Implementing the CCMP
Throughout the Bays Watershed
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Introduction

The Massachusetts Bays area is an estuarine system in
transition. Increased development along its shores and in
upland watershed areas, coupled with decades of discharging
municipal and industrial wastes into its waters, has placed the
Bays system in jeopardy. Fortunately, it is not too late to
reverse the trend of declining water quality and to restore the
Bays. Indeed, there are positive signs that his has already
begun to occur in places, most notably Boston Harbor,

The action plans presented in Chapter V articulate a number
of recommended steps that must be taker now and in the
firture to restore and protect the Massachusetts Bays ecosys-
tem. The action plans also identify the organizations that are
responsible for taking those steps. These organizations
include regulatory and planning agencies at the federal, state,
regional, and local levels; legislative bodies; business
community representatives; and citizen groups.

For many of the recommendations, these organizations share
overlapping responsibility, and close coordination will be
required to ensure that the proper actions are taken without
duplication of effort or wasting of limited resources. For
other recommendations, a single organization can achieve the
desired result  For still others, the implementing responsibil-
ity may belong to one organization, but another organization
may be called upon to provide technical or financial assis-
tance.

In working together to implement the CCMP, it will be
important for all participants to view the Bays ecosystem as
a regional resource to be shared and protected by many
Massachuseits cities and towns (in all, 49 coastal communi-
ties and 112 inland communities). Achieving the Massachu-
setts Bays Program's principal goal - the preservation and
management of a healthy ecosystem of living resources,
useable by the public - will depend to a great exient on
regionally-based implementation of the CCMP actions, while
recognizing Massachusetts' strong home rule tradition and
significant potential for environmental protection at the local
level.

The purpose of this chapter is to articulate the MBP's strategy
for implementing the CCMP, both regionally and locally.

This strategy is based on a series of current and proposed
initiatives, including several institutional and legislative
actions. In addition to the current efforts, other specific
actions have also contributed to the MBP strategy for
regional implementation of the CCMP. The first was the
Peer Review of the MBP (1992), which recommended
analysis and development of a MBP position on regional
governance; the second was the MBP-sponsored conference
entitied, Protecting New England's Coastal Resources:
Models for Intergovernmental Resource Management
(January 1994). The implementation strategy identified in
this chapter was developed using results from the conference,
direction from the MBP Management Committee, input from
MBP staff and selected conference attendees, and MBP
participation in the ongoing efforts of the Massachusetts
Legislature's Subcommittee on Regionalism - all through
meetings, discussion groups, and comment on written
materials.

In addition, in the fall of 1995, the Watershed Initiative
Steering Commitiee, consisting of members of the envi-
ronmental community (inchuling the MBP), business, state
and federal government, and municipalities, unveiled an
expanded approach to environmental assessment, planning,
and decision-making which could be implemented in all of
the state’s 27 river and coastal basins. The Watershed
Approach builds on the lessons learned by the MBP, with all
watershed stakeholders participating in prevention and reme-
diation of environmental pollution in their river basin through
a Watershed Community Council (The Massachusetts
Watershed Approach and Its Implementation, EOEA,
October, 1995.)

Participation in the state Watershed Initiative will improve
management of the Bays' resources. By expanding
watershed-based planning and implementation beyond the 49
coastal communities and into the entire Massachusetts and
Cape Cod Bays watershed, pollution entering the Bays from
inland sources will be reduced. Access to increased state
technical assistance and funding will enhance local capacity
to implement the CCMP. And, for each of the 11 basins
listed in the following table, the CCMP will provide a
blueprint for local action specific to the estuarine and coastal
sub-basins.
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Basin Assessment Planning Implementation
Nashua 1993 1994 1995
Merrimack 1994 1995 1996
Boston Harbor (Mystic, Neponset, 1994 1995 1996
Weymouth & Weir)
Cape Cod 1954 1995 1996
Parker 1994 1995 1996
Ipswich 1995 1996 1997
Shawsheen 1995 1996 1997
Concord 1996 1997 1998
South Coastal 1996 1997 1998
Charles 1997 1998 1999
North Coastal 1997 1998 1999

Models for a Regional Approach to
CCMP Implementation: Current Ef-
forts

This section describes: 1) the underlying principles of the
MBP's current efforts to support regional implementation of
the Comprehensive Conservation and Management Plan; 2)
the implementation of these efforts in three different ways;
and 3) the common charactenistics that these efforts share.

The MBP goals and objectives were and are a primary
consideration in planning and carrying out the current
regionally-based CCMP implementation efforts of the MBP.
The MBP Management Conference, which includes wide
representation from federat, state, regional, and local agen-
cies, resource user groups, educators and scientists, and
business and industry, established as the MBP's principal
goal the creation and management of a healthy ecosystem of
living resources, as previously noted. Specific objectives
include use of the beaches; availability of uncontaminated
seafood; public access to the waterfront, and protection of
public bealth and marine habitats. In order to fulfill this goal
and accompanying objectives, the CCMP identifies 15 action
plans (e.g., Action Plan for Reducing and Preventing Storm-
water Pollution; Action Plan for Protecting and Enhancing
Shelifish Resources) which need to be implemented to
improve coastal water quality.

The current efforts of the MBP in supporting regional
implementation of the CCMP can be characterized as models
m three ways:

+ Utilization of Regional Planning Agencies. The Common-

wealth's Regional Planning Agencies (RPAs) have histori-
cally provided regionally-based technical and planning
assistance to communities and watershed organizations. In
particular, through the RPAs, the MBP provides funds and
staff’ support to the five Local Governance Committees
(LGCs) geographically located throughecut the 49 coastal
communities in the Massachusetts Bays area. Members of
each of the LGCs are appointed by the chief elected officials
of each commumnity. LGC staff currently assist these commu-
nities with pertinent activities such as water quality monitor-
ing, bylaw development, grant writing, and public education
- all with the ultimate goal of implementing CCMP actions.
Using the geographical framework and expertise of the
Commonwealth's RPAs, the LGCs have been successful in
building local capacity to address coastal water quality issues
through a combination of technical assistance,
outreach/education, and implementation approaches.

In a Bays-wide retreat held in January of 1956, the LGCs
convened to explore and define their role in CCMP imple-
mentation, and affirmed their conumitment to serve as liaison
between the communities and the MBP, initiating and
facilitating CCMP implementation actions at the local and
regional levels.

Shellfish Bed Restoration Program. Shellfish beds which
are closed to harvesting, either temporarily or permanently,
are an indicator of declining water quality in the Massachu-
setts Bays (and other marine waters). In October of 1993, an
interagency team was formalized, recognizing that the actions
needed to reopen these beds were not the sole responsibility
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of any one agency, because no one agency has the re-
sources to address the problems. This team mcludes
representatives of and strong commitment by the MBP,
Massachusetts Division of Marine Fishenes, Massachu-
setts Department of Environmental Protection, U.SD.A.
Natural Resources Conservation Service, County Conser-
vation Districts, and municipalities with impacted beds.
The MBP / RPA / LGC framework described previously is
an integral part of the Shellfish Bed Restoration Program
“team” approach, providing the local technical assistance
and community participation key to the success of the
Program.

To date, the coordinated work of the Shellfish Bed Resto-
ration Program (SBRP) team has included securing grant
funding for the identification of stormwater pollution
sources and for mitigation of pollution problems at four of
the 12 priority beds identified by the team. In addition, the
SBRP is credited with the successful reopening of over
400 acres of beds. The team is seeking additional funds to
support remediation measures which could result in the
reopening of additional shellfish beds. Lastly, this effort
also includes a commitment to proactive education and
outreach in order to insure measures which will keep
currently usable, but threatened, beds open.

Participation in the State Watershed Initiative. The
state Watershed Initiative builds upon the state's basin
assessment schedule. For the purposes of assessing water
quality and managing the state's water resources, the
Massachusetts DEP conducts water quality assessment,
planning, and implementation in the state's basins on a
rotating five-year schedule. The Watershed Initiative
expands this approach to create EOEA Basin Teams, made
up of state and federal agency staff, who will perform
watershed-wide water quality and habitat assessments for
use by the Watershed Community Council in watershed
planning. A pilot river basin (the Neponset) was sclected
n 1994 to explore and develop the coordinated river basin
management approach. Within the Neponset Basin, local
citizen/community sub-basin "stream teams" were devel-
oped to perform shoreline surveys and other local assess-
ments and to help develop action plans for each segment of
the river, The Massachusetts Bays Program assisted in the
development of the estuarine sub-basin plan. The results
of citizen efforts and the EOEA Basin Team for the
Neponset are being combined to create a watershed man-
agement plan for the Neponset Basin.

The watershed management process, adapted from the
Neponset model, is seen as consisting of a series of four
steps, each building on the other and carried out in an
ongoing fashion by the Watershed Community Council,
Stream Teams, EOEA Basin Teams, municipal gov-
ernments, and businesses. The steps are: outreach,
education, and technical assistance; resource assessment;
should be targeted for dedicated funding (refer to latter

water resources planning; and plan implementation (includ-
ing permitting, compliance, and enforcement). Through
these steps, watershed stakeholders would collaborate in the
identification of environmental problems, and in the develop-
ment of Subwatershed Action Plans and Watershed Action
Plans. The Action Plans would describe protection and
restoration measures, assign responsibilities for these
measures, and set forth a schedule for implementation.

In summary, the utilization of the Regional Planning Agencies,
the Shellfish Bed Restoration Program, and the state Watershed
Initiative can be partially or fully characterized by a number of
desirable factors for a regional approach. These were identified
at both the "Models" conference and a follow-up Planning
Meeting held in June, 1994. These factors include:

application of an appropriate geographical scale for the
actions to be taken and the problems to be solved,

use of existing structures and organizations, to aveid redun-
dancy and the creation of a new bureaucracy,

enhanced coordination;

use of a decentralized structure from an organizational
perspective;

coordination with ongoing statewide efforts to create viable
regional organizations;

financial support from dedicated sources of funding or
project-specific grants;

adoption of proactive/education/technical assistance
atiributes;

ahigh degree of active and committed public participation
and representation; and

participation in and support of ongoing and fisture resource-
based planning and monitoring.

A Regional Approach to CCMP Imple-
mentation: Future Efforts

This section describes the position of the Massachusetts Bays
Program regarding regional implementation of the Comprehen-

+  sive Conservation and Management Plan for the Bays, through
consideration of current efforts and by listing recommendations
for future efforts:

+ The MBP believes that the MBP/RPA/LGC Technical

Assistance Team model described in the previous section
should be institutionalized to ensure future CCMP implemen-
tation. This cooperative and mutually beneficial relationship
portions of this section) and legislative recognition.
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+ The interagency technical assistance team approach
developed for the Shellfish Bed Restoration Program
should be applied to other "teams" which will be created to
implement various CCMP actions, such as those relating
to stonmwater management, toxics control, and protecting
nutrient sensitive embayments.

+ Further, the MBP believes that the MBP/RPA/LGC model
and technical team approach should be extended into the
Massachusetts Bays drainage area (i.e., outside the 49
coastal communities), in order to be comprehensive in its
efforts to improve and manage coastal water quality on a
watershed basis. This could be accomplished through
coordination of the existing coastally-based Local Gover-
nance Committees with the multi-town planning commit-
tees which currently exist within the RPA geographic
areas, serving the Bays' watershed communities. Since
these multi-town committees are typically general purpose,
they could enhance their productivity with a specific
agenda of CCMP implementation activities or possibly
serve as the "umbrella” for a CCMP-specific subcommittee
within that multi-town planning committee.

« Finally, by organizing these committees around issues on
a subwatershed/watershed basis, they could serve as akey
component of the Massachusetts Watershed Initiative.
This initiative involves coordinating the efforts of multiple
state agencies, communities, and citizen organizations to
unprove water quality planning and management. The
technical assistance component of the MBP/RPA/LGC
model could also serve to support implementation of the
state's Coastal Nonpoint Source Pollution Control Plan.

Funding and Implementation

+ Dedicated funding for continuing and expanding the
RPA/LGC and Watershed Initiative models into the
Massachusetts Bays watershed can be obtained through
sources which could include federal funds targeted to
CCMP priorities in program guidances; state bond funds
(e.g., the Open Space Bond); a small percentage of
appropriate state agency operating budgets; the State
Revoiving Fund; the proposed Clean Water Act provision
for watershed planning, the Intermodal Surface Transpor-
tation Efficiency Act, which links transportation improve-
ments with water quality implementation; or through
establishment of a non-profit organization.

+ For proposed federal projects in the Bays' watershed which
have the potential to impact the Bays, the Massachusetts
Bays Program should request Federal Consistency proce-
dures by the Massachusetts Coastal Zone Management
Office, with comments to be provided by the Massachu-
setts Bays Program (see full discussion in Appendix F).

» The regional approach to CCMP implementation also
should be utilized to assist with implementation of the
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Commonwealth's Coastal Nonpoint Source Pollution Control
Plan (also known as the "6217" program). Under §6217 of
the federal Coastal Zone Act Reauthorization Amendments,
the Massachusetts CZM program is required to develop and
implement a NPS Control Plan, which contains many of the
same coastal water quality management and improvement
measures as the CCMP (e.g., stormwater management). The
guidance for development of the NPS Control Plan includes
the requirement to develop enforceable measures for
controlling nonpoint sources of pollution.

The regional approach also should be used to support the
development and implementation of watershed plans within
the river basins which drain into the Bays, an approach
strongly supported by EOEA and currently being piloted in
the Neponset River Basin as part of the Massachusetis
Watershed Initiative.

For purposes of assessing water quality and managing the
state's water resources, the EOEA Basin Teams undertake
water quality and habitat assessment, planning, and imple-
mentation in the state’s major river basins on a rotating five-
year schedule. As individuat river basins in the Massachu-
setts Bays watershed go through the EOEA basin schedule,
members of the MBP/RPA/LGC Technical Assistance Team
will actively participate, providing ongoing support and
guidance to Bays watershed communities. Initial steps to
coordinate the coastal MBP/RPA/ LGC program with the
EOEA basin teams are already underway.

Management Conference Structure and Role

During the spring of 1996, the MBP Management Commit-
tee will begin to define in detaii the post-CCMP

which will be used to: review and update CCMP policy,
goals, and objectives; approve annual workplans; and guide
and closely monitor implementation, including the progress
of the cooperative MBP/RPA /LGC Technical Assistance
Teams.

As a result of a Bays-wide retreat held in January, 1996, the
LGCs have already affirmed their commitment to continue to
serve as liaison between the communities and the Massachu-
setts Bays Program, initiating, prioritizing, and facilitating
CCMP implementation actions at the local and regional
levels. Specific LGC workplans defining implementation
and monitoring strategies will be developed over the spring
and summer.

The other MBP advisory committees (e.g, Technical
Advisory Committee) also will meet over the spring and
summer to detail their future roles in CCMP implementation
and monitoring.

Following approval of the CCMP, the Massachusetts Coastal
Zone Management Office will continue to provide leadership
to the Management Conference. MISP staff, funded by the
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National Estary Program, will continue to provide
guidance and technical assistance as the MBP moves into
the implementation phase.

Implementation Priorities

The CCMP Action Plans reflect the overall priorities of the
Management Conference. In turn, regional and community
irnplementation of the CCMP will reflect the diverse environ-
mental needs and priorities of the extensive Massachusetts
Bays coastal area. For example, while Cape Cod communi-
ties confront groundwater pollution as a priority concem,
stormwater runoff is a serious concern for Salem Sound
communities. The geological, socioeconomic, and environ-
mental diversity of the Massachusetts Bays region will be
reflected in the regional and community implementation
priorities and strategies developed within and by the LGCs.

Commitment to Implementation

The action recommendations in the CCMP represent five
years of coordinated planning within and among the partici-
pating agencies and communities. As a result, they represent
the priorities and commitments of the participants.

All four of the coastal Regional Planning Agencies have
signed a resolution of support for, and commitment to,

implementation of the CCMP. In December of 1995, LGC
community representatives and MBP/RPA/LGC technical
assistance staff began a series of ongoing meetings with the
chief elected officials of the Massachusetts Bays' coastal
communities. As a result of these meetings, many of the coastal
communities have signed a formal resolution of support for the
CCMP, which includes a voluntary commitment to implement
the municipal actions appropriate to each community. In
addition, each of the state and federal agencies has signed a
letter committing to implement the CCMP action recomumenda-
tions addressed to that agency. All of these documents are
included in Appendix L.

Taking Legislative Action

Implementation of a number of CCMP recommendations will
either depend upon, or would be facilitated by, certain legisla-
tive actions at the state and local levels. The following chart
presents a preliminary list of recommended actions in the
CCMP for which legislative action is either required or would
be an important source of supporting funds. The need for
legislation (existing and improved) to support CCMP imple-
mentation at both the state and local levels is documented in the
Bowen (1993) report. Please refer to the Base Programs
Analysis (Appendix E) for further explanation of this report and
its results and conclusions.

Action Plan Recommendations

Protecting and Enbancing Shellfish Resources
Local Shellfish Management Plans

Interagency Shelifish Bed Restoration Program

Protecting and Enhancing Coastal Habitat

Municipal Riverfront District Designations

DEM acquisition of prime coastal properties

Legislative Action

State legislation to establish Shelifish Management Grants
Program

Future bond authorization; EOEA budget line item as part
of Coastal Resource Restoration and Monitoring

Town Meeting/City Council adoption

Future capital bond authorization




Action Plan Recommendations

Reducing and Preventing Stormwater Pollution

Municipal stormwater management regulations

Municipal mitigation of stormwater pollution

Reducing and Preventing Toxic Pollution
Municipal hazardous materials, UST, floor drain regula-
tions

Managing On-Site Sewage Disposal Systems
Municipal on-site sewage systems inspection and main-
tenance (I/M) programs

Planning for a Shifting Shoreline

Municipal floodplain management regulations

Managing Local Land Use and Growth
Local Comprehensive Plans (LCPs)

Implementing the CCMP
Funding support for MBP/RPA/LGC technical assis-
tance to municipalities

Monitoring Water Quality

Coastwide Marine Monitoring Plan implementation

-

Legislative Action

Planning Board adoption

State enabling legislation for stormwater utility districts and
associated fees

Board of Health adoption

State legislation for uniform annual M fee for on-site
systems owners

Town Meeting/City Council adoption

Pass state land use and growth management legislation, then
pass a funding mechanism; Town Meeting/City Council
adoption of plans

EOEA budget line item as part of Coastal Resource Resto-
ration and Monitoring

EOEA budget line item as part of Coastal Resource Resto-
ration and Monitoring
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Financing the CCMP
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