
Lancaster Countywide Action Plan
A Strategy for Restoring Lancaster’s Waterways
 
               



READ MORE ABOUT OUR SHARED VALUES
https://rb.gy/vuat9e

More than half of Lancaster County’s 1,400 miles of streams and much 
of its groundwaters are unhealthy. Because of this, it is a priority area 
designated by the Environmental Protection Agency to reduce nitrogen 
and phosphorus pollutants by 2025.

The Lancaster Countywide Action Plan (CAP) outlines Lancaster’s 
path for reducing 11 million pounds of nitrogen and 500,000 pounds of 
phosphorus for clean and clear water throughout the county.

It was developed through a significant and collaborative grassroots 
approach with local partner organizations, experts, community members, 
and state agencies.

In addition to the Lancaster Clean Water Partners and the Lancaster 
County Conservation District, the Lancaster CAP is managed by the CAP 
Coordinator Team, including:
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PLAN HIGHLIGHTS 
Executive Summary 
The Lancaster Countywide Action Plan (Lancaster CAP) was originally developed in 2018 through 
a significant and collaborative grassroots approach with local partner organizations, experts, 
community members, and state agencies. Now, with nearly two years of implementation 
efforts, this version of the plan is the first significant update to the original document.  
 
Revisions include consolidating several initiatives to eliminate redundancy and duplicative 
efforts. The updated plan now reflects a more distinct, iterative process set in place as the plan 
and structure provides an ability to adequately respond to new opportunities, funding streams, 
and changing conditions.  
 
The Lancaster CAP is centered around the following four priority initiatives:  

1. Agriculture 
2. Stormwater 
3. Riparian buffers 
4. Data management and monitoring 

 
Each initiative (available in appendix) has an Action Team focused on that specific work.  
Additional teams and working groups exist to support individual or multiple priority initiatives 
(e.g. Watersheds and Communication Action Teams). In addition, the plan now calls out 
programmatic and policy elements that are necessary at a state level for success in multiple 
areas at the local level. 
 
The Lancaster CAP implementation is led by the Lancaster Clean Water Partners (the Partners) 
and the Lancaster County Conservation District with administrative and technical support 
provided by the CAP Coordinator Team. The Partners Steering Committee provides over-arching 
guidance for CAP implementation. 
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Additionally, the Steering Committee and/or the CAP Coordinator Team will provide oversight to 
and management of related Lancaster CAP considerations and functions including, but not 
limited to: 

• Identify and secure long-term dedicated funding for CAP management 
• Coordination and collaboration opportunities for partners 
• Programmatic and policy change needs 
• Project implementation funding management 
• Action Team administrative support 
• Communications and outreach management  
• General CAP management (FieldDoc, etc.) 

 
Key goals for 2020-2021 

• Continue building capacity by using the CAP Coordinator Team’s strengths and skills 
• Identify and secure long-term dedicated funding for CAP implementation 
• Continue to work within and implement the stream de-listing strategy, which has 

already collected extremely useful data for priority work and local demand 
• Ensure all partner organizations can and do use custom tools like the Collaborative 

Mapping Tool and FieldDoc for better collaboration and crediting 
• Plant and maintain 1000 new acres of riparian buffer every year and bring on the 

appropriate staff capacity to do so across partner organizations 
• Use the pre-application meeting opportunity on a regular basis to support an increased 

pace for permits and project implementation 
• Lean on local expertise to align ordinance and easements across the county 
• Publish the Resource Inventory, produced by Penn State, of all partner organizations 

across the county 
• Successfully manage the CAP Implementation Grants 
• Document and share success stories 

 
 
KEY FINDINGS  
One of Lancaster County’s strengths is that teamwork and a sense of community are plentiful. 
Lancastrians are eager to work together to achieve the necessary nutrient and sediment 
reductions set in the Lancaster CAP.  
 
In our collaborative Lancaster CAP efforts since 2018, we’ve identified the following factors that 
will influence our success through 2025 and beyond:  

● The need to have diverse and sustained funding for increased BMP implementation  
● Extending MS4 flexibility and offset possibilities: With a focus on getting sediment and 

nutrient reductions from agricultural land and not exclusively agricultural practices, we 
have to support and make it possible for all partner organizations to do work beyond 
current MS4 boundaries. The switch in late 2019 to a one-mile radius flexibility offers 
some opportunity, but there is a need for more. Cost effectiveness rates show us that 
municipal and private support for work on agricultural lands within a watershed will 
help the entire county (and Commonwealth) more effectively meet reduction goals. 

● Coordinated agriculture outreach staff: We have seen the success of peer-to-peer 
outreach with a focus in a single municipality and/or watershed. It is based on a local 
trusted professional, collaboration among the many who play that role, and clear 

http://lancastercleanwaterpartners.com/collaborative-mapping/
http://lancastercleanwaterpartners.com/collaborative-mapping/
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communication between partners gathering information and those walking landowners 
from interest through implementation.   

● Riparian buffer outreach and implementation staff need to have a wide knowledge base 
to effectively work with diverse landowners, pull funding options together, address local 
municipal requirements, and manage multi-year maintenance needs. Finding enough 
capacity with this skill set is essential for us to meet our goals, but can be difficult as we 
need to expand the outreach work quickly. The Buffer Action Team has had tremendous 
success coordinating event schedules to best reach the volunteer audiences across the 
county and keeping track of match for multi-organization grants associated with those 
events.   

● The Data Management Team has coordinated a comprehensive water quality 
monitoring approach to pull together as many sources of data as possible. The team 
identified gaps in current data in order to focus on getting monitoring in priority areas 
that support all partner organizations. The team is continuing to build upon existing and 
develop additional layers for the Collaborative Mapping Tool so it is accessible to 
multiple audiences. 

● The Stormwater Action Team has maintained a strong focus on synchronizing multiple 
regulatory and planning approaches and requirements – such as land use planning, Act 
167 plans, and hazard mitigation plans – to ensure all efforts complement each other in 
lieu of competing with each other. The team will continue to focus on watershed 
management, municipal education and outreach, along with prioritization of resources.   

  
OPPORTUNITIES FOR SUCCESS 
Continued collaboration with organizations and dedicated individuals throughout Lancaster 
County is our most significant opportunity for successful implementation. Large, watershed-
scale projects in addition to regional collaboration with our county comprehensive plan, 
Places2040, are opportunities where we can grow. In addition to our dedicated Steering 
Committee and multi-sector partner organizations, we are bringing new organizations and 
individuals to the table to increase diversity across our work. 
 
With support from the CAP Implementation Grants in early 2020, we’re getting dollars in the 
ground quickly with the following partner organizations leading the way: 

● James Street Mennonite Church 
● Urban tree planters with Lancaster City 
● Alliance for the Chesapeake Bay  
● Lancaster Farmland Trust 
● David Miller Associates 
● Donegal Trout Unlimited 
● Lancaster County Community Foundation 
● Municipalities like West Hempfield, Salisbury,  

West Lampeter, and Paradise Townships 
● Lancaster County Conservation District 
● Watershed associations 
● LandStudies 
● Woerth It Hollow, LLC 

 
 

 

“I asked myself why we were putting 
stormwater runoff directly into the 
headwaters of a stream. By treating 
that runoff, we would be able to enhance 
the stream, make use of some 
underutilized property and then add 
educational and recreational 
opportunities for township residents to 
enjoy.”  
– Dwayne Steager, West Hempfield 
Township 

http://lancastercleanwaterpartners.com/leadership/
http://lancastercleanwaterpartners.com/leadership/
http://lancastercleanwaterpartners.com/who-we-are/
http://lancastercleanwaterpartners.com/lancaster-countywide-action-plan/
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Multiple funding opportunities have grown or taken shape as a result of the Lancaster CAP 
highlighting Lancaster’s bias towards action. Action requires funding, so the Partners have 
provided shared language for partner organizations to use in grant applications to demonstrate 
our collective approach. These funding opportunities, among others, are examples of ways 
Lancaster groups use funds to get projects on the ground quickly. And they can easily show how 
projects in an application will support the Lancaster CAP.    
 
Funding opportunities include the following: 

● Conservation Excellence Grant 
● EPA/Bay Program 
● Department of Environmental Protection 
● Department of Conservation and Natural Resources 
● 319 Program 
● Local family foundations  
● National Resources Conservation Services  
● Lancaster’s Clean Water Fund with the Lancaster County Community Foundation 
● PENNVEST 
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CHALLENGES 

● Such a large nitrogen and phosphorus reduction goal  
● Limited capacity until February 2020 when the CAP Coordinator Team, a Senior Adviser, 

and Communications and Program Manager started, which gave our implementation 
efforts a boost 

● As we worked to create buy-in for the updated plan and engagement from local 
stakeholders, we did not have the official list of details or status of specific BMPs that 
will go into the state’s tracking tool, FieldDoc.  

○ Action Teams ran into hurdles to confidently update the progress templates 
because we were unaware of the numbers associated with progress already 
made. With a planned spring 2021 release of the tool, we can better address 
this. 

● A global pandemic put all field and in-person work on hold in spring 2020. The ripple 
effects of the shutdown continue, delaying certain aspects of work. 

● A strained state budget raises concerns about the availability of traditional funding 
avenues for conservation work going forward. 

● Historic state funding streams do not reflect the favorable, flexible conditions and 
timelines associated with the CAP Implementation Grants 

● Because each situation, region, and landowner’s needs are different, determining ways 
to engage the non-regulated community can be challenging 

● In 2018-19, the downturn in the agricultural commodity markets and the downright 
collapse of the dairy industry severely hampered landowner willingness and capacity to 
participate in projects and programs.   

● Extreme weather events impact project sustainability and budgets that did not account 
for multiple 100-year storm events 

● Dam removals with no restoration work and dam breaches that contribute hundreds of 
thousands of pounds of unplanned sediment to our creeks 

 
Resource Gaps 
The largest resource gap is funding and exists across the priority initiatives outlined in the 
templates. At the on-the-ground implementation level, the gaps show up in various ways: 
administrative time for overall implementation, grant management at a countywide level for 
multiple organizations, equipment, maintenance, and policy/programmatic management.   
 
Schedules and Timelines  
With the COVID-19 outbreak in March 2020, field work and project implementation were put on 
hold or had drastically shifted schedules and timelines. When the CAP Coordinator Team started 
in February 2020, we took time to establish processes and systems. CAP Implementation Grant 
dollars were allotted in early 2020, and projects will be complete by July 2021.   
 
Policy and/or Programmatic Hurdles  
A big part of our local plan’s success depends on the fertilizer bill passing. Due to COVID-19, 
state-level funding is a huge threat. In early 2020, we saw a threat to the loss of Keystone Funds 
and expect another budget battle in fall 2020. Additionally, the verification process for BMP 
implementation remains unclear.  
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The Lancaster CAP includes several programmatic or policy recommendations to remove hurdles 
or improve the success of implementation efforts including: 

• Dam removal notification system: Provide the ability to incorporate significant water 
quality improvement projects in conjunction with removals. 

• Long-term funding streams for Act 537 plans and Act 167 plan updates: Help align or 
incorporate water quality components related to local stream health and Lancaster CAP 
efforts. 

• Statewide academic assessment of monitoring protocols: Alignment of parameters, 
equipment, processes, etc. to ensure we are measuring apples-to-apples across sectors 
and areas. 

• Watershed permitting: Flexibility in permitting approaches removes consistent hurdle 
for implementation of projects. 
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PLAN SUMMARY 

Priority Initiatives 
 
Agriculture: The agricultural sector will be a key driving factor for significant BMP 
implementation and long-term success of pollutant reductions. Implementation of agricultural 
sector BMPs is captured by this initiative. The Agriculture Priority Initiative will be managed by 
the Agriculture Action Team. 
 
Focus Areas 

• Conservation plan and/or agriculture-related BMP reductions captured across platforms 
into PracticeKeeper 

• Eliminate the need for winter spreading 
• Explore digesters/manure treatment technologies at a variety of scales, learning from 

the current success models as well as research done previously 
• Work in priority areas for contiguous projects that will improve local water quality and 

promote economic stability for the farmers 
• Promote and assist with implementation of agricultural compliance, soil health, nutrient 

management, and manure management BMPs 
• Education and outreach focused in flood control public health benefits, herd health, 

building legacy options for families, economics, and achieving compliance (including 
engagement and outreach activities with the plain sect community)  

 
Proposed BMPs 

• Proposed BMPs (Agriculture Compliance) 
o Soil Conservation and Water Quality Plans (200,000 total acres) 

 Plans are a combination of agronomic, management and engineered 
practices that protect and improve soil productivity and water quality, 
and to prevent deterioration of natural resources on all or part of a 
farm. Plans must meet technical standards.  

o Barnyard Runoff Controls (100 new acres) 
 This includes practices such as roof runoff control, diversion of clean 

water from entering the barnyard and control of runoff from barnyard 
areas.   

• Proposed BMPs (Soil Health) 
o High Residue Tillage Management (110,000 acres/year) 

 A conservation tillage routine that involves the planting, growing and 
harvesting of crops with minimal disturbance to the soil in an effort to 
maintain at least 60 percent crop residue coverage immediately after 
planting each crop. 

o Conservation Tillage Management (80,000 acres/year) 
 A conservation tillage routine that involves the planting, growing and 

harvesting of crops with minimal disturbance to the soil in an effort to 
maintain 30 to 59 percent crop residue coverage immediately after 
planting each crop. 

o Traditional Cover Crops (2,500 acres/year) 
 A short-term crop grown after the main cropping season to reduce 

nutrient losses to ground and surface water by sequestering nutrients. 
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This type of cover crop may not receive nutrients in the fall, and may not 
be harvested in the spring. 

o Traditional Cover Crops with Fall Nutrients (100,000 acres/year) 
 A short-term crop grown after the main cropping season to reduce 

nutrient losses to ground and surface water by sequestering nutrients. 
This type of cover crop is planted upon cropland where manure is 
applied following the harvest of a summer crop and prior to cover crop 
planting. The crop may not be harvested in the spring. 

o Commodity Cover Crops (11,000 acres/year) 
 A winter cereal crop planted for harvest in the spring which does not 

receive nutrient applications in the fall. Any winter cereal crop which did 
receive applications in the fall is not eligible for nutrient reductions. 

o Prescribed Grazing (10,000 total acres) 
 This practice utilizes a range of pasture management and grazing 

techniques to improve the quality and quantity of the forages grown on 
pastures and reduce the impact of animal travel lanes, animal 
concentration areas or other degraded areas.  

• Proposed BMPs (Expanded Nutrient Management) 
o Core Nitrogen Nutrient Management (150,000 acres) 

 Applications of nitrogen are made in accordance with certain elements 
as applicable (e.g. land-grant university recommendations, spreader 
calibration, manure analysis, etc.) 

o Core Phosphorus Nutrient Management (150,000 acres) 
 Applications of phosphorus are made in accordance with certain 

elements as applicable (e.g. land-grant university recommendations, 
spreader calibration, manure analysis, etc.) 

o Nutrient Management-Nitrogen Rate (6,661 acres) 
 Applications of nitrogen are made in accordance to all elements of the 

Nitrogen Core practice and an additional element from a list of options 
(e.g. Nitrogen applications are made using variable rate goals) 

o Nutrient Management-Phosphorus Rate (6,661 acres) 
 Applications of phosphorus are made in accordance to all elements of 

the Phosphorus Core practice and an additional element from a list of 
options (e.g. Phosphorus applications are made using variable rate 
goals) 

o Nutrient Management-Nitrogen Placement (6,661 acres) 
 Applications of nitrogen are made in accordance to all elements of the 

Nitrogen Core practice and an additional element from a list of options 
(e.g. Applications of inorganic nitrogen are injected into the subsurface 
or incorporated into the soil) 

o Nutrient Management-Phosphorus Placement (6,661 acres) 
 Applications of phosphorus are made in accordance to all elements of 

the Phosphorus Core practice and an additional element from a list of 
options (e.g. Applications of inorganic phosphorus are injected into the 
subsurface or incorporated into the soil) 

o Nutrient Management-Nitrogen Timing (6,661 acres) 



Lancaster Countywide Action Plan, 2020 Annual Report | page 10 
 

 Applications of nitrogen are made in accordance to all elements of the 
Nitrogen Core practice, and are split across the growing season into 
multiple applications 

o Nutrient Management-Phosphorus Timing (6,661 acres) 
 Applications of phosphorus are made in accordance to all elements of 

the Phosphorus Core practice, and are split across the growing season 
into multiple applications 

• Proposed BMPs (Manure) 
o Manure Storage Facilities (100,000 New Animal Units (AUs)) 

 Any structure designed for collection, transfer and storage of manures 
and associated wastes generated from the confined portion of animal 
operations and complies with NRCS 313 (Waste Storage Facility) or NRCS 
359 (Waste Treatment Lagoon) practice standards. 

o Manure Incorporation (10,000 acres) 
 Manure is incorporated into the soil within a certain timeframe after 

application, and is dependent on level of soil disturbance (high vs. low). 
• Proposed BMPs (Integrated System for Elimination of Excess) 

o Manure Transport out of Lancaster County (150,000 dry tons/year) 
 Transport of excess manure in or out of a county. Manure may be of any 

type—poultry, dairy, or any of the animal categories. Transport should 
only be reported for county to county transport. 

o Manure Treatment Technologies (20,000 tons/year) 
 Thermochemical conversion (TCC) processes involving either 

combustion, gasification, and/or pyrolysis for livestock or poultry 
manure. 

• Proposed BMPs (Agriculture Riparian Zone) 
o Grass Buffer with Streamside Exclusion Fencing (2,500 new acres) 

 Linear strips of grass or other non-woody vegetation with fencing 
installed to prevent livestock from grazing and trampling the buffer or 
entering the stream and is maintained to help filter nutrients, sediment 
and other pollutants from runoff. The recommended buffer width for 
buffers is 100 feet, with a 35 feet minimum width required. 

 
Implementation Considerations 

• Challenges 
o Farmer buy-in or resistance (cultural shifts necessary) 
o BMP implementation funding 
o Conservation Plan capture and long-term verification processes 
o Over 2,000 farms requiring conservation plans 
o Increase in extreme weather events 
o Limited technical staff resources 
o Shifts from dairy farming to other focus 

• Opportunities for Success 
o One-on-one farmer engagements  
o Available acreage for increased cover crops, no-till/conservation tillage, and 

riparian buffers in agricultural areas  
o Manure digester technology advancements 
o Develop a local incentive program(s) 
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o Improved manure transport reporting 
o Balance the need for no-till along with increased organic production practices 

• Resources for Implementation 
o Conservation District staff 
o Lancaster Farmland Trust 
o NRCS staff 
o Penn State Extension 
o Penn State Agriculture and Environment Center 
o Private consultants (TeamAg, Red Barn, etc.) 
o Non-profit partners (Alliance for the Chesapeake Bay, Lancaster Farmland Trust, 

Stroud, No Till Alliance, Ag Council, etc.) 
o State and federal agencies (PA Dept. of Agriculture, USDA, EPA, etc.) 

 
 Stormwater: Lancaster County includes urban/suburban, rural, forested, industrial/commercial, 
and open spaces not related to agricultural operations. Implementation of non-agricultural 
sector or non-agricultural related operations BMPs is captured by this initiative. Municipalities 
with issued MS4 permits are required to implement BMPs with the intent to reduce nutrients 
and sediment in their jurisdictions. These efforts are captured by the Lancaster CAP to help 
ensure total reductions are tracked and reduce the potential of duplicative efforts. The 
Stormwater Priority Initiative will be managed by the Stormwater Action Team, which 
empowers municipalities to address stormwater through cost-effective and locally relevant 
practices, including management and considerations related to watershed management 
(Watersheds Action Team), land use, and stream restoration. 
 
Focus Areas 

• Urbanized Areas (MS4 municipalities), impaired streams, and watersheds/catchments 
• Alternative stormwater BMP implementation approaches 
• Act 167 and Act 537 planning, funding, and related considerations  
• State agency (e.g. PennDOT) and legislator outreach and coordination 
• Model ordinances as it relates to water resources, land use, etc.  
• Watershed/catchment prioritization  
• Stream de-listing strategies 
• Growth management (including integrated water resource planning) 
• Natural lands and open space preservation and conservation  
• Conservation landscaping 
• Education and outreach with municipalities, local consultants, and the general public  

 
Proposed BMPs 

• Proposed BMPs (Riparian Zone) 
o Forest Buffer (211.31 new acres) 

 Linear wooded areas that help filter nutrients, sediments and other 
pollutants from runoff as well as remove nutrients from groundwater. 
The recommended buffer width is 100 feet, with a 35 feet minimum 
width required. 

• Proposed BMPs (Urban Tree Canopy) 
o MS4 Urban Tree Canopy (50 new acres) 

 Includes trees over roads and non-road impervious surfaces such as 
buildings and parking lots; and includes trees within 30’-80’ of non-road 
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impervious surfaces where the understory is assumed to be turf grass or 
otherwise altered through compaction, removal of surface organic 
material and/or fertilization. 

• Proposed BMPs (Forest, Farm, and Natural Areas Conservation) 
o Land Retirement to Ag Open Space (500 acres) 

 Converts land area to hay without nutrients. Agricultural land retirement 
takes marginal and highly erosive cropland out of production by planting 
permanent vegetative cover such as shrubs, grasses and/or trees. 

• Proposed BMPs (Stream and Wetland Restoration) 
o Urban Stream Restoration (29,146 new linear feet) 

 Refers to any Natural Channel Design (NCD), Regenerative Stream 
Channel (RSC), Legacy Sediment Removal (LSR), or other restoration 
project in an urban/suburban environment that meets the qualifying 
conditions for credits, including environmental limitations and stream 
functional improvements. 

o Non-urban Stream Restoration (63,900 new linear feet) 
 Refers to any Natural Channel Design (NCD), Regenerative Stream 

Channel (RSC), Legacy Sediment Removal (LSR), or other restoration 
project in non-urban/suburban environments that meets the qualifying 
conditions for credits, including environmental limitations and stream 
functional improvements. 

o Wetland Restoration (52 acres) 
 The manipulation of the physical, chemical, or biological characteristics 

of a site with the goal of returning natural/historic functions to a former 
wetland. 

• Proposed BMPs (Control Measures for Illicit Discharges) 
o Advanced Grey Infrastructure for IDD&E Control (23,772 acres treated) 

 Illicit discharge detection and elimination credits are only available to 
localities that show empirical monitoring for each eligible individual 
discharge. 

• Proposed BMPs (Industrial Stormwater) 
o Impervious Surface Reduction (50 acres) 

 Reducing impervious surfaces to promote infiltration and percolation of 
storm water runoff. 

• Proposed BMPs (Fertilizer Legislation) 
o Urban Nutrient Management (10,577 acres) 

 The proper management of major nutrients for turf and landscape 
plants on a property to best protect water quality. 

• Proposed BMPs (Street Sweeping) 
o Street Sweeping (155 acres treated) 

 Street cleaning practices through mechanical broom technology, 
vacuum assisted sweepers, regenerative air sweepers, or an advanced 
technology demonstrating greater abilities to remove solids and finer 
particles from street surfaces. 

• Proposed BMPs (Stormwater Control Measures) 
o Wet Ponds and Wetlands (290 acres treated) 

 A water impoundment structure that intercepts stormwater runoff then 
releases it to an open water system at a specified flow rate.  These 
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structures retain a permanent pool and usually have retention times 
sufficient to allow settlement of some portion of the intercepted 
sediments and attached nutrients/toxics.  There is little or no vegetation 
living within the pooled area. Outfalls are not directed through 
vegetated areas prior to open water release. 

o Stormwater Performance Standards-Runoff Reduction (892.44 acres treated) 
 The total post-development runoff volume that is reduced through 

canopy interception, soil amendments, evaporation, rainfall harvesting, 
engineered infiltration, extended filtration or evapo-transpiration. 

o Stormwater Performance Standards-Stormwater Treatment (118.34 acres 
treated) 
 Stormwater practices applied to post-development run-off that employ a 

permanent pool, constructed wetlands or sand filters. 
o Bioretention/Raingardens (202 acres treated) 

 An excavated pit backfilled with engineered media, topsoil, mulch, and 
vegetation.  These are planting areas installed in shallow basins in which 
the storm water runoff is temporarily ponded and then treated by 
filtering through the bed components, and through biological and 
biochemical reactions within the soil matrix and around the root zones 
of the plants. 

o Bioswale (1998.50 acres treated) 
 Channels designed to concentrate and convey stormwater runoff while 

removing debris and pollution. Bioswales can also be beneficial in 
recharging groundwater. 

o Vegetated Open Channels (384 acres treated) 
 Open channels are practices that convey stormwater runoff and provide 

treatment as the water is conveyed.  Runoff passes through either 
vegetation in the channel, subsoil matrix, and/or is infiltrated into the 
underlying soils. 

o Filtering Practices (610.10 acres treated) 
 Practices that capture and temporarily store runoff and pass it through a 

filter bed of either sand or an organic media.  There are various sand 
filter designs, such as above ground, below ground, perimeter, etc.  An 
organic media filter uses another medium besides sand to enhance 
pollutant removal for many compounds due to the increased cation 
exchange capacity achieved by increasing the organic matter. 

o Filter Strip Runoff Reduction (10 acres treated) 
 Practices that capture and temporarily store runoff and pass it through a 

filter bed of either sand or an organic media. 
o Storm Drain Cleanout (29,610 lbs. sediment/annual) 

 Mechanical (or similar) removal of collected sediment and debris in 
storm sewer systems 

o Dry Ponds (312 acres treated) 
 Dry ponds control peak flows of runoff, help improve water quality and 

lessen the effects of erosion. Between rain events, a dry pond looks like a 
large, grassy low area. When it rains, the pond fills with water. They 
hold water for 48-72 hours to allow sediment and pollutants to settle 
out. 
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o Infiltration Practices (70 acres treated) 
 Infiltration practices utilize porous materials to facilitate infiltration of 

stormwater into soils. 
o Dry Extended Detention Ponds/Basin (301.79 acres treated) 

 Dry Detention Ponds are depressions or basins created by excavation or 
berm construction that temporarily store runoff and release it slowly via 
surface flow or groundwater infiltration following storms. 

o Infiltration Basin (18.60 acres treated) 
 A depression to form an infiltration basin where sediment is trapped and 

water infiltrates the soil.  A sand layer and vegetation is required. No 
underdrains are associated with infiltration basins and trenches, 
because by definition these systems provide complete infiltration. 

o Hydrodynamic Structures (74.10 acres treated) 
 Hydrodynamic Structures are devices designed to improve quality of 

stormwater using features such as swirl concentrators, grit chambers, oil 
barriers, baffles, micropools, and absorbent pads that are designed to 
remove sediments, nutrients, metals, organic chemicals, or oil and 
grease from urban runoff. 

o Permeable Pavement (0.89 acres treated) 
 Pavement or pavers that reduce runoff volume and treat water quality 

through both infiltration and filtration mechanisms. 
• Proposed BMPs (Septic Systems) 

o Septic Connections (3,000 systems) 
 This is when septic systems get converted to public sewer and are 

connected to a wastewater treatment plant. 
o Septic Pumpout (10,000 systems) 

 Septic systems achieve nutrient reductions through several types of 
management practices, including frequent maintenance and pumping.  
On average, septic tanks need to be pumped once every three to five 
years to maintain effectiveness.  The pumping of septic tanks is one of 
several measures that can be implemented to protect soil absorption 
systems from failure. 

• Proposed BMPs (Other) 
o Erosion and Sediment Control-Level 2 (500 acres) 

 Includes ESC practices implemented under historical performance 
standards from approximately 2000 or before. 

o Dirt and Gravel Roads (158,000 feet) 
 Reduce the amount of sediment runoff from dirt and gravel roads 

through the use of driving surface aggregates (DSA) such as durable and 
erosion resistant road surface and through the use of additional 
Drainage Outlets (creating new outlets in ditchline to reduce channelized 
flow). 

 
Implementation Considerations 

• Challenges 
o General public buy-in or resistance  
o Municipal buy-in or resistance  
o BMP implementation and maintenance funding  
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o Local landowner willingness to participate (private land BMP implementation) 
o Resources for long-term verification processes 
o Project capture and reporting (FieldDoc) 
o Programmatic consistency  
o Permit specifics 
o Expense per pound for gray infrastructure upgrades 

• Opportunities for Success 
o New and innovative stormwater management approaches that achieve both 

economic development improvements and protect local natural resources 
o Update Lancaster County Act 167 Plan(s) that also includes compatibility or 

consistency with the Bay Model and/or water quality considerations 
o Integrated planning approaches for better growth management, capital 

improvements, source water protection, etc.  
o Combine considerations for aquifer protection, source water protection, and 

sinkhole remediation along with economic development opportunities, 
transportation initiatives, and agricultural preservation for a more fully 
integrated approach 

o Regional MS4/watershed-based permitting and/or collaboration 
o Identification of BMPs that may not traditionally receive credit for NPS 

reductions (or may not be captured for reductions) including from hazard 
mitigation plans, municipal capital improvement plans, and similar  

o Local Engineers roundtable discussions 
o Stream restoration approaches tied to dam removals 
o Contiguous projects in priority watersheds 
o Projects incorporating floodplain restoration, in-stream habitat restoration, and 

wetland restoration that not only provides NPS reductions; but also provides 
improved flooding conditions, stream uses attainment, and other related 
benefits  

o Preserve, conserve, and restore natural resources and open space 
• Resources for Implementation 

o Local environmental and engineering experts, groups, and consultants  
o Lancaster Clean Water Consortium (LCCWC) 
o Watershed groups  
o NFWF, Growing Greener, etc. funding streams  
o Local agencies and governments (LCPC, townships, LCCD, etc.) 
o State and federal agencies (SRBC, DCNR, PAFBC, etc.) 
o Academic supported entities (WSI, Academy of Natural Science, etc.) 
o Non-profit partners (Stroud, Alliance for the Chesapeake Bay, Center for 

Watershed Protection, etc.) 
o Penn State Agriculture and Environment Center  
o Developers and the business community 
o Engaged and receptive landowners  

 
Riparian Buffers: The Riparian Buffers Priority Initiative will be managed by the Buffer Action 
Team, which implements new and maintains existing buffers and documents progress towards 
the county’s 6,000 acre goal. 
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Focus Areas  
• Creation of a Lancaster County buffer maintenance program  
• Model ordinance language or modifications to require buffers in new development and 

re-development projects. 
• Prioritize specific watersheds and headwaters for BMP implementation (along with 

agricultural areas). 
• Education and outreach communicating the benefits, successes, lessons learned, 

maintenance requirements, and similar considerations for buffers in general.  
 
Proposed BMPs 

• Proposed BMPs (Agriculture Riparian Zone) 
o Forest Buffer (6,000 new acres) 

 Linear wooded areas that help filter nutrients, sediments and other 
pollutants from runoff as well as remove nutrients from groundwater. 
The recommended buffer width is 100 feet, with a 35 feet minimum 
width required. 

o Forest Buffer - Narrow (100 new acres) 
 Linear strips of wooded areas maintained on agricultural land between 

the edge of fields and streams, rivers or tidal waters that help filter 
nutrients, sediment and other pollutants from runoff. Narrow forest 
buffer strips are between 10 and 35 feet in width. 

 
Implementation Considerations 

• Challenges 
o Public buy-in and extent of local landowner willingness to participate. 
o Not enough boots on the ground for outreach and maintenance 
o BMP implementation funding 
o Culturally appropriate outreach to the plain sect community  

• Opportunities for Success 
o Buy-in for buffers on all public and semi-public lands 
o Tie incentives with buffer implementation and maintenance. 
o A growing emphasis on buffers from multiple funding sources 
o We have a strong Buffer Action Team of local partners organizations 
o Care establishment program 
o Demonstration projects in every municipality in the county  
o CBF’s K10 campaign  

• Resources for Implementation 
o Non-profit partners (Alliance for the Chesapeake Bay, Chesapeake Bay 

Foundation, Stroud, Lancaster Farmland Trust, etc.) 
o Conservancy partners (Chesapeake Conservancy, Lancaster County 

Conservancy, etc.) 
o Penn State Agriculture and Environment Center 
o Local and state agencies (Lancaster County Conservation District, DCNR, etc.) 
o Groundwater and sourcewater collaboratives 
o Lancaster Clean Water Consortium (LCCWC) 
o Municipal partners 
o Extensive and compassionate volunteers  
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Data Management and Monitoring: The Data Management and Monitoring Priority Initiative 
will be managed by the Data Management Action Team, which works to develop a shared 
measurement system that has access for multiple sources of data. A current focus area has been 
assembling water quality monitoring and planning data and information from multiple agencies, 
in both tabular and spatial formats. 
 
Focus Areas 

• Establish a central location (or complementary systems) for conservation plans, 
restoration project permits, grant applications, etc.  

• Create better documentation system of currently implemented practices. 
• Increase in-stream water quality monitoring to establish baselines, and identify the best 

tools needed to achieve the goals and to measure progress/success. 
 
There are no BMPs for implementation captured by this initiative. 
 
Implementation Considerations 

• Challenges 
o Funding for equipment, analyses, staff support, equipment maintenance, etc. 
o Not all partners, agencies, etc. are ready or allowed to share data 

• Opportunities for Success 
o Central system for tracking manure transport 
o Alignment of multiple platforms where data can transfer (FieldDoc, 

Collaborative Mapping Tool, PracticeKeeper, consultant GIS databases, etc.) 
o Aligned data management structures centered around watershed and 

catchment units 
• Resources for Implementation 

o Existing databases (SRBC portal, PADEP, local (e.g. CSDatum), etc.) 
o PSU-NFWF macro sampling teams 
o Volunteer sampling (WQVC) 
o Local agency/government sampling 
o County GIS resources and staff 
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Appendix  

• Organizational chart
• Action Team one-pager
• Common Agenda
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BIAS 
TOWARDS 
ACTION

Action Teams combine local experts and 
partner organizations to tackle the county’s 
priorities for clean water. 

LANCASTER CLEAN WATER PARTNERS ACTION TEAMS

DO YOU OPERATE WITH A BIAS TOWARDS ACTION?

Join a team! LancasterCleanWaterPartners.com/action-teams 



The Agriculture Action Team develops and implements 
strategies for accelerating conservation on county farms to 
achieve baseline compliance and beyond.

Meetings scheduled as needed. 

The Buffer Action Team focuses on the county’s objective of 
6,000 new acres of riparian forest buffer by 2025. The team 
works on issues of capacity, funding, public awareness, and 
other barriers to accomplishing this goal.

Third Friday every other month from 9 – 11 a.m. 

The Data Management Action Team monitors, coordinates, 
and organizes data to produce a shared measurement system 
that supports the Partners’ decisions and promotes public 
awareness of clean water goals.

First Monday of every month from 3 – 4:30 p.m.

The Stormwater Action Team empowers municipalities to 
address stormwater through cost-effective and locally relevant 
practices.

Meetings scheduled as needed. 

The Watershed Action Team develops tools and resources 
to facilitate and support collaborative watershed-based 
restoration efforts in Lancaster County. 

First Friday of every other month from 10 – 11:30 a.m.

ACTION TEAMS

The Communications Action Team creates and deploys 
consistent messaging to empower all partners to tell the story 
of clean water using common talking points.

Meetings scheduled as needed.

Contact Emily with questions: esmedley@lancastercleanwaterpartners.com

The Partners’ Common Agenda acts as the foundation to ensure all teams 
are moving in the same direction – and the bias towards action results in 
clean and clear water. 



COMMON AGENDA
OUR PATH TO CLEAN AND CLEAR STREAMS BY 2040
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Lancaster County streams have the 
highest amount of nitrogen, phosphorus, 
and sediment in monitored areas of 
the Chesapeake Bay Watershed. With 
a mixture of rural, suburban, and city 
landscapes, the source for water pollution 
is broad – but so is the opportunity for 
conservation and restoration.

More than half of Lancaster County’s 
1,400 miles of streams are impaired.

Build and sustain a local multi-sector 
collaboration, supported by a strong 
backbone organization, to advance 
a community-led Common Agenda 
toward a shared result.

THE SOLUTION

The Lancaster Clean Water Partners brings together a diverse group of partner 
organizations – local leaders in business, municipal public service, higher education, 
conservation planning, and non-profit management – with a shared vision of clean 
and clear water in Lancaster County by 2040. 

Our shared mission is to rapidly accelerate and expand the ability of the partner 
organizations to restore and sustain healthy Lancaster County waterways.

The Common Agenda outlines how we’ll get there.

THE PROBLEM

Photo: Will Parson, Chesapeake Bay Program



• Sustainable restoration of priority streams through regional 
collaboration and watershed approaches

• Use of data to consistently track progress, drive decision-
making, and foster collaboration

• Acquisition of realistic, adequate funding for well-
coordinated, common sense solutions

• Scaled use of sustainable, proven and promising practices 
(BMPs) at adequate levels for rapid success with the 
Lancaster Countywide Action Plan 

• Achieve policy and process changes that facilitate the 
needs of Lancaster County efforts

• Deploying an active communication plan to raise 
awareness that leads to behavioral change

PRIORITIES

STRATEGIES

“The demand for clean water brings many different people to the table. We facilitate 
this collaborative effort with experts and community members to improve the health 
of our local streams to make Lancaster a better place to live and work.”

• Through a backbone organization with strong, local 
leadership mobilize a collaborative, broad, and diverse 
partnership

• Leverage Lancaster County’s role in the Chesapeake Bay 
watershed to acquire adequate, sustained resources

• Share monitoring data on a common platform available 
to partners to prioritize resources and assess BMP 
effectiveness

• Implement an effective, equitable communications plan to 
educate and empower partners and all County residents to 
take action

• Focus on development and installation of BMPs with 
highest ROI and greatest potential for achieving clean and 
clear water

• Work directly with state and federal agencies to make 
adjustments to policies and processes needed for the CAP 
Lancaster Countywide Action Plan

• Engage the business community to support the Partners 
by adopting internal policies and providing financial 
support

Allyson Gibson, Coordinator

Photo: Will Parson, Chesapeake Bay Program

Photo: Michelle Johnsen Photography



• BMPs in place for 7.14 million pounds of nitrogen reduced
by 2025

• BMPs in place for 540,000 pounds of phosphorus reduced
by 2025

• BMPs in place for 222.7 million pounds of sediment
reduced by 2025

• Net reduction of impaired streams to 350 miles by 2030
• 75% of adult county residents familiar with the issue,

supportive, and actively engaged personally

PROGRESS INDICATORS

STATUS OF EACH PROGRESS INDICATOR
www.lancastercleanwaterpartners.com/common-agenda

We believe equal access to justice and clean 
water are human rights. Our vision of clean and 
clear waterways means healthy local streams 
for all Lancastarians, but particularly those that 
have historically had unequal access to it.

Our collaborative work is intended to amplify 
the diverse voices in our community demanding 
environmental and social equality. 

Without justice a community’s thirst cannot be 
satisfied. Without clean water our community 
will not thrive. Both require constant 
commitment and renewal of purpose.

Shared Value to Diversity, Equity, Inclusion, and Justice

READ MORE ABOUT OUR SHARED VALUES
https://rb.gy/vuat9e

CONTACT US
LancasterCleanWaterPartners.com
Facebook: @LancasterCleanWaterPartners

Photo: Michelle Johnsen Photography



READ MORE ABOUT OUR SHARED VALUES
https://rb.gy/vuat9e
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