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Today we will update you on our recommendations and lessons learned for 
outreach and planning assistance for the counties in the Bay Watershed.

Local Area Goals (LAG) Workgroup Recommendations
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ÅQuestions



The challenges pilot counties faced fall into three categories:

1. Universal Challenges 
2. County Specific Challenges

Pilot County Challenges 



All four counties struggled with figuring out how and where to 
start. Even with support and the resources provided to them, they 
were doing something new, and had no examples to follow.

Here are some questions they all asked: 
ÅWhere do I start?  
ÅWho is responsible? Who can help? 
ÅWhy does on-the-ground data not match what is reported?
ÅHow will this be accomplished without additional funding, 

flexibility and resources?

Universal Challenges



Finding a Starting Point 
ÅUnderstanding the WIP & WIP process   
ÅBuilding the coalition 
ÅStakeholder buy-in  

Developing a Plan  
ÅWhat BMPs to include?  
ÅPriority Initiatives

Implementation of a Plan  
ÅWho is responsible for implementation 

of planned practices? 

Where do I Start?   



Voluntary Action vs. Regulatory Action 
ÅUnderstanding the WIP is a 

voluntary action 
ÅCreating goals with the fear of 

regulation 
ÅLimited County authority 

Coalition Building   
ÅWho can provide valuable 

information?  
ÅLimited staff resources and funding

Who is Responsible? Who can Help?  



The Data Does Not Match
ÅDisconnect between currently reported data vs. real world data 
ÅMonitored Results vs. Reported Results 

Examples of Reporting Methods That Need Improvement 
ÅManure Transport 
ÅCover Crops
ÅNon-manure Nutrient Management  

Reporting and Tracking of New and Existing Practices 
ÅCurrently not a standardized central recording system 
ÅThe need for confidentiality

On the Ground Data Does Not Match   



County Specific Challenges  

Some of the challenges the pilot counties faced were 
unique to their own local situation.  

ÅExisting Coalitions/Water Quality Groups   
ÅPlanning Processes 



Lancaster and York 
ÅExisting coalitions  
ÅHad to pivot to incorporate existing 

plans  

Adams and Franklin  
ÅNo existing water quality coalitions  
ÅHad to build coalitions from scratch   

Diversity of Stakeholders  
ÅEach county brought unique groups of 

stakeholders/partners  

Existing Coalitions/Water Quality Groups 



Planning Processes 

County Planning Process

Lancaster ωLed by existing nonprofit coalition 
ωSmaller plan writing team  
ωOne-on-one outreach to stakeholders
ωPublic meeting - shared draft plan and received input 

York ωLed by Planning Commission and Conservation District
ωUtilized existing clean water coalition
ωMeetings open to public throughout process ςcontinuous input 
ωSmaller plan writing team

Adams ωLed by Planning Commission and Conservation District
ωHeld large stakeholder kickoff and final plan meetings 
ωSmaller agriculture and stormwater workgroup meetings   

Franklin ωLed by Planning Commission and Conservation District
ωSmaller workgroup and stakeholder meetings



1.Conduct outreach and engagement to other counties in the watershed

2.Countywide groups need more of a framework to get started            
(e.g. who to invite to the table, timing/schedules)

3.Community Clean Water Toolbox is too large for one document

4.Coordination and technical staff resources will be key to successfully 
completing the rest of the countywide plans

5.Need to give countywide groups sufficient time to complete the 
planning process

6.Implementation is just as important as planning

Lessons Learned



1.Outreach and Engagement

2.Community Clean Water Toolbox

3.Staffing Resources

4.Regionalized Support

5.Counties with Minimal Loadings

6.Two Options for Planning in Remaining Counties:
ÅWatershed-Wide Approach
Å Staged Approach

LAG Workgroup Recommendations



Phase 3 WIP and Countywide Action Plan 
Webinar to Remaining Counties

ÅSchedule a webinar(s) or similar event for the 
remaining counties to provide an overview of      
the WIP and planning process beforethe draft          
Phase 3 WIP is released.

1. Outreach and Engagement



Community Clean Water Toolbox

Split the toolbox into two separate 
documents:
ÅCommunity Clean Water Planning 

Guide:Standardized introduction to 
the planning process.

ÅCommunity Clean Water Technical 
Toolbox:Customized toolbox 
populated with county-specific data.

2. Community Clean Water Toolbox 


