project team.
They have participated in the development of this proposal and we looking forward to working with them on the
“Business Plan”.
4. Are there any potential risks for pushback among local or state level stakeholders for this initiative?
The Inyo National Forest was one of eight “early adopter” forests to use the 2012 Planning Rule to update its
management plan. With a grant from the NFF, MLTPA lead the “Eastern Sierra Recreation Collaborative (ESRC)”
convening a series of public meetings and producing "Citizen Suggested Desired Conditions". Not all risks for
pushback can be anticipated, but the ESRC’s multi-year effort to collaboratively produce citizen comments for the
Management Plan should be helpful in mitigating stakeholder concerns.
5. To what extent is this project considering new infrastructure vs. redeveloping existing?
The Business Plan will focus on the redevelopment of existing infrastructure. If the Business Plan shows that a
relocation of a campground will have significant benefits to our payors, then we will take that into consideration.
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Budget:
Innovative Finance for National Forests Grant Program

▪
▪
▪

Organization Name

Mammoth Lakes Trails and Public Access Foundation (MLTPA)

Project Name

Inyo National Forest Campgrounds: Business Plan

This form only includes funds received under the IFNF Grant Program; do not include outside funds.
Only complete budget years applicable to your grant period (e.g., Year 1 and 2 for two years of funding under
this grant).
Please Provide your Indirect Cost Rate (ICR) policy (if applicable)

Project Budget by Year
Category
Personnel
Fringe Benefits
Travel
Equipment (> $5,000)
Supplies
Contractual
Other
Total Direct Costs
Indirect %*
Indirect Costs*
Total

Year 1
$ 6,500
$ 1,121
$ 9,000
$0
$ 500
$ 120,000
$0
$ 137,132

$
$
$
$
$
$
$
$

Year 2
$
$
$
$
$
$
$
$

Year 3
$
$
$
$
$
$
$
$

Year 4

Total Project Budget
$ 6,500
$ 1,121
$ 9,000
$0
$ 500
$ 120,000
$0
$ 137,132

$ 12,763
$ 149,895

$
$

$
$

$
$

$ 12,763
$ 149,895

*See the Endowment Policy on Indirect Cost Rate Recovery:
https://www.usendowment.org/wp-content/uploads/2019/03/policy-indirect_cost_rate.pdf

Budget Narrative: Please provide a summary of activities and costs the grant will support (e.g.
feasibility study, finance mechanism transaction structuring, legal analysis, landowner engagement,
USFS capacity, implementation, monitoring, etc.) as well as how the funds will be used among your
project team. (1000 characters)
Grant funds will produce a detailed Business Plan including a Profitability Study, Financing Strategy, and an
Implementation Plan, with recommendations for partnership models to attract investment. The Business Plan will
identify gaps necessary for success, a financial structure to include regional partners as part of a replicable
model, and documentation of potential financial returns for investors. 80% of grant funds will be for Quantified
Ventures, who will deliver the Business Plan. Funds for MLTPA will support Quantified Ventures, which may
include regional site visits; convened sessions with local agencies, tribes, and partners; on site meetings with
financing candidates from the private sector, federal agencies, the State of California, as well as public utilities
such as the Los Angeles Department of Water and Power. Grant funds will be used for legal and technical
consultation as needed, travel, GIS support, and the review, proofing, and approval of final deliverables.

Page 11 of 12

IFNF Full Proposal 2020

Anything Else We Should Know? (1500 characters)
Quantified Ventures believes this project has a strong foundation that mitigates risks seen in similar pay for
success projects. Regional partners have built legal institutions organizing stakeholders in the region including a
joint powers authority that could facilitate coordination of multiple payors in an outcomes-based financing
transaction. The Inyo NF is ready to assess the use of a specific set of permits which expire in a short time,
providing a timely opportunity for reassessment. In addition, several other regional initiatives including the
ESSRP and the SRTI add an urgency to this work.
Matching Funds Detail
“Eastern Sierra Sustainable Recreation Partnership (ESSRP)” = $7,564.80 match
MLTPA convening/facilitation of the regional partnership vital to the success of the Business Plan; 12 monthly
meetings during grant timeframe @ 8 hrs. @ $88.80 @ 1 staff
“Sustainable Recreation and Tourism Initiative (SRTI)” funded by the State of California = $203,947 match
Track 1: “Recreation Stakeholder Meetings in Eastern Sierra Gateway Communities” Identification of project
needs by stakeholders + buy-in for recreation infrastructure improvements. 6 meetings in 2019/2020 @ $9,000
per meeting = $54,000 match
Track 2: ““Climate Adaptation and Resilience Assessment through the Lens of Sustainable Recreation” including
capital valuations of natural resources and the region's outdoor recreation economy = $143,947 match. See
Attachment 6 to this application

Print Form
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BOARD OF SUPERVISORS
COUNTY OF INYO
P. O. DRAWER

N

o INDEPENDENCE, CALIFORNIA 93526

TELEPHoNE

(760) 878-0373

email: dellis@inyocounty.us

February 11,2020

Jeff Lerner
lnnovative Finance for National Forests Program Coordinator
US Endowment for Forestry and Communities
908 East North Street
Greenville, SC 29601
Via email: Jetf Lerner, ialanlerner@qmail.com
Peter Stangel, peter@usendowment. orq

Dear Mr. Lerner,
Please accept this letter of support from lnyo County for the lnnovative Finance for National Forests
grant application titled "lnyo National Forest Campgrounds," being submitted on behalf of the lnyo
National Forest and other regional partners by the Mammoth Lakes Trails and Public Access
Foundation.

ln California's Eastern Sierra, federal public land agencies share common destinies with the
gateway communities they serve. Recently, lnyo County has joined with these communities and our
Federal partners to establish a unique public-public partnership with the U.S. Forest Service called
the Eastern Sierra Sustainable Recreation Partnership (ESSRP). Campgrounds in the region are
ripe for major overhauls. For example, all campgrounds in lnyo County are in dire need of repair or
replacement of infrastructure including water systems and structures. The major regional readiness
gap is a feasibility and profitability study - the purpose of this IFNF grant application - to analyze the
proposed campground project for potentialfinancing opportunities from alternative capital resources.
lnyo County looks fonruard to working with the lnnovative Finance for National Forests Program and
our regional partners in the ESSRP on the "Profitability Study," should the grant be awarded, and to
bringing new sources of capital investment to the public landscape that defines our region.
Thank you for your consideration of this project.
Sincerely,

ngsley, Chair
County Board of Supervisors

MEMBERSoFTHEBoARD.DANTOTHEROH.JEFFGRIFFITHS.RICKPUCCI.MARKTILLEMANS.MATTKINGSLEY
CLINT G. QUILTER . Clerk o.f the Roard . DARCY ELLIS . Assistqnt CIuk of thc Roard
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EASTERN SIERRA SUSTAINABLE RECREATION PARTNERSHIP:
CLIMATE ADAPTATION & RESILIENCE ASSESSMENT
Project Understanding
The Eastern Sierra Sustainable Recreation Partnership (ESSRP) is a non-funded challenge cost share
1
agreement between Mono County and the Town of Mammoth Lakes, California and the USDA Forest
Service Pacific Southwest Region, Inyo National Forest and Intermountain Region, Humboldt-Toiyabe
National Forest, established in July 2018. In the spring of 2019, the Sierra Nevada Conservancy (SNC)
Governing Board authorized $618,750 of Proposition 68 funding to go to the Town of Mammoth Lakes
(on behalf of the regional partnership) to administer the Sustainable Recreation and Tourism Initiative
(SRTI) which is being led by the Mammoth Lakes Trails and Public Access Foundation (MLTPA) and the
Town of Mammoth Lakes (Town) on behalf of regional partners which currently include Mono County,
Inyo County, Alpine County, the City of Bishop, the Town of Mammoth Lakes, the Inyo National Forest,
and the Humboldt Toiyabe National Forest.
The Sustainable Recreation and Tourism Initiative identifies four project “tracks” including the “Climate
2
Adaptation & Resilience Assessment.” The Climate Adaptation and Resilience Assessment will include a
climate change vulnerability assessment and adaptation strategy for the Eastern Sierra focused primarily
on outdoor recreation while also valuating the region’s natural resources and outdoor recreation and
tourism economy. The assessment will help inform future investment in sustainable recreation and
tourism programs and projects.

Project Team
The consultant project team includes PlaceWorks, Atlas Planning Solutions, and ICF. PlaceWorks will
serve as the prime consultant and manage the consultant project team. PlaceWorks will lead Tasks 1, 2,
and 4. Atlas Planning Solutions will support project coordination and meetings and provide expertise on
wildfire fire hazard assessment and mitigation in support of all tasks. ICF will lead Task 3, the natural
capital assessment.
The Town of Mammoth Lakes is contracting with PlaceWorks to provide Climate Adaptation Resilient
Assessment services as part of the larger SRTI. Per its contract with the Town of Mammoth Lakes for
services related to the SRTI, MLTPA will serve as the primary point of contact for PlaceWorks and the
consultant project team. Additional services included in MLTPA’s contract for the SRTI include overall
project management and coordination of all four SRTI project “tracks”, along with preparation of all
Proposition 68 grant reporting documents for review and submittal by the Town of Mammoth Lakes to
the Sierra Nevada Conservancy (SNC). MLTPA’s contract for the Town for services related to SRTI also
1 A description of the U.S. Code on challenge cost-share agreement authority, 54 USC 101701, can be found at,
https://uscode.house.gov/view.xhtml?req=granuleid:USC-prelim-title54-section101701&num=0&edition=prelim.
2 The Eastern Sierra Sustainable Recreation Partnership. 2018. Accessible at, https://www.essrp.org/.
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includes liaison efforts with the ESSRP, with staff of the Town, and services specific to the Climate
Adaptation Resilient Assessment to be identified by the Project Team, including communications and
outreach and efforts to identify and provide data and documents that may be of value to the Project
Team.

Draft Scope of Work
Task 1. Review plans and resources
The consultant project team is familiar with the Town of Mammoth Lakes’ plans and resources and
those of partner agencies that the team reviewed as part of the Resilient Mammoth Lakes project. The
project team is not as familiar with federal and regional adaptation studies and land management plans
completed since the adoption of Resilient Mammoth or that represent areas outside of the Resilient
Mammoth Lakes project area. To increase our familiarity with federal and regional efforts, the
consultant project team will review plans, studies, and resources of partners in the ESSRP as an initial
step of this Climate Adaptation & Resilience Assessment. The review will include the recently-completed
Inyo National Forest Land Management. The PlaceWorks team will review these documents and will
work with MLTPA to identify any additional plans and resources that are relevant to climate change and
recreational activities in the region including those of the Los Angeles Department of Water and Power,
CALTRANS District 9, and the five National Park Service units that share the regions geography. MLTPA
will provide PlaceWorks with any existing and applicable GIS files for use by the consultant team.

Deliverables:
•
•
•

List of plans and resources for team confirmation
Matrix summarizing plan review, including key content, findings, and data relevant to the
vulnerability assessment
Map of the project area that identifies regional partners and applicable/appropriate project
boundaries, including federally managed lands and lands managed by the LA Department of
Water and Power. These regional partners include: Inyo County, CA, Mono County, CA, and
Alpine County, CA; the Town of Mammoth Lakes, CA, the City of Bishop, CA; two USFS forests in
two USFS regions: Inyo National Forest in USFS Region 5 (Pacific Southwest) and portions of
Humboldt-Toiyabe National Forest in USFS Region 4 (Intermountain); and including units of the
National Park Service with sustainable recreation and tourism interests in the region, including
Death Valley National Park, Devils Postpile National Monument, Manzanar National Historic Site,
Sequoia & Kings Canyon National Parks, and Yosemite National Park.

Task 2. Identify Climate Scenarios and Prepare Climate Change Vulnerability
Assessment
The PlaceWorks team will prepare a climate change vulnerability assessment that focuses on the
primary assets of outdoor recreation and tourism and their associated assets, systems, services, and
populations, including the visitor audience. The climate change vulnerability assessment will be
informed by the previously prepared vulnerability assessment for the Resilient Mammoth Lakes project
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as well as other recently prepared assessments. We anticipate use of the future climate hazard regimes
in the region prepared and assessed as part of Resilient Mammoth Lakes though we will expand the
geography of the area to be assessed. The Resilient Mammoth Lakes project is based on the most up-todate and best available climate science data for the region. The data has been vetted by the state
through the Fourth Climate Change Assessment and is publicly available. The assessment will assess
recreation assets such as the Mono Lake Tufa State Natural Reserve, Yosemite National Park, and the
Inyo National Forest as discreet regional assets. The assessment will include scoring for impact (how
severe the effects of climate change may be on the population or asset) and for adaptive capacity (the
ability of the population or asset to resist or recover from the effects of climate change) to assess
vulnerability. The project team will prepare a briefing report of the findings that will be included as a
chapter in the final report.

Deliverables:
•
•
•
•

Draft and final list of climate change effects and hazards, populations, and assets.
Draft and final vulnerability Assessment scoring matrix (impact, adaptive capacity, and
vulnerability as applicable).
Draft and final briefing report.
Draft and final maps (map book and/or web-based maps) and climate data for Task 3.

Task 3. Natural Capital Assessment
ICF will lead the team’s work on Task 3. ICF will estimate the value of ecosystem services provided by
the landscape included in the ESSRP as mapped in Task 1 on an annual basis, assuming current
conditions. Following the baseline assessment, ICF will assess the future value of ecosystem services
inclusive of climate and land management considerations. ICF will select three key land management
activities for the analysis based on input from the Town and ESSRP stakeholders.

Task 3.1 Baseline Assessment of Ecosystem Services
The baseline assessment contains three distinct steps to evaluate and estimate the annual value of
ecosystem services under current, or baseline.

Step 3.1a: Identify Relevant Ecosystem Services
The first step is to identify the ecosystem services provided by affected lands. For this task we will adopt
the framework used by the Millennium Ecosystem Assessment (MEA) which groups ecosystem services
into four main categories. The MEA classification of ecosystem services is commonly accepted and
widely used in studies seeking to estimate the value of ecosystem services. The MEA classification is also
useful for natural capital assessments as the grouping of ecosystem services by MEA is based in part by
the benefits that ecosystem services provide to human beings and thus to the economic values that
human beings ascribe to them:
•

Provisioning services provide products that are used directly by people, such as food, fuel,
timber, and fresh water;
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•
•
•

Regulating services are outputs from the normal functioning of ecosystems that benefit people
in direct ways, such as climate change mitigation, water purification, and pollination services;
Cultural services provide benefits to people through experiences, such as spiritual enrichment,
cognitive development, and recreational opportunities; and
Supporting services are processes that are necessary for the production of other ecosystem
services, such as the cycling of nutrients through an ecosystem, habitat provision, and soil
formation.

We will use information on the ecosystem services in each of these categories that are provided by
different land types along with information on the land types present in the affected area to gain an
understanding of the ecosystem services provided by the ESSRP landscape as mapped in Task 1 and the
total acreage of the lands providing the various ecosystem services.

Step 3.1b: Identify Quantification Methods and Conduct Benefit Transfers
Next, we will determine an approach for the valuation of each ecosystem service provided by the ESSRP
landscape as mapped in Task 1. Economists utilize a variety of qualification methods depending on the
ecosystem characteristics, including market data (for provisioning services that result in market goods),
revealed preference methods for those linked indirectly to market activity (e.g., hedonic pricing studies
that use data on real estate transactions to infer the value of environmental goods or travel cost
methods), and stated preference methods (public surveys). Lastly, some ecosystem services mitigate
against damages such as risks from wildfires, including smoke from wildfires, and the value of these
services can be approximated by the value of the damages they help to avoid, or the costs of measures
that would be implemented to protect against possible damages if these ecosystem services were lost.
Due to the limited time and budget available for this assessment, ICF will rely on benefit transfer
methods rather than primary data collection. Benefit transfer involves using values of benefits
estimated in other studies and customizing or adapting them to match a new study context. Benefit
transfer is commonly used in the valuation of ecosystem services due to the time and expense of
conducting primary revealed and stated preference studies. Benefit transfer methods have also
emerged as a preferred approach for estimating the benefits of mitigation or management activities
within an adaptive pathways framework. For each affected ecosystem service we will conduct benefit
transfers using the identified source data (data outlined in the published ecosystem valuation literature
and in conjunction with MLTPA). ICF’s preferred approach will be to conduct benefit function transfers,
adjusting for the socioeconomic characteristics of the affected population (which varies by ecosystem
service), the characteristics of the ecosystem service, and the change in level of provision of the
ecosystem service. For situations where benefit function transfers are not possible, ICF will rely on a
more simplified approach of conducting benefit value transfers, which involve a reduced degree of
customization and adaptation of existing values.

Step 3.1c: Quantify and Monetize Ecosystem Services
Next, we will use the results of the benefit transfers conducted in the previous step to quantify and
monetize the value of ecosystem services provided by the ESSRP landscape as mapped in Task 1. The
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result of the previous step is unit value estimates for the range of affected ecosystem services. ICF will
then aggregate these unit values for the affected ecosystem services to estimate the total benefits for
each affected land type, based on the ecosystem services provided by a given land type. We will then
perform a series of aggregations at different scales to arrive at other total benefit estimate. First, we will
aggregate across the types of values that are attributable to an ecosystem service, such as the different
types of recreation that could occur at a site. Next, we will aggregate over each population group (users
and non-users) by summing the per-unit values for ecosystem services over the number of affected
households or individuals in each group. These affected population groups will vary by ecosystem
service, with population centers in Los Angeles and Nevada benefiting from some services (e.g., water
filtration) and less so from others (e.g., soil creation). For ecosystem services that are aggregated across
a population, we will incorporate spatial variability by allowing for distance decay (i.e., for benefits to
decrease with increasing distance from the areas providing the ecosystem services). For ecosystem
services do not scale by the population (such as those that scale by acres of land or tons of emissions) it
is not necessary to aggregate over the affected population. Lastly, we will aggregate values over time by
considering the stream of benefits over a defined analysis period and discounting future values to
present value terms using a discount rate.
As part of Step 3.1, ICF will provide an interim report that details the assumptions, data sources, results,
and conclusions.

Task 3.2. Assessment of Ecosystem Services under Sustainable Recreation
Development and Climate Change
In Task 2, ICF will assess the forecasted value of ecosystem services. For a single mid-century year, ICF
will establish a single climate change scenario for the study area which ICF will draw from the
Vulnerability Assessment. Under the established future scenario, ICF will identify recreation and key
land management alternatives from the activities that ESSRP intends to enact.

Step 3.2a: Identify Future Impacts of Sustainable Recreation Development for a
Single Climate Scenario
In Step 1, ICF will utilize the climate scenario drawn from the Vulnerability Assessment to identify the
impacts to various ecosystem services. Under the established future scenario, ICF will identify if
landcover types are likely to change (e.g., as drier or wetter conditions suit different vegetation types) or
become degraded (e.g., ecosystems providing less efficient or damaged services as a result of drier or
wetter conditions). ICF will also examine how the climate scenario will impact recreation (e.g., whether
less water in lakes and streams would impact water activities such as swimming, fishing, or boating)
utilizing recreation data from the United States Forest Service in conjunction with MLPTA.

Step 3.2b: Qualitatively and Quantitatively Assess Impacts of Sustainable
Recreation Development for a Single Climate Scenario
Similar to Task 1, this task will evaluate the impacts identified in Step 1. Evaluation includes the baseline
alternative (“no development” by ESSRP) and the “sustainable recreation development” alternatives
(recreation and land management activities enacted by ESSRP). During this task, we also will integrate
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the alternatives under consideration with any revisions that have been made to the vulnerability
assessment. ICF recognizes that there is often uncertainty in climate data, and this may result in a range
for economic valuation as we account of this uncertainty in the economic analysis.

Step 3.2c: Monetize Impacts of Sustainable Recreation Development for a Single
Climate Scenario
Similar Task 1, this task will result in estimates of the value of ecosystem services provided by ESSRP
lands under each alternative. We will estimate these values under each alternative using a similar
process as in Task 1 where unit values for each ecosystem service are aggregated based on the
ecosystem services provided by each land type and the acreage of these land types in each alternative.
The results of this task will be total estimates of ecosystem services values provided under the
“sustainable recreation development” alternatives.
As part of Step 3.2, ICF will provide a final report that details the assumptions, data sources, results, and
conclusions for both the baseline and forecast.

Task 4. Prepare potential climate adaptation strategies
In response to newly-identified and revised issues in the updated vulnerability assessment, and in
combination with the natural capital evaluation and other analyses, the PlaceWorks team will identify
additional climate adaptation strategies to address specific issues of importance to the ESSRP. Strategies
could include policies, projects, programs, operations and maintenance, partnerships, and funding and
financing mechanisms. We anticipate that identification of these additional strategies will involve
coordination with the regional partners included in the ESSRP, and will include additional external
agencies, including state and federal organizations. We will prepare these strategies to support the
Town of Mammoth Lakes already identified resilience efforts, but with the intention that they be
applicable across the region as mapped in Task 1. This will allow for easier coordination between
agencies, which should help lead to a comprehensive regional adaptation approach. The project team
will prepare a draft matrix of strategies for review by Sustainable Recreation and Tourism Initiative team
– including MLTPA and Town staff - and the identified partners in the ESSRP. Following receipt of
consolidated comments, PlaceWorks will prepare a revised matrix of strategies. PlaceWorks assumes
the matrix of potential climate adaptation strategies will be integrated into Task 5 of the Sustainable
Recreation and Tourism Initiative program and will be revised and refined by the regional partners for
future efforts. The PlaceWorks team will work with MLTPA to identify up to 5 “Project Candidates” to be
derived from the recommendations of the “Climate Adaptation and Resilience Assessment” for inclusion
in Track 4 of the SRTI’s “Project Prioritization and Implementation Plan”, a project deliverable for the
Town, MLTPA, and the SRTI.

Deliverables:
•
•

Matrix of draft adaptation strategies by type with identification of co-benefits and best practice
examples.
Revised draft adaptation strategies.
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•

Recommendations of up to 5 “Project Candidates” for inclusion in the SRTI “Project Prioritization
and Implementation Plan”, also referred to as “Track 4” of the SRTI.

Task 5. Project Coordination, Meetings, SRTI Projects, and Final Report
The PlaceWorks team will provide project coordination and management throughout the course of the
project. This task includes one in-person kick-off meeting with two members of the PlaceWorks team inperson, regular coordination meetings with the Town and the MLTPA team, and a presentation of the
final report to Town Council. Our budget assumes two meetings with the Town and MLTPA will be inperson with others as conference calls or web/video conferences. The PlaceWorks team will provide an
in-person presentation to the Town Council. As part of preparation for the Town Council meeting,
PlaceWorks will prepare a PowerPoint presentation and support staff with preparation of a staff report.
The Town will lead all required noticing for meetings. The Final Report will be approximately 50 pages,
including an executive summary, and will document all efforts of the “Climate Adaptation and Resilience
Assessment” including efforts by PlaceWorks, Atlas Planning Solutions, and ICF as appropriate.

Deliverables:
•
•
•
•
•
•

Staff participation in an in-person kick-off meeting Town staff and MLTPA team.
Project coordination and management throughout project, includes monthly invoicing.
Meetings with Town staff, MLTPA team, and regional partners (assumes 2 in-person meetings
and other meetings by phone or web conferencing).
Preparation of Final Report (Draft and Final, electronic) including Executive Summary.
Presentation to Town Council and/or ESSRP (in-person).
Preparation of PowerPoint presentation for Town Council and/or ESSRP and Project Team.

Data Needs
The geographic scope of the project will be defined per the mapping effort identified in the deliverables
for Task 1. To complete Task 3, the project team will need data on the physical characteristics and
recreational uses of the study area. Physical characteristics include:
•
•
•

Acreage of land by entity,
Information on the various land covers, and
Other ecological characteristics of the land.

Recreational use data includes:
•
•
•
•

Number of visitors by entity,
Recreational uses,
Number of visitors by recreational use, and
Revenues generated from various recreational uses.

The data needed to assess impacts includes anticipated impacts by sustainable recreation development
as well as trends in recreation and land management under both a “no development” scenario and a
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“sustainable recreation development” scenario. Additionally, if the ESSRP has a preferred future year of
analysis or climate scenario for the study area, these should also be provided.

Assumptions
•
•
•
•
•

•
•

MLPTA will provide the project team with the data needed to conduct the tasks as described
above.
Data availability, data quality, and sector selection will drive the methods we use and the
analysis outcomes we derive.
For Task 3, ICF will characterize certain elements of the benefits and costs at a high level if
necessary or provide a qualitative discussion of benefits or costs it is unable to quantify.
All deliverables will be electronic.
Budget for all deliverables assumes one draft and one final version of each deliverable. MLTPA,
and the Town as appropriate, will review the draft deliverables and provide one set of
consolidated comments, preferably using Track Changes in Word, to PlaceWorks. PlaceWorks
will coordinate with the consultant team, MLTPA, and the Town as appropriate, to review the
comments and edits, confirm changes, and prepare a final version of the deliverable.
MLTPA will be responsible for scheduling meetings with project partners and reservation of
meeting facilities as applicable.
Town staff will be responsible for scheduling and noticing related to presentations for the Town
Council.
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Climate Adaptation and Resilience Assessment Services

EXHIBIT "B"
SCHEDULE OF SERVICES

Schedule
The project is anticipated to begin in late February or early March 2020. Estimated project completion is
no later than February 2021.

B-1

Climate Adaptation and Resilience Assessment Services
EXHIBIT "C"
COMPENSATION

C-1

Proposed Budget
PlaceWorks Team
Mammoth Lakes Climate Adaptation and Resilience Assessment
COST PROPOSAL

Seale

Hourly Rate:

TASK 1. Review Existing Plans
1.1
Review existing federal, state, regional, and local plans
1.2
Prepare summary matrix
Task 1. Subtotal

Krispi

PIC/PM

APM

$215

$145
4
2
6

TASK 2. Identify Climate Scenarios and Prepare Climate Change Vulnerability Assessment
16
2.1
Prepare vulnerability assessment
16
Task 2. Subtotal
TASK 3. Natural Capital Assessment
3.1
Baseline Assessment of Ecosystem Services

Protsman
Project
Planner
$120

PLACEWORKS
TECH.
GRAPHICS
EDITOR

GIS

$125

$100

$125

SUBCONSULTANTS
WP/
CLERICAL

PlaceWorks PlaceWorks
Hours
Total

$85

8
4
12

16
8
24

0

0

0

40
40

80
80

8
8

8
8

16
16

Atlas Planning

ICF

Meetings,
Wildfire
Mitigation

Economic
Valuation

5%
Subconsultant
Subconsultant
Total
Markup

Total
Budget

0

28
14
42

$3,940
$1,970
$5,910

640
0
$640

0
0
$0

$32
$0
$32

$672
$0
$672

$4,612
$1,970
$6,582

16
16

184
184

$24,000
$24,000

3,200
$3,200

0
$0

$160
$160

$3,360
$3,360

$27,360
$27,360

6

$1,010

0

0

$0

$0

2

4

Assessment of Ecosystem Services under Sustainable Recreation
Development and Climate Change
Task 3. Subtotal

2
4

4
8

0

0

0

0

0

6
12

$1,010
$2,020

0
$0

0
$55,614

$0
$2,781

$0
$58,395

$60,415

TASK 4. Prepare Potential Climate Adaptation Strategies
4.1
Research and compile example best practices to address
vulnerabilities
4.2
Prepare draft adaptation strategy matrix
Task 4. Subtotal

2
6
8

8
14
22

20
30
50

0

0

0

0

30
50
80

$3,990
$6,920
$10,910

1,280
960
$2,240

0
0
$0

$64
$48
$112

$1,344
$1,008
$2,352

$5,334
$7,928
$13,262

8
12
10
8
38

12
8
16
10
46

10
16
34

28
20
36
70
154

$4,420
$3,740
$5,670
$8,750
$22,580

1,280
1,440
3,840
1,280
$7,840

0
0
0
0
$0

$64
$72
$192
$64
$392

$1,344
$1,512
$4,032
$1,344
$8,232

$5,764
$5,252
$9,702
$10,094
$30,812

$65,420

$13,920

$55,614

$3,477

$73,011

$138,431

3.2

TASK 5. Project Coordination, Meetings, and Final Report
5.1
Project Kick-off meeting
5.2
Project coordination and management
5.3
Meetings with MLTPA, Town staff, regional partners
5.4
Final Report and Presentation
Task 5. Subtotal

8

0

72
128
188
8
Labor Hours Total
Labor Dollars Total $15,480 $18,560 $22,560 $1,000
EXPENSES
PlaceWorks Reimbursable Expenses (assumes 2 in-person meetings)
ICF Reimbursable Expenses (assumes 1 site visit)

8
8

12
12

16
16

16
$1,600

28
$3,500

32
$2,720

472

$3,000
$916

Atlas Planning Reimbursable Expenses (mileage for 4 in person meetings/trips)
Expenses Total
Total Labor and Expenses
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