Chapter Five
Implementation: 

Making Your Greenway a Realty 
Once you've decided on the nature and approximate location of your proposed greenway, it is time to determine the most effective means of making it happen on the ground.  The steps in this process will vary significantly among greenway projects and will be shaped by the particular circumstances and individuals associated with your initiative.  Implementing a greenway means  protecting and connecting the resources within the proposed corridor and obtaining the funds required to do so.  These seemingly straightforward tasks can become complex when the variety of resources and alternatives for protecting them are considered in the context of private property rights and political realities.  To keep your efforts on track, it is helpful to first chart your course of action.  As you develop your strategy, remember that implementing a greenway is very much a public process that requires the involvement and continued support of citizens and community leaders.  

 
This chapter outlines some of the basic steps in the implementation process.  It is meant to generate ideas and to provide the information you'll need to get started.  Think of these guidelines as a framework you can modify to develop the most effective implementation strategy for your greenway.  Every situation is different, so think creatively, remain flexible, and be patient. 

Developing Your Implementation Strategy 
Targeting a Pilot Project

One of the first steps in the implementation process is to decide which stretch(es) of the proposed corridor to target first.  This is particularly helpful if you are working on a large greenway project.  If you consider your greenway in sections, implementation then becomes a series of smaller projects that occur in a particular order, with each step bringing you closer to achieving your overall greenway goals.  There are a several advantages to this approach.  Focusing on "do-able" projects makes implementation more tangible and prevents those involved from being overwhelmed by the prospect of attempting to protect the entire corridor at once.  In addition, completing smaller projects enables you to measure and publicize your successes.  These milestones are inspiring not only for greenway advocates, but for the uninitiated as well.  Pilot projects become living proof that creating a greenway is possible, and they illustrate the benefits it will provide. 

Your priority goals and objectives, resource maps, and inventory data will help you target pilot projects.  Your initial effort should be feasible, visible, and clearly illustrate the positive impacts and potential of greenways.  Other factors such as threats, feasibility, and popularity must also be taken into consideration.  If, for example, an important area is facing imminent degradation, it may be wise to begin there even if it is not the most critical section of the greenway.  Similarly, if securing the most important area is simply not possible at this point in time, it may be in your best interest to hold off on pursuing it.  Finally, it is always a good idea to kick off your initiative with a project that is both manageable and popular.  The less opposition you encounter early on, the more successful you will be in implementing the greenway project and promoting its benefits.  

 
As you identify areas to target, begin to formulate an overall game plan into which these pilot projects fit.  This will provide a context for the smaller activities 

and will prevent you from losing sight of the big picture.  Your general framework, along with the specifics of the pilot projects, will become the basis for a detailed implementation strategy.

Tools for Implementation

Once you've targeted one or two pilot areas, consider how best to secure them.  First, you'll need to look at the area parcel by parcel to determine current use and ownership, level of protection (if any), and how the resources are dispersed relative to property boundaries.  This information will suggest what kind of protection and access you will need for each parcel in order to achieve your project.  Additional factors to consider in choosing the most appropriate land and resource protection methods are what you intend to accomplish, the degree of control that will be needed over a particular parcel, potential future use(s), development threats, available funding, and the needs and wishes of the landowner(s), which will play a critical role in determining how and when to proceed.  To keep track of all these factors, it is helpful to develop a matrix or table which includes the parcels under consideration and the relevant factors for each.

When it comes to strategizing about land protection techniques, the first method that often comes to mind is outright or fee simple purchase.  Given today's market and the many parcels and landowners often involved in greenway projects, this is rarely a feasible option for the entire corridor.  Securing a greenway usually requires a variety of land protection and conservation tools, which can range from informal agreements made at will to legally binding restrictions recorded at the Registry of Deeds.  These include securing easements, obtaining conservation restrictions, negotiating public access, soliciting donations of land, working with land trusts, participating in statewide conservation programs, and adopting certain zoning regulations (such as creation of a greenway overlay district).  All of these techniques are voluntary and with the exception of regulations can be applied on a case-by-case basis.  This variety allows for a great deal of flexibility and enables you to tailor protection strategies to specific parcels or sections of your greenway.  

Land trusts and other nonprofit conservation organizations can play an invaluable role in helping your group develop and implement an effective protection strategy.  Many land trusts have extensive experience in landowner negotiations and are familiar with the tax benefits often associated with bargain sales and donating land or easements.   They can also help answer landowners' questions about the variety of conservation options available, and assist in drafting easements and other essential documents.  See Appendix E for a discussion of voluntary land and resource protection techniques; Appendix C contains a list of land trusts in Massachusetts. 

As you work toward securing particular sections of your greenway, remember that no one technique will provide all the answers.  Most likely you will need to utilize several land protection tools in concert to achieve your specific conservation and recreation objectives.  Think creatively and try combining various elements from different protection methods to create strategies tailored to your greenway project.  However, if you intend to use unproven techniques, it is wise to verify their legality with an attorney before proceeding.  

Developing an Implementation Strategy

The essence of an implementation strategy is determining which land protection techniques will be most effective for each section of the greenway, and then deciding when and how to proceed.  It is important to make these decisions for the entire corridor and to commit them to writing.  This written strategy should include a fairly detailed description of what you hope to achieve and how you plan to achieve it at both the parcel and the corridor levels.  Estimates of the funds necessary to carry out these tasks should also be included.  A good map of your greenway is another critical element of the implementation strategy.  At the very least it should show the general location of the overall greenway in the context of the larger landscape.  A more detailed map may highlight your proposed pilot project(s), areas already protected, important resources, critical parcels, and areas you intend to link together.  This map will become one of the basic tools for presenting your project vision and goals.   Again, you will have to use your judgement on the level of detail you feel is appropriate for different audiences at different points in the process.  

 
There are several benefits to writing a brief implementation plan.   A written strategy will guide your efforts, help keep your group focused, and enable you to make sure tasks are carried out as planned.  In addition, the strategy document can be used to publicize your initiative and to leverage funding from both public and private sources.  Segments of the text can also be used for brochures, press releases, and grant proposals.  Regardless of how you decide to use your written strategy, bear in mind that although written, it is by no means set in stone.  If it is truly representative of your efforts, it will continue to evolve as opportunities and problems become apparent throughout the process.   

 
As you develop your strategy, remember that others have traveled the same path before you.  If you aren't sure if something will work, contact fellow greenway advocates to see if they've ever tried it.  Working with other groups and learning from their experiences will increase your effectiveness, save time and money, and enable you to do the best job possible.  See Appendix F for a brief description of greenway projects in Massachusetts supported through DEM's Greenways and Trails Demonstration Grants program. 

Working With Landowners

It is wise to begin a dialogue with the owners of properties you hope to include in your greenway as soon as you are confident in your greenway plan.   It is helpful to start with the easiest and most accessible properties first.  These might include existing parks and protected open spaces, tracts owned by conservation organizations, and parcels owned by supportive landowners.  Securing these "easy" parcels first will enable you to get success stories on the map right away at little or no cost.  The tools for incorporating these properties in your greenway may also differ from those you'll need for more difficult properties; including a town park, for example, may involve more of a formal endorsement than actual negotiation.  Alternately, discussions with supportive landowners may entail working out mutually-beneficial financial arrangements addressing concerns over landowner liability.  Finally, it may be necessary to fine tune existing restrictions and access policies on certain protected properties to ensure their consistency with your greenway goals and objectives.  Regardless of the specific details involved, these initial parcels will become the cornerstones that you can build on and link together as you work to protect the entire greenway.  

After an initial effort to protect these low-cost or "easy" parcels, you will need to start negotiating with individual property owners who may or may not be interested in your greenway initiative.  Approaching these people early in the process is important.  It is critical, however, to be prepared and well-informed.  When contacting landowners, treat them with respect and make every effort to incorporate them in the process.  If they begin to feel some ownership of the greenway project, and believe that they are an integral part of its success, they may be more willing to negotiate.  It is often helpful to enlist a landowner supportive of the greenway to accompany you in meeting with his or her neighbors.  The first landowner may inspire the second by describing the benefits that motivated him or her to participate.  If you run into opposition, remember that private property rights are highly respected and guarded in the United States, and that we have little experience with common landownership or greenbelts as are found in England and other European countries.  Asking people to forfeit or share some of these rights can be quite threatening.  It is essential to recognize this at the beginning, respect landowners' concerns, and make it clear that you are not there to condemn their land or to force a deal.  A frank approach will help you build trust and enable you to begin discussions from a point of mutual understanding. 

BOX:  Keys to Successful Greenway Implementation

Be persistent:  An overall goal of any greenway project should be to increase public awareness and appreciation of important resources.  This can only happen over time.  Education, and in some instances changing long-held beliefs and practices, is a long, slow process.  A steady consistent presence and a series of small gains and improvements is necessary.

Build strong local support:  Any greenway project will ultimately come down to the effect on the local property owners.  People from the community or locality will be more successful in accomplishing results and allaying fears and suspicions than someone from outside the locality.  The most beneficial situation is when ideas about the greenway are generated from the locality itself.

Be willing to listen to local concerns and to make modifications as necessary:  Approaching a greenway project with preconceived notions is a prescription for potential controversy and failure.  Flexibility is necessary to respond to the many ideas and concerns generated.

Be up front and in the open:  Suspicion is bred when landowners and residents believe that something has been sprung upon them, especially at the last moment.  Scheduling meetings with municipal officials early in the process is useful.

Be respectful of personal property rights:  Nothing is more important to people than their property.  Plans or ideas which mention a specific use of a private property, without prior approval, should be avoided.

Work along many fronts:  A greenway consists of many interrelated components, such as habitat protection, recreational access, land protection through zoning or easements, clean-ups, restoration, etc.  Working along many fronts allows exposure and visibility to be maintained during times when some components may not be as active.

--Tom Matuszko, Pioneer Valley Planning Commission, 




Westfield River Greenway Plan

END BOX

In addition to being humble, approaching landowners with respect, and attempting to make them feel a part of the initiative, there are several things you can do to help ensure that negotiations proceed as smoothly as possible.  The following list of "tips" is based on the successes and failures of many land protection advocates.   

Do Your Homework
· Learn as much as possible about the property and the people who own 

it.

· Try to find out how particular landowners view their land and what their financial relationship is to it.

· Know what you are asking for and why you are interested in their property.

· Know your bottom line and be prepared to walk away if you can't get it.

· Anticipate questions about condemnation, privacy, liability, tax deductions, and options for selling the land in the future.

· Know what your management plan will say about preventing vandalism 
and about personal liability for injuries that happen while on their property.

· Know who you expect your user group to be (e.g., pedestrians and joggers, bikers, skiers, motorized vehicles, etc.).

· Know how access limitations will be enforced (e.g., stiles, chains, locked gates, etc.).

· Know who will manage the portion of the trail that crosses their land (e.g., volunteers, municipal workers, a land trust, etc.).

· Know what kind of maintenance is planned and how often (i.e., monthly, bi-annual, annual, etc.).

Meeting with a Landowner
· Try to get introduced by a mutual acquaintance.

· Meet at the landowner's house; get to know them and let them get to know you.

· Keep contacts simple, consistent, and straightforward.

· Be honest and be yourself -- people don't give their land to entities, they 
give it to people they trust. 

· Get landowners excited about the project and make them feel special because they own something critical to its success.

· Bring the landowner copies of maps, photographs, and a packet of information to help explain the greenway project.

· Bring a neighbor who has already donated or sold land to help dispel fears and to answer questions.

· Don't pressure landowners -- be flexible, listen to their concerns, and respect their worries.

· Always leave something unfinished so you can keep the process going.

· Be patient.  The sale of an easement can take two years, and when you're assembling a group of easements or parcels ten years isn't unreasonable.

· Be prepared for the landowner to get cold feet.  Planning a celebration right after the closing is sometimes helpful.

· Deals can and do fall through.  Always have in mind another way to achieve your objectives.

As you begin to work with landowners, remember that they are probably a lot like you. Put yourself in their shoes and try to think up questions that you might have.  Brainstorming with your steering committee or participating in role-playing activities are also effective ways to help prepare yourself for these meetings.  If you do your homework, use common sense, and treat property owners with respect you will have the best opportunity for success.  Most people want to be generous to their neighbors and communities.  Your job is to nurture those feelings and to help people feel empowered to act on them.  

Designing and Developing Your Greenway 
Up to this point, implementation has been discussed in terms of securing the land within the corridor.  In addition to land protection, implementing a greenway usually entails designing and developing the corridor to some extent.  As you're working on securing the resources, it is also important to determine the type and intensity of infrastructure that will be needed for each section of your greenway.  These design considerations will reflect the goals and purpose behind establishing the greenway and who you expect the major user groups will be.  Some questions to consider are listed below.

· If pathways are involved, what will their surface be (e.g., wood chips, gravel, packed dirt, etc.)?

· What areas, if any, will be paved?  Will these areas be designed to accommodate wheelchairs?

· Will there be benches, signs, or facilities along the way?

· (  Will trails need to be cut?  If so, what will be the required width and depth of the trail bed and will these requirements vary with terrain and intended use?

· Do you hope to have interpretive signs or services?

· Will any areas require landscaping?

· Will parking areas be provided and which, if any, will be wheelchair-accessible?

· What features can be incorporated to accommodate physically challenged users?

· Has an ecological assessment been done to ensure that proposed

· infrastructure will not negatively impact soil stability or important plants or habitats? 

· What sorts of buffers will be needed to help control erosion and

· sedimentation, to stabilize streambanks, or to provide adequate wildlife habitat?

· Are there any limitations due to slope or other natural features that should be considered in designing trails or other infrastructure?

· How can the greenway best accommodate different modes of travel and recreational use (e.g., bikers, skaters, walkers, etc.)?

Once you decide on the design and type of infrastructure needed, you should next develop a detailed map or plan of the proposed greenway to illustrate what it will look like when complete and to indicate the nature and location of various improvements.   Producing this plan will require a fair amount of cartographic and design skill.  If nobody in your group has that expertise, you may wish to hire a consultant, find a talented volunteer, or enlist the help of one or two interns from a nearby college or university (see Appendix G for sources of interns). If your greenway involves a great deal of construction, grading, paving, or planting, it would be wise to hire a professional engineer and/or landscape architect.  

 
The maps and plans produced during this phase of the project will be quite detailed, showing several specific parcels within the greenway.  The more polished the maps, the easier it is to think of them as the blueprints for implementation.  It is essential, however, to remain flexible and to be ready and willing to adjust the alignment of the greenway in the event that one or two landowners change their minds.  Remember that just because something is drawn in detail doesn't mean you can't change it to accommodate new opportunities or to alleviate problems. 

Keeping Your Initiative in the Public Eye 
It is essential to continue to publicize and popularize your initiative throughout the planning and implementation process.  There are numerous ways to do this, including producing written materials, airing public service announcements, and holding promotional greenway events.   By highlighting the special characteristics of your project and the individuals involved, you can create unique promotional celebrations and guided walks or canoe trips with special guests and/or the local media -- the possibilities are almost endless.  Regardless of the vehicles you choose, make sure you reach out to a broad audience.  Work with a variety of groups such as conservation organizations, school children, senior citizens, scouts, and local government officials to publicize and popularize your greenway initiative.  Targeting many different types of people will help you to build a broad-based constituency. 

 
Active and on-going publicity of your initiative will increase its credibility and help to institutionalize the greenway plan.  Try to persuade local officials and private and public organizations to endorse your project, or get your community to adopt your greenway strategy and map at town meeting.  Ideally, you'll want the strategy to become part of the municipal master plan and your greenway to appear on the local land-use map.  Once part of municipal plan, the corridor will become a legitimate consideration in future land-use decisions.  "Official" acceptance of your greenway will also enable you to utilize local regulatory techniques to protect land within the corridor.  Depending on your community and on the nature of your proposed greenway, achieving this level of recognition could prove to be difficult.  If you sense controversy, the potential negative impacts may outweigh the benefits.  Again, you know your community best and will have to use your judgement in determining the appropriateness of "official" endorsement.   

Regardless of whether or not your strategy and map become "official" elements in the local planning process, it is important to continue to work with municipal boards to identify existing programs and bylaws that can be used to advance your greenway goals and objectives.  In addition, explore with local officials the possibility of incorporating specific greenway provisions into municipal regulations, where appropriate.   Maintaining a good relationship with town officials, local conservation groups, and community groups will help keep your initiative alive.  

Funding

The success of your greenway initiative will depend, in part, on successful fund-raising activities.  Organizing the project, securing and developing the corridor, and maintaining a high public profile all require a certain level of financial wherewithal and technical assistance.  There are several approaches to fund-raising; the method(s) you choose will depend on the amount of money needed, the intended use of the funds, and the individuals and businesses involved.  For example, full fee acquisition of a parcel almost always costs more than securing easements or cutting a trail.  Your objectives for each section of the greenway will guide you in developing a project budget and in determining the most appropriate means of raising the funds necessary to carry out specific tasks.  In addition, you will need to decide what combination of private and public monies will be used to fund your project.  The answer to this question may well depend on the availability of local resources and public funds, and on how well your project meets the criteria of a wide variety of public and private grant programs. 

Below are a sample of methods commonly used to solicit funds and services necessary for establishing a greenway.  In dealing with financial issues, it is important to think creatively and to utilize the widest range of options available.  Potential sources of funding include:

· Local fund-raising activities  

· Private and nonprofit grant sources

· Municipal, state, and federal sources

Local Fund-Raising Activities
There are countless ways to generate funds locally and many serve a double purpose in also publicizing and building credibility for your greenway.  Organized events such as walk- or bike-a-thons, canoe or raft races, concerts, bake sales, and picnics appeal to a wide audience.  On a larger scale, special events such as an auction or a benefit dinner featuring a well-known guest speaker and local conservation or recreation leaders can raise substantial funds, although you need to be realistic about the time and effort it may take to organize such an undertaking.  Greenway advocates in Stowe, Vermont raised money for the Stowe Recreation Path by "selling" pieces of the path.  The names of the sponsors and sections of the path they purchased were published weekly in the local newspaper.  Once your greenway has a name and logo, selling items such as T-shirts, hats, pins, and bumper stickers provides another avenue for raising funds and further publicizing your efforts.

The business community is another good source for local funding.  Local businesses and corporations are often willing to make donations of supplies or expertise for public service projects.  These might include loaning equipment, providing supplies such as landscaping or construction materials, printing your brochure, adopting a segment of the trail to maintain and keep clean, or even offering the services of its employees.  Other businesses may be willing to donate larger items such as furniture, a weekend trip for two, or a month of free service that can then be raffled or auctioned off to raise funds.  You might also approach local corporations for cash donations that can be used as matching funds for local, state, or federal grants.  Another opportunity lies in developing a wish list of items you feel are most needed to help your greenway effort -- tools, materials, office supplies, maps, etc. -- and to publicize this around your community.  When approaching local businesses for support, be ready to give a concise summary of your project that addresses what the benefits will be to the company or business as well as to the community.  In addition to promotional exposure and community goodwill, benefits to a business might include increased recreational opportunities for employees.  In the case of larger companies, an existing greenway is often seen as improving the quality of life in the area and that may help attract high quality workers and executives.

Private and Nonprofit Funding Sources
Numerous private foundations and corporations provide financial assistance to community-based conservation initiatives.  Since community service funds are often in high demand, you should be prepared to give a concise and compelling summary of your project that includes what the benefits will be to the community.  You should also consider each company's fiscal timetable.  Many businesses determine their budgets for the next fiscal year in the fall, so you will want to contact them with your request well before that time.  In researching foundation and corporate grants, draw on your knowledge of the business community and upon your network of supporters and their personal and business contacts.  You may also want to consult your local library for listings of these entities and their grantmaking policies and requirements.  The Associated Grantmakers Library is an excellent source of information on grant programs and their sponsors (see Appendix B).

Another source of greenway funding and technical assistance is through nonprofit organizations such as land trusts or conservation organizations.  Many times these groups are willing to "take on" a particular project and to help secure charitable contributions from its members to support it.   In other cases, their assistance may come from negotiating donations of easements or access agreements, providing legal assistance, or helping to prepare maps or brochures.  Further information on these types of assistance may be available from other greenway groups, the Massachusetts Greenways Council, government resource agencies, the Associated Grantmakers Library mentioned above, and the hundreds of local land trusts that currently exist across the state.  Some of these organizations provide financial and technical assistance in addition to general advice on fund-raising.  See Appendix B for sources of technical and planning assistance and Appendix C for a list of land trusts in Massachusetts. 

Municipal, State and Federal Sources

A number of public agencies provide grants for planning, improving, and acquiring open space.  At the municipal level it may be possible to secure funding through one or more departments that is involved in related work, such as parks and recreation or open space protection.  If possible, try to find a town board or municipal agency to sponsor your project, and work through them to sell the idea to public officials, municipal staff, and other stakeholders.  This sort of sponsorship may also prove critical for funding and maintenance needs in 

the years ahead.

Securing state and federal grant monies has become increasingly difficult over the past ten years.  It is not impossible, however, given some ingenuity and hard work.  An excellent place to start is by contacting state agencies that handle the sorts of issues addressed by your project, such as recreation, environmental protection, transportation, fish and wildlife protection, and coastal zone management.  Explain your proposed project and the type of help you need, and find out what sort of funding or technical assistance programs they have to offer.  See Appendix H for a list of grant programs for planning, protecting, or improving open space.

The Department of Environmental Management sponsors the Greenways and Trails Demonstration Grants program specifically aimed at supporting innovative, community-based greenways and trails efforts in Massachusetts.  Small grants are available annually for planning and research, public education and community outreach, mapping and ecological assessment, and construction, maintenance, and expansion.  Since its inception in 1993, this program has provided financial and technical assistance to over one hundred projects throughout the Commonwealth.  DEM also sponsors the Coastal Access Small Grants program which supports projects enhancing public access to the coast, particularly through coastal trails.  See Appendix F for a summary of greenway, trail, and coastal access projects funded through these programs.

Federal funds are often disbursed through state programs, so you may have covered many of these when exploring state funding programs.  Nonetheless, it is wise to explore all possible avenues through the regional offices of federal agencies, through your regional planning commission, or through your local congressional representatives.  For example, the Merrimack River Trail, which winds its way from Tyngsboro on the New Hampshire line to the coastal community of Newburyport, owes its support and progress to the collective actions of its state senator, the National Park Service, and a local river group.  One more recent source of federal monies for greenways is the Intermodal Surface Transportation Efficiency Act of 1991 (ISTEA) which includes grants for transportation-related trails and bikepaths, scenic highways, walkways, as well as for local and state transportation planning.  This program is administered by the Massachusetts Highway Department; however, local applications are submitted through the thirteen Regional Planning Agencies (see Appendix B).

Raising money and applying for grants is hard work.  There are, however, several ways to help stretch the precious dollars you do obtain.  These include: 

· establishing partnerships with other conservation groups

· soliciting donations or partial donations of land

· taking advantage of in-kind contributions

· utilizing the skills and talents within your community

Just as linking natural resources together increases their value, pooling financial resources can also have a synergistic effect.  For example, a local land trust or conservation group may not be able to donate money to your general fund, but they may be interested in working together to secure a particular section of the greenway.  In addition to the obvious benefits of sharing costs, cooperative management and the added expertise a land trust can bring to the project will greatly enhance the value of each dollar spent. 

 
It is also important to remember that a great deal can be accomplished through in-kind contributions, volunteer efforts, and donations of land and interests in land.  Tax benefits often available when land is donated or sold to a conservation organization for less than its full market value can provide landowners with a real financial incentive for making a donation.  Encouraging landowners to take advantage of these benefits enables them to be generous without bearing as great a financial burden. In this way, more land is protected per dollar spent.  

 
Finally, never underestimate the power of grassroots enthusiasm.  When  people truly believe in a project, they will go to great lengths to help ensure its success.  The key to tapping into local support is to get community members excited about the greenway early on so they willingly donate their time, expertise,  and resources, and help convince their friends to do the same.  While state and federal assistance can be a catalyst for action, it cannot be the foundation.  Commitment, energy, and enthusiasm from within your community is what will keep the project alive when outside attention and financial support have shifted to other initiatives.
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