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1. Executive Summary 
 
The George Washington Regional Commission (GWRC)’s role in regional environmental services 
has been growing with increased support from the state to provide technical assistance to 
member localities. The Virginia Department of Environmental Quality (DEQ), administering 
federal funds for coastal zone management and water quality improvement programs, asks 
GWRC to prepare scopes of work for annual funding. If GWRC can conceptualize and implement 
technical assistance projects serving member localities and generate the required cash or in-kind 
match, the commission can bring federal and state funds to the region in a relatively simple 
process for non-competitive grants. 
 
The purpose of this strategic plan is to identify the region’s environmental service needs, 
coordinate the requirements of related programs, create a list of strategies, and develop an 
implementation plan. The result is a recommendation for the annual scopes of work for each 
program over the next ten years. The list will house strong proposals for projects that build upon 
each other over time to maximize impact and return on investment. It also provides a “wish list” 
of unfunded projects, a desire to acquire cash for matching federal grants instead of in-kind 
services, and an easily referenced list of partners and potential funding sources for achieving all 
our strategies. 
 
The items in this plan transcend the commission’s environmental services department to interact 
with economic development, human services, and transportation programs. For example, the 
plan includes ecotourism, improving air quality, and creating trail networks for non-motorized 
mobility. In 2016, the Trust for Public Land reported that every $1 invested in land conservation 
returns $4 in economic value in natural goods and services in the form of improved air and water 
quality, carbon sequestration, and enhanced fish and wildlife habitat. The Trust also reported 
that outdoor recreation generates $13.6 billion in consumer spending and $923 million in state 
and local tax revenues in Virginia. The strategies in the plan will assuredly contribute to improved 
environmental quality and quality of life. 
 
The plan was collaboratively prepared with locality staff who recommend adoption. It lays out 
the scopes of work for on-going programs and identifies opportunities for GWRC to seek 
additional resources and partnerships. The plan offers transparency on GWRC’s direction to 
solicit those resources and partners for more impactful collaborations. It is not an enforceable 
requirement. The plan has provisions for tracking progress and conducting updates, as necessary. 
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2. Purpose 
 
GWRC worked with regional stakeholders to develop a multi-year strategic plan for coastal zone 
management that aligns with the goals and focus areas of the Virginia Coastal Zone Management 
Program (CZM) and responds to the needs of the local jurisdictions of Planning District 16. The 
effort allowed GWRC to strengthen existing partnerships, explore new partnerships, and ensure 
that GWRC’s efforts are aligned with the efforts of community partners. This collaboration across 
partners and projects focused on realizing co-benefits whenever possible.   
 
The conceptual development and prioritization of projects equipped GWRC with a list of projects 
ranging from planning activities to “shovel-ready” designs. These are not limited to shoreline or 
stormwater management projects. We explored the relationship of the coastal zone to other 
aspects of the community with a systems approach. Project ideas were developed addressing 
aspects that directly and indirectly impact the coastal zone for a whole system, community 
approach to influencing behavior and policy changes that will improve long term success. 
 
This effort created a strategic direction for future CZM grants (Technical Assistance and others), 
which will add value to future efforts. It also allows us to explore grant opportunities beyond 
CZM by meeting the requirement of some funding sources that projects be vetted through a 
community process.   
 
The effort focused on making community leaders and local government leadership more aware 
of the opportunities available to the region when we work together on our most challenging 
environmental issues. The timing of the development of the plan was designed to align with the 
local jurisdiction budget cycle in case projects are identified through the planning process that 
require local government financial and/or additional programmatic support.  
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3. Background  
 
The GWRC is the “planning district commission” established by the General Assembly in 1961 for 
the region comprising the City of Fredericksburg and the counties of Caroline, King George, 
Spotsylvania, and Stafford, known collectively as “Planning District 16.”  Caroline County includes 
the incorporated towns of Bowling Green and Port Royal. The George Washington region is home 
to approximately 300,000 residents according to 2018 data. Planning District 16 is the fourth 
largest and the fastest growing of the Commonwealth’s 21 planning districts. The rates of 
development, conservation, and implementation of environmental programs vary widely across 
the member localities. GWRC land drains to the Potomac, Rappahannock, Mattaponi, North 
Anna, and Pamunkey Rivers, their tributaries, and eventually the Chesapeake Bay. Existing local 
and regional plans and datasets describing the region are discussed below and listed in Appendix 
A. 

3.1 Existing Local Government Plans 
 
The entirety of the GWRC area is in the Chesapeake Bay watershed and subject to the 
Chesapeake Bay Preservation Act (CBPA) of 1988. The CBPA program requires the use of effective 
land management and land use planning to allow development while minimizing negative 
impacts on water quality. The Act specifically requires the designation and management of 
Resource Management Areas (RMA) and Resource Preservation Areas (RPA). The Virginia DEQ 
Office of Watersheds and Local Government Assistance Programs includes liaisons responsible 
for programmatic oversight of all GWRC localities subject to the CBPA Act and Regulations. 
Liaisons provide technical assistance and educational outreach services to CBPA localities upon 
request, as well as grant management services.  
 
The CBPA regulations require that local government Comprehensive Plans, zoning ordinances, 
and subdivision ordinances are compliant with the Act or that local governments adopt a Bay Act 
Ordinance compliant with the Act. As such, and in alignment with other relevant regulations, all 
GWRC member localities have parameters for land use management and planning that protects 
the environment and water quality defined in their Comprehensive Plans: 

 Caroline County’s Chapter 10, Implementation (2010) lists many natural resources, 
economic development, community facilities, land use, and transportation objectives and 
strategies. The Natural Resources chapter includes a goal of no net increase in nonpoint 
source pollution (based on implementation of environmental programs). 

 The City of Fredericksburg’s Appendix B, The Action Plan (2019) includes actions under 
transportation planning, public facilities, environmental protection, business opportunity, 
and residential neighborhoods. 

 King George County’s Chapter VII, Implementation of the Comprehensive Plan (2019) lists 
major items to be accomplished related to land use, water resource planning, shoreline 
erosion control, tourism, and recreational business growth. Chapter III, Land Use, Cultural 
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and Natural Resources lists many additional goals, policies, objectives, and 
implementation strategies. 

 Spotsylvania County’s Chapter 1, Introduction and Vision (2018) includes guiding 
principles and policies. Chapter 2, Land Use includes policies. Chapter 3, Transportation 
& Thoroughfare Plan includes policies and strategies. Chapter 4, Public Facilities Plan 
includes goals and policies. Chapter 6, Natural Resources Plan includes policies and 
strategies.  

 Stafford County’s Chapter 7, Implementation Plan (2016) lists many relevant land use, 
environmental, transportation, community facilities, and public safety action steps. 

All the member localities also have parameters for land use management and planning that 
protect the environment and water quality defined in their zoning ordinances, subdivision 
ordinances, and other policies.  

3.2 Existing GWRC Plans 
 
GWRC has supported low impact development (LID) practices to minimize development-related 
pollution of local waterways with the Regional Green Infrastructure Program. The Regional 
Green Infrastructure Plan Update (2017) defines green infrastructure as  
 

“a process of consensus building to identify actions to preserve and protect natural 
areas, other open spaces, and land management practices that conserves natural 
ecosystem values and functions, sustains clean air, promotes water quality, and 
provides a wide array of benefits to people and wildlife.”  

 
The plan documents the status of green infrastructure implementation, discusses local 
government tools for supporting green infrastructure implementation, displays successful case 
studies, and provides recommendations for future implementation.  
 
The GWRC Septic System Study (2018) found that the local health district does not have the 
capacity or tools to properly document septic systems and pump outs as required in 5-year 
intervals by the CBPA. The study recommended developing a pilot regional program that would 
help local governments and VDH better coordinate their respective efforts to monitor and 
maintain septic systems. The study also included region-wide recommendations and specific 
recommendations for each locality. 
 
The GWRC Regional Hazard Mitigation Plan (2018) identifies natural hazards in the region, 
provides steps to reduce the impact of those hazards, and meets the requirement for local 
governments to qualify for pre-disaster and post-disaster grant opportunities. The mitigation 
recommendations and funding opportunities align well with the coastal zone management goals. 
The two programs will be coordinated to optimize synergies and benefits. 
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3.3 Other Existing Plans 
 
The Rappahannock River Basin Commission (RRBC) Healthy Watersheds Forest Initiative 
identified the potential positive impact of forest conservation on water quality, promoted the 
adoption of forest conservation policies and programs, and identified incentives for conservation 
efforts. The final reports for the three project phases were published in 2015, 2017, and 2019.   
 
The Friends of the Rappahannock (FOR) assessed the streams in the Upper and Middle sections 
of the Rappahannock River and provided analysis of the stream health in the Rappahannock 
River Report Card (2018). The report identified 16 quantitative indicators of stream condition to 
assist in targeted improvement projects. The section of the river in GWRC received an overall “C” 
grade, although nine of the 11 tributaries received a lower grade in at least one of the four 
grading subjects (Figure 1). FOR concluded the local communities are ill-prepared for balancing 
environmental quality with development pressure. They recommend conserving forests and 
open spaces to preserve water quality. 
 

 
Figure 1. Report Card for the Middle Rappahannock River located in GWRC (courtesy of Friends 
of the Rappahannock) 
In the draft Water Quality Assessment Integrated Report dated June 8, 2020, the DEQ identified 
impaired rivers, lakes, and estuaries in Virginia based on data collected from January 1, 2013 
through December 31, 2018. Bacteria, toxics in fish tissue, and low dissolved oxygen remain the 
leading causes of impairment in Virginia waters. The Virginia Environmental Geographic 
Information System (VEGIS) is an online geodatabase for accessing the data. The results for the 
Potomac River, Rappahannock River, and York River are provided on maps in Appendix B.  
 
There are 46 stream segments in the region that are listed as impaired and need further study 
(Appendix B). DEQ initiates watershed studies, called a Total Maximum Daily Load (TMDL), for 
impaired waterways. Then DEQ prepares an Implementation Plan for each waterway making that 
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waterway eligible for additional grant funds for remediation. The Implementation Plans local to 
GWRC all address bacteria impairments: 

 Carter Run, Great Run, Deep Run, Thumb Run – Stafford (2006) 
 Upper York – Spotsylvania (2013) 
 Fairview Beach – King George (2016) 
 Mattaponi River – Caroline, Spotsylvania (2020) 

 
3.4 Existing Datasets 
 
ConserveVirginia, a centralized, map-based database for viewing environmental datasets from 
several state departments and partners, is organized into seven categories: agriculture and 
forestry, natural habitat and ecosystem diversity, floodplains and flooding resilience, cultural and 
historic preservation, scenic preservation, protected landscapes resilience, and water quality 
improvement. Based on those categories, the state has identified six million acres of high 
conservation value. Figure 2 shows the land in the GWRC region with high conservation value. 
Beyond the seven ConserveVirginia categories, the database also provides spatial data on rare 
species, wetlands, scenic rivers, ecological value, forest value, agricultural value, cultural value, 
watershed restoration or management value, recreational access statistics, and development 
vulnerability.  
 

 
Figure 2. Map of ConserveVirginia Categories in GWRC (courtesy of DCR) 
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Additional information from the state and partners is available at: 
 Virginia Coastal Geospatial and Educational Mapping System (GEMS)  
 Virginia Fish and Wildlife Information Service  
 Wildlife Environmental Review Map Service  
 Virginia Cultural Resource Information System 
 Virginia Landmarks Register  
 Virginia Estuarine and Coastal Observing System  
 Chesapeake Monitoring Cooperative Data Explorer  
 Chesapeake Bay Environmental Forecasting System  
 AdaptVA Data  
 Sea Level Rise Viewer   
 Coastal Flood Exposure Mapper  
 Wetland Condition Assessment Tool 
 US EPA EnviroAtlas 

 
The data and recommendations from these resources will be incorporated into the strategic plan 
as appropriate.  
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4. Current GWRC Programs 
 
GWRC has led several successful environmental planning efforts in recent years.  However, these 
efforts have sometimes been piecemeal and reactive, and have occasionally missed key partners 
and opportunities due to a lack a strategic direction for regional efforts. The environmental 
programs were historically solely supported by Virginia’s Coastal Zone Management Program; 
currently Virginia’s Chesapeake Bay Watershed Implementation Program also supports 
environmental initiatives. The two programs will be coordinated to optimize synergies and 
benefits. 
 
4.1 Coastal Zone Management Program 
 
The National Coastal Zone Management (CZM) Program, authorized by the Coastal Zone 
Management Act (CZMA) of 1972, provides “the basis for protecting, restoring, and responsibly 
developing our nation’s diverse coastal communities and resources.” The National Oceanic and 
Atmospheric Administration (NOAA) Office for Coastal Management administers the program.   
 
The program’s Strategic Plan (2018-2023) calls for collaboration among NOAA, the 34 
participating states and territories, and the Coastal States Organization to achieve three goals: 

1. Coastal communities, states, and territories effectively plan and prepare for change. 
2. Coastal and ocean ecosystems are protected, preserved, and restored for use and 

enjoyment. 
3. Strengthen the program’s ability to advance coastal management. 

 
The Virginia CZM Program was established in 1986 through Executive Order 23 as a network of 
Virginia state agencies and local governments to administers enforceable laws, regulations, and 
policies that protect our coastal resources and foster sustainable development. In September 
2018, Governor Ralph S. Northam signed and submitted to NOAA a letter to continue the Virginia 
CZM Program in perpetuity focused on these goals: 
 
Coastal Resource Protection 
Goal 1: To protect and restore coastal resources, habitats, and species of the Commonwealth. 
These include, but are not limited to, wetlands, subaqueous lands and vegetation, beaches, sand 
dune systems, barrier islands, underwater or maritime cultural resources, riparian forested 
buffers, and endangered or threatened species. 
Goal 2: To restore and maintain the quality of all coastal waters for human and ecosystem health 
through protection from adverse effects of excess nutrients, toxics, pathogens, and 
sedimentation. 
Goal 3: To protect air quality. 
Goal 4: To reduce or prevent losses of coastal habitat, life, and property caused by shoreline 
erosion, storms, relative sea level rise, and other coastal hazards in a manner that balances 
environmental and economic considerations. 
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Coastal Resource Sustainable Use 
Goal 5: To provide for sustainable wild fisheries and aquaculture. 
Goal 6: To promote sustainable ecotourism and to increase and improve public access to coastal 
waters and shorefront lands compatible with resource protection goals. 
Goal 7: To promote renewable energy production and provide for appropriate extraction of 
energy and mineral resources consistent with proper environmental practices. 
 
Coastal Management Coordination 
Goal 8: To ensure sustainable development on coastal lands and support access for water-
dependent development through effective coordination of governmental planning processes. 
Goal 9: To avoid and minimize coastal and ocean resource use conflicts through research, 
planning, and a forum for coordination and facilitation among local, regional, state, and federal 
government agencies, interest groups, and citizens. 
Goal 10: To promote informed decision-making by maximizing the availability of up-to-date 
educational information, technical advice, and scientific data including the use of new tools such 
as marine spatial planning. 
 
The Virginia CZM Program recognizes these Coastal Resource Management Areas:  

 Tidal and nontidal wetlands  
 Fisheries  
 Subaqueous lands  
 Dunes and beaches  
 Point source air pollution  
 Point source water pollution  
 Nonpoint source water pollution  
 Shoreline sanitation  
 Coastal lands  

 
The Virginia CZM Program targets these Areas of Geographic Concern:  

 Spawning/nursery/feeding grounds  
 Coastal primary sand dunes  
 Barrier islands  
 Significant wildlife habitat areas  
 Significant public recreation areas  
 Significant sand and gravel resource deposits  
 Underwater historic resources  
 Highly erodible/high hazard areas  
 Waterfront development area 
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DEQ serves as the lead agency of the network (i.e. the Coastal Policy Team) and administers the 
program's annual grant award from the National CZM Program. Since 1986, Virginia has received 
over $61 million in federal CZMA funding, matched by over $51 million in state and local funds, 
to implement its CZM Program. As a 'maximum-funded state', Virginia receives about $3 million 
annually based on the size of its coastal population and the length of its tidal shoreline. DEQ 
administers a portion of the funds to the state’s eight coastal Planning District Commissions 
(PDCs) and Regional Commissions (RC), collectively referred to as PDCs, for annual technical 
assistance to localities. Additional funds are available to the PDCs via competitive grants. 

CZM Technical Assistance Program 
 
GWRC and the other seven coastal PDCs receive annual funds to provide technical assistance (TA) 
to member localities to advance coastal management at the local level. Contracts must include 
three minimum standards: 

1. Coordination. PDCs should, at a minimum, hold quarterly meetings of local government 
representatives directly involved in the management of coastal resources to share 
information on coastal management issues. 

2. Training. PDCs should, at a minimum, provide four training opportunities related to one 
or more of the Virginia CZM Program goals. 

3. Issue Analysis / Special Projects. Each PDC should undertake at least one project during 
the grant year that helps advance one or more of the coastal resource management goals. 
Projects should involve analysis of a coastal resource management issue that is important 
to the region or to a particular locality. Projects should also involve coordination with 
appropriate stakeholders and result in a product (report, map, brochure, etc.) that can be 
included as a deliverable. 

 
Previous GWRC special projects included: 

 Land Cover Data Layer Classification 
 Environmental Chapter for the Caroline County Code of Ordinances 
 Assessment and Draft Strategy for a Plant GWRC Natives Campaign 
 Forest Retention Data Gathering 
 Stormwater Best Management Practices Signage 
 City of Fredericksburg and Caroline County Community Rating System Project 
 Plant Central Rappahannock Natives Campaign Support 
 Regional Green Infrastructure Planning 

 
CZM 306 Program 
 
CZM Section 306 programs focus on a resource or special geographic region for a three-year 
period. The more specific CZMA Section 306A program is for the acquisition of fee simple and 
other interests (e.g. easements) in land, low-cost construction projects (e.g. public access 
improvements), or habitat restoration projects. Section 306 and 306A programs must be 
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matched 1:1 by nonfederal fund sources. GWRC has not had projects in this program. Previous 
Section 306 PDC projects include: 
 

 Oyster and Water Trail Ecotourism (Accomack-Northampton PDC) 
 Building Coastal Resilience (Northern Virginia RC) 
 Vulnerability to Sea Level Rise Based on Elevation Data (Hampton Roads PDC) 

 
CZM 309 Program 
 
CZM Section 309 programs are for coastal zone enhancement projects that propose creation 
of new enforceable policies. Section 309 funding is match-free. The policies must address one of 
these nine areas:  wetlands, coastal hazards, public access, marine debris, cumulative and 
secondary impacts of growth and development, special area management plans, ocean 
resources, energy and government facility siting, and aquaculture. GWRC has not had projects in 
this program. Previous PDC projects funded under Section 309 include: 

 Beneficial Reuse of Dredged Materials (Middle Peninsula PDC) 
 Lower Chickahominy Watershed (PlanRVA, formerly Richmond Regional PDC) 
 Working Waterfronts (Middle Peninsula PDC, Northern Neck PDC, and Accomack-

Northampton PDC) 
 
4.2 Chesapeake Bay Program 
 
At the end of 2010, the U.S. Environmental Protection Agency established the Chesapeake Bay 
Total Maximum Daily Load (TMDL), a historic and comprehensive cleanup plan to guide federal, 
state, and local actions as their communities clean up the Chesapeake Bay and the connected 
stream, creeks, and rivers. In Virginia, the TMDL calls for a 20.5% reduction in Nitrogen, 25.2% 
reduction in Phosphorous, and 20.8% reduction in Sediment delivered to the bay. The objective 
is to have clean up practices, known as Best Management Practices (BMPs), in place by 2025 to 
reach the goal of a clean Chesapeake Bay and local waterways that meet water quality standards.  
 
To meet TMDL requirements, Virginia developed strategies to reduce nutrient pollution in state 
waterways through the Chesapeake Bay Watershed Implementation Plan (WIP).  Phase I WIPs 
were developed in 2010, and Phase II WIPs were developed in 2012. Point sources of pollution, 
such as Municipal Separate Storm Sewer Systems (MS4), were given regulatory compliance 
targets. In the GWRC region, Stafford County, Stafford County School Board, City of 
Fredericksburg, Virginia Department of Transportation, University of Mary Washington, and 
Germanna Community College are Phase II MS4 permit holders. They must develop, implement, 
and enforce a program of six minimum controls:  public education and outreach, public 
involvement and participation, illicit discharge detection and elimination, construction site runoff 
control, post-construction stormwater management, and pollution prevention/good 
housekeeping for municipal operations. They are required to prepare annual action plans and 
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progress reports that can serve as references for locally specific high-priority stormwater issues, 
education and outreach methods, involvement activities, and success rates for past initiatives.   
 
The state evaluated progress toward the 2017 interim goals and found great success. 
Communities throughout the Chesapeake Bay Watershed, along with federal and state 
government, local government, nonprofit organizations, farmers, and private businesses are 
making progress in reducing pollutants to meet the 2025 targets. To increase efforts and 
outcomes, farmers and localities were encouraged to implement voluntary practices to reduce 
pollutants from non-point sources (NPS) of pollution, such as agricultural lands and localities 
without MS4 permits. 
 
Watershed Implementation Planning Assistance 
 
In 2018, GWRC and the other 13 PDCs in the Chesapeake Bay watershed received funding from 
DEQ for Watershed Implementation Planning Assistance. The scope included developing the 
GWRC Chesapeake Bay Watershed Implementation Plan for non-regulated, non-agricultural 
areas in member localities.  
 
In 2019, the state compiled and revised the PDC plans to create Virginia’s Final Phase III WIP. DEQ 
recommended the voluntary implementation of the following assortment of new BMPs in the 
GWRC region by 2025: 

 Nutrient Management Plan, 37,212 acres  
 Conservation Landscaping Practices, 1,250 acres  
 Dry Extended Detention Ponds, 9,154 acres 
 Dry Detention Ponds and Hydrodynamic Structures, 4,926 acres 
 Wet Ponds and Wetlands, 8,205 acres 
 Infiltration Practices w/o Sand, Veg. - A/B soils, no underdrain, 6,007 acres 
 Filtering Practices, 5,228 acres 
 Tree Planting - Canopy, 648 acres 
 Forest Buffer, 288 acres 
 Forest Planting, 72 acres 
 Forest Harvesting Practices, 6,882 acres 
 Stormwater Performance Standard-Runoff Reduction, 177 acres 
 Bioretention/raingardens - A/B soils, underdrain, 2,381 acres 
 Bioretention/raingardens - C/D soils, underdrain, 141 acres 
 Vegetated Open Channels - C/D soils, no underdrain, 127 acres 
 Vegetated Open Channels - A/B soils, no underdrain, 125 acres 
 Bioswale, 36 acres 
 Impervious Surface Reduction, 1,497 acres 
 Permeable Pavement w/ Sand, Veg. - A/B soils, underdrain, 7 acres 
 Stormwater Performance Standard-Stormwater Treatment, 1 acre 
 Erosion and Sediment Control Level 2, 2,874 acres 
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 Non-Urban Stream Restoration, 23,983 feet 
 Urban Stream Restoration, 8,032 feet 
 Urban Shoreline Management, 1,119 feet 
 Non-Urban Shoreline Management, 1,019 feet  
 Urban Shoreline Erosion Control Vegetated, 438 feet 
 Non-Urban Shoreline Erosion Control Vegetated, 399 feet 
 Septic Pumping, 9,469 units 
 Septic Denitrification - Conventional, 7,080 units 
 Septic Connection, 4,841  
 Septic Secondary Treatment - Conventional, 600 units 
 Septic Secondary Treatment - Enhanced, 22 units 
 Septic Denitrification - Enhanced, 13 units 
 Septic Effluent - Enhanced, 4 units 

 
PDC Locality Implementation Program  
 
In 2020, DEQ launched the annual PDC Locality Implementation Program to provide funding to 
each of the Chesapeake Bay watershed PDCs to provide technical assistance to member localities 
to advance nutrient reduction at the local level. This program is anticipated to continue through 
2025. Although the 2020 contracts were identical and prescriptive, DEQ requested PDCs develop 
locally specific annual scopes of work for subsequent years. This strategic plan identifies items 
recommended for the annual scopes of work. 
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5. Strategic Plan Approach 
 
This plan was developed as a special project under the FY20 CZM TA grant. The plan was 
developed in a multi-step process to systematically assess the region’s direction and priorities.  
The planning process was completed over a one-year period to provide adequate time and effort 
for gathering and analyzing data and trends, setting direction, and deciding on strategies, 
activities, and resources. The approach followed NOAA guidance, primarily: 

 Planning for Meaningful Evaluation (guide) 
 Preparing to Write Your Strategic Plan (guide)  
 Writing Your Strategic Plan (guide) 
 How to Write a Strategic Plan (on-demand training) 

 
These documents refer to strategic planning pyramid steps to guide the process (Figure 3). 

 
Figure 3. The strategic planning pyramid (courtesy of the NOAA) 

The modified approach to develop this plan included: 
 Stakeholder identification 
 Stakeholder engagement 
 Stakeholder survey 
 Program vision 
 Goals, objectives, and strategies development 
 Strategic plan development 
 Implementation plan development 
 Plan adoption and implementation 
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6. Stakeholder Identification 
 
NOAA’s Office for Coastal Management recommends assessing the target population, 
performing a self-evaluation, and developing a niche as the first steps in the strategic planning 
process.  Stakeholder identification and assessment focused on member locality staff and 
decision makers and other interested stakeholders in the region.  

The member localities are the City of Fredericksburg, the counties of Caroline, King George, 
Spotsylvania and Stafford, and Caroline County’s incorporated towns of Bowling Green and Port 
Royal.  Local government participants included staff from several relevant departments, 
administrators, board members, and elected officials. State government stakeholders 
participating included DEQ, DCR, Virginia Department of Transportation (VDOT), and Virginia 
Department of Forestry (DOF). 

Other interested stakeholders participating included U.S. Army Fort A.P. Hill, Naval District 
Washington, Rappahannock River Basin Commission, Virginia Cooperative Extension, Tri-
County/City Soil & Water Conservation District, University of Mary Washington, the 
Rappahannock River Round Table, the Friends of the Rappahannock, Northern Virginia 
Conservation Trust, Friends of Dahlgren Railroad Heritage Trail, and local developers / planning 
and engineering consultants. 
 
The stakeholder engagement process identified the key needs of each stakeholder and what 
needs they can fill for others. Through this process, GWRC pinpointed opportunities to leverage 
partnerships and optimize synergies among the stakeholders to identify a niche, or unique 
services to offer that are not available elsewhere (Figure 4). 
 

 
Figure 4. Organization Niche (courtesy of NOAA) 
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6.1 Local Government Stakeholders 
 
Caroline County is a non-MS4 locality that defers authority to DEQ for the Virginia Stormwater 
Management Program (VSMP). A good majority of the County’s approximately 537 square miles 
is U.S. Army Fort A.P. Hill, cropland, forest, pasture, tree canopy, and water.  The county is home 
to the Towns of Bowling Green and Port Royal, which is listed in its entirety on the National 
Register of Historic Places. There is very little growth planned for the county, but that might 
change with the extension of I-95 HOV lanes. The county is interested in participating in a VSMP-
lite program with DEQ. 
 
The City of Fredericksburg is an MS4 locality that has adopted a VSMP.  Over the years, the city 
has had numerous studies and plans on tree canopy, walkability, cycling trails, and watershed 
management developed for its 10.5 square mile area. The city has a Low Impact Development 
Ordinance and an active Clean and Green Commission that is currently focused on improving 
local air quality. The city also has a Watershed Manager that polices and protects the Riparian 
Land Program easements, approximately 4,200 acres of riverfront land outside of the city limits 
along the Rappahannock and Rapidan rivers.  
 
King George County is a non-MS4 locality that has adopted a VSMP. King George County is the 
fifth smallest county in the Commonwealth and host to the Naval Support Facility Dahlgren. Its 
total land area is 537 square miles or 343,680 acres. Of this land, approximately 72,718 acres is 
forested, and 38,105 acres are in agricultural use. King George County was the birthplace of 
James Madison, the fourth president of the United States, and has many other historic sites. The 
Virginia Division of Natural Heritage lists several natural heritage resources in the county, and it 
is also home to many local parks. The county is home to the Dahlgren Railroad Heritage Trail and 
sections of the Potomac Heritage National Scenic Trail. The county also contains over twenty-five 
miles of shoreline on the Potomac River as well as several miles fronting on major tidal creeks. 
The southern boundary of the county contains twenty-four miles of shoreline on the 
Rappahannock River. King George County would like to provide more access to historical and 
waterfront locations as well as aquatic and nature-oriented recreational opportunities. 

As a VSMP, rural locality, King George County is responsible for addressing post-construction 
stormwater runoff quality and administering the required design criteria contained in the VSMP 
regulations. Many similar, rural localities opted to have the DEQ perform these functions. Like 
other, similar-sized localities, staff members perform many job functions, and obtaining funding 
for compliance, continuing education, additional employees, and employee retention is a 
challenge. The county would like local water quality efforts to be focused on forest retention, 
funding for septic system maintenance in areas of poverty (7% of the county), and funding for 
facilitating soil and water quality conservation assessments on agricultural land (20% of the 
county).  
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Spotsylvania County is a non-MS4 locality that has adopted a VSMP. The county’s designated 
Primary Development Boundary is rapidly developing due to its proximity to Interstate 95 and 
Washington, DC. The boundary, which includes the county’s higher density land use designations, 
is a growth management tool based on the provision of public water and sewer to limit sprawl. 
Much of the county remains in rural, farm, and forest character. The county has conducted many 
trail studies and parks plans and is focused on providing green spaces and recreational areas 
within its 414 square mile area. The county was host to many historic events and has conserved 
Civil War battlefields.  
 
Stafford County is an MS4 locality that has adopted a VSMP.  The Stafford County School District 
has a separate MS4 permit. The county has a Low Impact Development Ordinance, operates a 
Transfer/Purchase of Development program to help incentivize development in designated areas 
to conserve rural areas, and conducted a thorough stakeholder process in 2018 to look at smart 
growth development practices. The county conserved 2,870 acres of the Crow’s Nest Peninsula 
since 2008 for conservation of habitats, plants, and historic resources. The county recently 
conserved 1,089 acres of its 280 square miles in a new state park, Widewater. It is also rapidly 
developing due to its proximity to Interstate 95 and Washington, DC. The county is home to 
Marine Corps Base Quantico. 
 
All the local governments need technical assistance including providing peer facilitation, 
trainings, project support, and project funding strategies. They are interested in finding funding 
for additional staff to support this work. The rates of development, conservation, and 
implementation of environmental programs vary widely across the member localities, so there is 
no “one size fits all” solution. Activities will be tailored to the needs of each locality. 
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6.2 State Government Stakeholders  
 
The Virginia Department of Environmental Quality (DEQ) has many divisions administering 
programs impacting coastal zone management, beyond the CZM, Chesapeake Bay TMDL WIP, 
and MS4 programs mentioned previously. DEQ administers these financial programs: 

 The Stormwater Local Assistance Fund (SLAF) that provides matching grants to local 
governments for the planning, design, and implementation of stormwater BMPs. The 
intent is to help meet: 1) obligations related to the Chesapeake Bay TMDL requirements; 
2) requirements for local impaired stream TMDLs; 3) water quality requirements of the 
Chesapeake Bay WIP; and 4) water quality requirements related to the permitting of small 
MS4s. DEQ must annually estimate SLAF matching grants expected by local governments 
for projects related to planning, designing, and implementing stormwater BMPs eligible 
for funding. The annual “Stormwater Needs Assessment” will include both MS4 and non-
MS4 locality needs. 

 The Clean Water Act Section 319 Non-Point Source Management Implementation Grant 
Program that funds pollution control programs and services to carry out Implementation 
Plan recommendations for impaired waters. Section 319(h) grant funds are available for 
septic system improvements in watershed with bacteria impairments. 

 The Virginia Clean Water Revolving Loan Fund (VCWRLF) is a State Revolving Fund (SRF) 
that provides low interest loans to local governments, public service authorities, 
agricultural producers, partnerships and corporations for the planning, design, and 
construction of facilities or structures or the implementation of BMPs that reduce or 
prevent pollution of state waters. Loans can be used for stormwater, green infrastructure, 
riparian buffers, and more. Some of these loans may be eligible for principal forgiveness. 
 

The Virginia Department of Forestry (VDOF) protects, conserves, and enhances over 15 million 
acres of forestland in Virginia. VDOF protects forests across the Commonwealth from wildfire 
and forest health threats, promotes conservation of forestland through the management of 25 
State Forests and by holding and promoting conservation easements, protects and improves 
water quality through the Silvicultural Water Quality Program, promotes a strong forest 
economy, assists landowners with planning and implementation of forest management activities, 
and promotes healthy, growing urban forests.  VDOF field staff provide technical assistance, 
training, and support to landowners, partner groups, and state/local government agencies to 
implement each of these programs. VDOF provides these programs and services: 

 Silvicultural Water Quality Program - VDOF is tasked under VAC10.1-1105 with the 
“...prevention of erosion and sedimentation, and maintenance of buffers for water 
quality…” The Department’s water quality/buffer responsibilities, experience, and 
initiatives include: promoting, and enforcing the Virginia Silvicultural water quality law, 
developing forestry BMPs that are the standard for forest harvesting operations, 
inspecting all commercial timber harvest operations, providing logger education on water 
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quality protection and providing forestry technical assistance to U.S. Department of 
Agriculture conservation agencies, SWCDs and private landowners on the design, 
installation, management, and protection of forest buffers. VDOF operates a tax credit 
program for landowners that actively manage their timber and retain riparian buffers. 
The Riparian Buffer Tax Credit programs offers a tax credit 25% of the value of the timber 
that is retained as a buffer during a timber harvest. The buffer must remain in place for 
15 years by the landowner. 

 Riparian Forest Buffer and Afforestation Programs – Working with our partners at 
Natural Resources Conservation Service (NRCS), Farm Service Agency, DCR, and the 
SWCDs, VDOF provides technical assistance and forest tree seedlings for all riparian forest 
buffer installation projects as well as overseeing installation of forest trees for all 
afforestation projects.  The agency also follows-up two years after establishment to 
ensure that the young seedlings are growing well, free of competition, and thriving. 

 Urban Forestry Program –The VDOF helps Virginia communities maintain and enhance 
their community forests, and raise citizen awareness of the multiple benefits these forests 
provide: clean air, clean water, storm water management, community revitalization, 
community health, and wellbeing, business district enhancement, aesthetics, and contact 
with nature.  The Program provides technical assistance, educational opportunities, and 
grants for specific projects to establish and protect urban trees and forests and has 
developed an online tracking platform for both communities and private citizens to report 
new tree plantings. Users will be able to input tree planting projects of any size to be 
counted towards the accomplishment of WIP urban canopy goals. Two grant 
opportunities are available through the VDOF urban forestry program: 

o The Virginia Trees for Clean Water (VTCW) program that is designed to improve 
water quality across the Commonwealth through on-the-ground efforts to plant 
trees where they are needed most. Projects include tree planting activities of all 
types: riparian buffer tree planting, community, and neighborhood tree plantings, 
etc. The goal is to encourage local government and citizen involvement in creating 
and supporting long-term and sustained canopy cover.  

o The Urban and Community Forestry Assistance Program Grants are designed to 
encourage projects that promote tree planting, the care of trees, the protection 
and enhancement of urban and community forest ecosystems, and education on 
tree issues in cities, towns, and communities.  

 Forestland Conservation – The VDOF Conservation Easement Program enables forest 
landowners to make certain their lands are available for forest management in 
perpetuity, with a focus on forests that provide the greatest range of natural functions 
and values. Since larger blocks of working forest provide the greatest range of benefits, 
VDOF conservation easements emphasize keeping the forest land base intact and 
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undivided, enabling landowners to manage their forestland for timber products and 
environmental values.  

 Working Forests – Forests contribute to clean water, air, renewable energy, forest 
products, wildlife habitat, soil retention and our local economies. Active management of 
forests through harvesting or other types of silvicultural practice mimics natural processes 
enhancing forest benefits and providing a revenue stream for landowners. The VDOF 
believes in the value of working healthy forests across landscapes and assists forestland 
owners of all sizes to ensure their success. This only occurs through proper planning and 
an active management regime. To assist landowners with active management, the VDOF 
offers a multitude of forest management plans and services to all forest landowners.  

 Sentinel Landscapes – The Sentinel Landscapes Partnership is a coalition of federal 
agencies, state and local governments, and non-governmental organizations that works 
with private landowners to advance sustainable land management practices around 
military installations and ranges. Founded in 2013 by the United States Department of 
Defense, Department of Agriculture, and Department of the Interior, the partnership 
connects private landowners with voluntary government assistance programs that 
support defense, conservation, and agricultural missions. 

The Virginia Department of Conservation and Recreation (DCR) is the state’s primary natural 
resource conservation agency protecting natural habitats, parks, clean water, dams, open space, 
and access to the outdoors. DCR supports a variety of environmental programs organized within 
six areas (Administration, Natural Heritage, Planning and Recreation Resources, Stormwater 
Management, State Parks, and Dam Safety and Floodplain Management) and numerous policy 
and/or advisory boards including the Board of Conservation and Recreation, Virginia Cave Board, 
Board on Conservation and Development of Public Beaches, and the Virginia Soil and Water 
Conservation Board). DCR administers the following programs: 

 The Shoreline Erosion Advisory Service (SEAS) was established in 1980 to provide free 
assistance to localities and private landowners in Virginia with erosion problems. The 
work of SEAS staff had previously been focused on the tidal areas of Virginia; however, 
today SEAS services are also available in non-tidal areas of the state. Services include 
technical assistance, site investigations, written reports, plan reviews, construction 
inspections, and information. 

 The Virginia Dam Safety and Flood Prevention and Protection Assistance Fund, 
administered in conjunction with the Virginia Resources Authority (VRA), provides state 
funds for developing and implementing flood prevention or protection projects, flood 
prevention or protection studies, and dam safety studies.  

 The Virginia Land Conservation Foundation (VLCF) funds protection of open spaces and 
parklands, lands of historic or cultural significance, farmlands and forests, and natural 
areas. These funds have been used to protect nine locations in the region since 2000. 
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 The Recreational Trails Program is a reimbursement grant program for the creation and 
maintenance of trails and trail facilities. DCR administers the program, which is funded 
through the Federal Highway Administration. Grants may go to registered nonprofit 
organizations, city governments, county governments or other government entities but 
must be considered in accord with guidance from the Virginia Recreational Trails Program 
Advisory Committee. The program requires that 30 percent of trail program funds be used 
for motorized recreational trail uses, 30 percent for non-motorized recreational trails 
uses, and 40 percent for proposals with the greatest number of compatible recreational 
purposes and/or those that provide for innovative recreational trail corridor sharing 
(multiple-use trails). 

 The Virginia Natural Heritage Program focuses on the discovery, identification, 
protection, and monitoring of rare biodiversity in Virginia. The Healthy Waters Program, 
a collaboration among the Virginia Natural Heritage Program, Virginia Commonwealth 
University, and DEQ, addresses the identification and protection of aquatic communities. 

The Virginia Department of Wildlife Resources (DWR) is responsible for the management of 
inland fisheries, wildlife, and recreational boating for the Commonwealth of Virginia. DWR is 
leading wildlife conservation and inspiring people to value the outdoors and their role in nature. 

The Virginia Department of Transportation (VDOT) is responsible for building, maintaining, and 
operating the state's roads, bridges, and tunnels. They are a local landowner and an MS4 
permittee. As they work across the commonwealth to install BMPs to meet their TMDL and MS4 
requirements, there may be potential opportunities to partner with localities on BMP projects. 

The Virginia Department of Emergency Management (VDEM) provides guidance and resources 
for public servants and the general public on all types emergency situations. VDEM is also in 
charge of the state’s iFlows river gauging system. They will be piloting testing new iFlows river 
gauging and rain gauging equipment on the Rappahannock River in 2020 or 2021. VDEM also 
administers FEMA’s Hazard Mitigation Assistance (HMA) programs to provide funds for natural 
hazard mitigation measures to be implemented before, during, or after disaster recovery. The 
programs are: 

 The Hazard Mitigation Grant Program (HMGP) provides funding for mitigation measures 
following the declaration of a major disaster. 

 The Building Resilient Infrastructure and Communities (BRIC) program (formerly the Pre-
Disaster Mitigation (PDM) program) provides funding on an annual basis for hazard 
mitigation planning and mitigation measures. 

 The Flood Mitigation Assistance (FMA) program provides funding on an annual basis for 
mitigation measures related to buildings insured under the National Flood Insurance 
Program. The program addresses repetitive loss and severe repetitive loss properties. 
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The Virginia Department of Health (VDH) works to protect the health and promote the well-
being of all people in Virginia. They provide relevant guidance and resources on drinking water, 
emergency preparedness and response, environmental health, and environmental epidemiology. 
The Rappahannock Area Health District (RAHD) completed a Community Health Assessment and 
developed a Community Health Improvement Plan for Fredericksburg (2017) and is currently 
working with Caroline County (2020). VDH points to these programs for funding for septic 
systems: 

 Indemnification Fund provides homeowners with funding assistance for repairing or 
replacing an onsite sewage system or components that failed within 3 years of installation 
due to the negligence of VDH. Funding is available up to $30,000 and is reimbursed to the 
homeowner following repair or replacement of the onsite sewage system or components. 

 USDA Rural Development Single Family Housing Repair Loans and Grants. This program 
provides grants and low interest loans to very-low income homeowners to repair, 
improve, or modernize their homes to remove health and safety hazards. Loans and 
grants can be combined for up to $27,500 in assistance. 

 Virginia Walkability Action Institute (VWAI) is a one-year program to educate and 
support interdisciplinary teams on developing plans for improving walkability and active 
transportation in their communities.  
 

The Virginia Department of Housing and Community Development (DHCD) is committed to 
creating safe, affordable and prosperous communities to live, work and do business in Virginia. 
DHCD administers Community Development Block Grants (CDBG) including: 

 Community Economic Development Fund grants support economic development 
activities, particularly those creating employment opportunities for low- and moderate-
income persons. 

 Community Improvement Grants are competitive grants, which aid eligible localities in 
implementing projects that will most directly impact the greatest needs of the 
community. There are five primary project types under this funding source: 
comprehensive community development, business district revitalization, housing, 
community facility (infrastructure) and community service facility. 

 The Construction-Ready Water and Sewer Fund program supports the construction of 
community facility projects providing public water or sewer service to communities made 
up of at least 60 percent low- to moderate-income households or a locality-wide project 
serving at least 55 percent low- to moderate-income households. 

 The Local Innovation Program targets funding for innovative, small-scale pilot projects, 
such as Individual Development Account programs, loan programs to support economic 
restructuring activities, construction trades training programs, entrepreneurship 
development, heritage tourism, telecommunication projects or other efforts which 
provide unique, unmatched benefits. 
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 The Indoor Plumbing and Rehab (IPR) program provides forgivable loans to low-and 
moderate-income owner-occupants of substandard housing, which have no indoor 
plumbing, including no potable water or a failed septic system.  

 Planning Grants through the CDBG program to increase the potential for project success 
and impact. These grants aid in developing clearly articulated strategies for addressing a 
locality’s greatest community development needs following meaningful citizen 
participation. 

 Urgent Need Fund Grants enable the prompt response to existing serious and immediate 
threats to local health and safety. 

 
The Virginia Department of Social Services (DSS) provides a wide variety of services and benefits 
to Virginians. DSS’s Office of Community Services provides oversight for the Virginia Community 
Action Partnership network, a collection of 27 non-profit private and public community action 
agencies that receive their core funding from the Community Services Block Grant (CSBG), a 
federal grant to address the causes of poverty by implementing programs and services that 
empower low-income families and individuals, revitalize low income communities, and improve 
the economic self-sufficiency of low-income customers. The relevant community action agencies 
in the region are Thrive Virginia and the Southeast Rural Community Assistance Project, Inc.  

 The Southeast Rural Community Assistance Project can provide (at no cost): on-site 
technical assistance and consultation, operation and maintenance/management 
assistance, training, education, facilitation, volunteers, and financial assistance. Financial 
assistance includes $1,500 toward repair/replacement/ installation of a septic system and 
$2,000 toward repair/replacement/installation of an alternative waste treatment system. 
Funding is only available for families making less than 125 percent of the federal poverty 
level.  

 
The Virginia Silver Jackets Team brings individuals from different agencies together to facilitate 
collaboration, share information, and leverage resources to identify and implement solutions to 
reduce flood hazards. They can conduct assessments, develop plans, and support projects on 
behalf of localities. 
 

All the state government departments need technical assistance for supporting localities, 
including providing peer facilitation, trainings, project support, and project funding strategies. 
Specific needs are listed below. 

 DEQ needs data and deliverables to report on the successes of the CZM and WIP 
programs.  

 VDOF regularly works with forest landowners to proactively promote forestland 
conservation and intergenerational land transfer planning.  However, partnerships with 
local governments and citizen groups are needed to reach a wider audience, including 
forest landowners that have not sought professional forestry advice or assistance in the 
past.  VDOF is also seeking landowners that may be interested in afforestation projects 
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and riparian buffer enhancement or establishment projects.  Several grant programs, 
administered by VDOF are available, but an application must be submitted by a locality or 
local group and the applicant must arrange for the work to be completed.  Area foresters 
from VDOF are available to assist local governments, groups, and private landowners with 
forest management planning and are working to engage with landowners prior to timber 
harvesting operations when the most options for future forest management practices are 
available.  

 DCR needs partners in land conservation, recreation planning, and floodplain 
management. They receive few proposals for their floodplain management grants. 

 DWR needs a partner in wildlife protection. 
 VDOT needs partnerships for identifying projects and locations for meeting their MS4 

permit requirements.  
 VDEM needs partners for river and rain gauging programs and the maintenance of 

gauging equipment.  
 VDH needs partners for monitoring septic system maintenance. 
 DHCD needs partners. 
 DSS needs connected to low income households that need septic system improvements. 
 The Virginia Silver Jackets Team needs partners and project proposals. 

 

6.3 Other Interested Stakeholders  
 
U.S. Army Fort A.P. Hill is a large landholder in Caroline County. The Fort, which provides arms 
training, has its own departments for public works, emergency management, and resource 
management as well as a sustainable range program. Fort A.P. Hill integrates environmental 
quality, biodiversity, conservation, and ecosystem management in daily operations. The Garrison 
works collaboratively with federal agencies, state agencies and non-profit organizations to gather 
funds to purchase conservation easements and fee simple ownership from willing landowners. 
 
Naval District Washington is responsible for Naval shore installations in the Washington, DC 
metropolitan area, including Stafford and King George Counties. They serve as host command for 
Naval Support Facility Dahlgren in King George County. According to their website “The mission 
of the command is to sustain combat readiness through effective shore installation management 
and support.”  
 
Marine Corps Base Quantico, established in 1917, is partially located in northern Stafford 
County. The base provides facilities and services to tenant commands, military and civilian 
personnel, and family members to promote and sustain training, readiness and facilitate Inter-
Agency, Joint, and Service-level missions. Quantico easement program. 
 
The University of Mary Washington (UMW) in the City of Fredericksburg and Germanna 
Community College (GCC) in Spotsylvania County are MS4 permit holders. They also have faculty 
and students engaged in environmental studies. They have the potential to partner in many 
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capacities:  as MS4 permitted facilities, researchers, students supporting studies and outreach, 
and as workforce development providers.  
 
The Friends of the Rappahannock (FOR) organization is the voice and active force for a healthy 
and scenic Rappahannock River. They serve the entire Rappahannock River watershed and all the 
tributary watersheds which include 17 counties, the City of Fredericksburg, five PDCs, and eight 
SWCDs. They support advocacy, restoration, and education programs related to improving water 
quality and fostering environmental stewardship. They have been successful at acquiring grants, 
implementing outreach and education campaigns, assisting MS4 localities with minimum control 
measures, and installation of a wide range of BMPs including tree planting projects. FOR also 
administers the Rappahannock River Roundtable, one of many roundtables in Virginia 
supporting DEQ’s water quality improvement goals. 
 
The York and Small Coastal Basin Roundtable provides a forum for information sharing and 
collaboration among water quality and conservation-minded stakeholders within the York River, 
Mobjack Bay, and Piankatank River watershed areas including the upstream Mattaponi and North 
Anna watersheds in Caroline and Spotsylvania Counties. The Chesapeake Bay National Estuarine 
Research Reserve, administered by the Virginia Institute of Marine Science, is reinvigorating the 
roundtable in support of Virginia’s effort to protect water quality and conserve coastal resources 
for the betterment of its communities.  
 
The Potomac Watershed Roundtable is a regional government-citizen forum that promotes 
collaboration and cooperation among local governments and stakeholder interest groups on the 
Virginia side of the middle and lower Potomac River watershed, including Stafford and King 
George Counties.  
 
The Rappahannock River Basin Commission (RRBC), created by Section 62.1-69.27 of the Code 
of Virginia, provide guidance for the stewardship and enhancement of the water quality and 
natural resources of the Rappahannock River Basin. Commission members include state senators 
and delegates and local government representatives. The Commission may communicate, 
including through legislative recommendations, views to local, state, and federal legislative and 
administrative bodies on appropriate solutions to identified problems that foster resource 
stewardship for the environmental and economic health of the Basin. 
 
The Soil and Water Conservation Districts (SWCD) were established in the 1930s to develop 
comprehensive programs and plans to conserve soil resources, control and prevent soil erosion, 
prevent floods and conserve, develop, utilize and dispose water. They work closely with 
producers, urban and suburban landowners, and other land managers on preventing non-point 
source pollution to waterways. The SWCDs administer the Virginia Conservation Assistance 
Program (VCAP), a cost share program supporting landowners in installing BMPs. The local Tri-
County/City SWCD (TCC SWCD) and Hanover-Caroline SWCD (HC SWCD) need partnerships for 
a coordinated approach to engage landowners and reduce non-point source runoff pollution. 
They are also interested in finding funding for additional staff to support this work. 
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Virginia Cooperative Extension (VCE), hosted in partnership between Virginia Tech and Virginia 
State University, has this mission “Building local relationships and collaborative partnerships, we 
help people put scientific knowledge to work through learning experiences that improve 
economic, environmental, and social well-being.” They provide guides, training, and other 
resources related to agriculture, community leadership, families, food, lawns, and natural 
resources. VCE administers the “healthy lawns” program which provides low cost soil health and 
nutrient management recommendations for landowners. 
 
Virginia Institute of Marine Science’s (VIMS) Center for Coastal Resources Management provides 
locality specific map viewers that depict several shoreline condition analysis’ and preferred 
shoreline BMPs along the Rappahannock and Rapidan River corridors. 
 
Climate, Environment, and Readiness (CLEAR) program is an initiative of the University of Mary 
Washington to promote resilience within the GWRC region. That includes making sure this 
region’s basic infrastructure – including wetlands, forests, and open spaces – can regain 
functionality after a traumatic event, such as a natural disaster or drought. 
 
Northern Virginia Conservation Trust (NVCT) works to conserve land that has natural, historical, 
and cultural value. They engage landowners on conservation strategies, promote land use 
policies enabling conservation to local governments, advocate for state policies, and find ways to 
finance conservation efforts. 
 
Friends of Dahlgren Railroad Heritage Trail is a local organization supporting the use and 
maintenance of the rails to trails project in King George County. 
 
Resilience Adaptation Feasibility Tool (RAFT) team is a partnership between: The Institute for 
Engagement & Negotiation at the University of Virginia, The Virginia Coastal Policy Center at 
William & Mary Law School, and Old Dominion University/Virginia Sea Grant Climate Adaptation 
and Resilience Program. The team conducts a three-year program to assistant local or regional 
government agencies develop and implement resilience plans. 
 
Private companies provide services and products relevant to environmental services. 
Professionals in the development community provide different perspectives on local challenges 
and opportunities. Landscaping, septic, and waste management companies play a role in 
maintaining environmental systems. Nurseries, equipment manufacturers, and others meet the 
demand for local, native, and/or low impact products. 
 
These stakeholders need partnerships and a regional strategy to align, integrate, and optimize 
programs to achieve individual and collective goals.  
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7. Stakeholder Engagement 
 
GWRC held three meetings to engage member localities and interested stakeholders in 
developing this strategic plan. The first meeting on February 25, 2020, was held in person at 
GWRC’s office. There were 20 attendees. The meeting kicked off the project with a discussion of 
the scope, approach, and timeline. Discussion included acknowledging past efforts and relevant 
recommendations, existing plans, available data sets, and existing conditions. The focus of the 
meeting was to review and comment on a draft of the survey (Appendix C). 
 
The second meeting was scheduled for March 23, 2020 but was cancelled due to the Governor’s 
stay at home order related to the coronavirus (COVID-19). The meeting was rescheduled as a 
digital meeting (GoToMeeting) on April 17, 2020. There were 20 attendees. This meeting focused 
on the initial survey results and developing a wish list of shovel-ready and other projects and 
programs (Appendix D). 
 
The third meeting on May 14, 2020 was conducted as a digital meeting (GoToMeeting).  There 
were 26 attendees. This meeting included a discussion of the survey results. The focus of the 
meeting was to review and comment on the wish list of shovel-ready and other projects and 
programs (Appendix E). 
 
Additional coastal zone training and coordination meetings were held on June 12, 2020, 
(Appendix F) and July 9, 2020 (Appendix G). While these meetings did not focus on strategic plan 
development, they did include relevant topics. The July 9, 2020 meeting included a remote/video 
presentation from DEQ staff about the Chesapeake Bay Preservation Act and Regulations, 
providing GWRC member localities to ask questions about their local Bay Act programs. 
 
The outcomes of these meetings are incorporated into this plan. 

  



    

 
 

Environmental Services Strategic Plan FY20 – 11/16/2020 

George Washington Regional Commission Page | 34 

8. Stakeholder Survey  
 
The project stakeholders developed a survey to collect information to inform the development 
of this plan. The target audience for the survey was local government staff, decision makers, and 
experts influencing environmental management in the region. Participation was open to multiple 
representatives from the same locality or organization.  
 
The survey (Appendix H) included 10 questions to categorize the respondents by role and 
location, determine familiarity with CZM topics, and request recommendations for opportunities, 
actions, special projects, and priorities.  
 
The survey was available online (SurveyMonkey) from March 8, 2020 to April 15, 2020. Requests 
and reminders to participate were emailed to local government staff, administrators, board 
members, and elected officials. 
 
Forty people participated in the survey (Appendix I). The participants included 26 local 
government staff and leaders from all GWRC member localities. The remainder represented 
interested stakeholders, such as staff from local Soil and Water Conservation Districts, nonprofit 
organizations, and private planning and engineering companies.  
 
Participants were very familiar with water quality; streambank erosion; and public policy, 
stakeholder engagement, and decision-making topics. They requested GWRC give high priority 
to initiatives that: 

 Restore and maintain the surface water quality  
 Promote informed decision-making 
 Reduce or prevent streamline erosion 
 Protect and restore resources, habitats, and species  
 Ensure sustainable development  
 

The participants offered numerous recommendations for opportunities, actions, special projects, 
and priorities that were incorporated into this plan.  
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9. Program Vision 
 

NOAA’s Office for Coastal Management recommends considering these questions to develop 
program outcomes: 

 What change to the population does the program hope to effect within 20 years? 
 What change to the issue does the program hope to effect within 20 years? 

 
NOAA further recommends writing the outcomes as if changes have already occurred. Following 
this guidance, GWRC, member localities, and interested stakeholders developed the following 
description of outcomes. 
 
Within 20 years, the GWRC region will be celebrated for its high quality of life. Smart growth 
practices have effectively connected residents to schools, jobs, goods, and services; conserved 
natural areas and habitats; created safe and accessible outdoor recreation sites, trails, and 
waterways; elevated local cultural and historic assets; and reduced pollution to make the region 
a desirable place to live, work, and play. 
 
Supported by federal and state agencies as well as the regional commission, the local 
governments recognized the value and co-benefits of aligning growth and development practices 
with environmental conservation initiatives. Sustainable thinking was adopted in all departments 
leading to greater collaboration and success at creating whole systems solutions which were then 
integrated into local policies and regulations. 
 
The local citizenry played their part by learning about pollutant reduction, environmental 
restoration, and the co-benefits of sustainable development. They acted on their properties to 
capture and use rainwater, reduce fertilizer applications, and grow native plants. They supported 
similar activities at the neighborhood and community scale and backed elected officials in 
adopting smart growth policies. 
 
The move toward redevelopment and higher density developments incorporating green 
infrastructure and connected to trails and transit significantly improved air and water quality. 
Citizens enjoy the health benefits of reduced pollution and increased recreational opportunities. 
Local governments see a reduction in health-related social services and the conservation of 
traditional agricultural and forestal industries as economic growth is no longer tied to sprawling 
developments. Growth in the fields of aquaculture, ecotourism, and renewable energy shore up 
the local economy. Stream restoration projects reduce erosion and increase resilience to flash 
flooding and sea level rise. The region is healthier, safer, and happier. 
 
As the environment is restored, there is a sense of success and pride in strengthened partnerships 
and a deepened sense of community. Collaboration, education, and participation are now the 
norm for this region’s continued focus on maintaining a sustainable future. 
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10. Goals, Objectives, and Strategies  
 
To remain aligned with the state’s CZM program, GWRC’s member localities and interested 
stakeholders re-prioritized the state’s CZM goals to meet to meet local needs.  
 
The GWRC CZM Strategic Plan goals are: 

Goal 1. Resilience. Reduce or prevent losses of coastal habitat, life, and property caused by 
shoreline erosion, storms, relative sea level rise, and other coastal hazards in a manner that 
balances environmental and economic considerations. (VA CZM Goal 4) 

Goal 2. Water quality. Restore and maintain the quality of all coastal waters for human and 
ecosystem health through protection from adverse effects of excess nutrients, toxics, 
pathogens, and sedimentation. (VA CZM Goal 2) 

Goal 3. Physical features. Protect and restore coastal resources, habitats, and species of the 
Commonwealth. These include, but are not limited to, wetlands, subaqueous lands and 
vegetation, beaches, sand dune systems, barrier islands, underwater or maritime cultural 
resources, riparian forested buffers, and endangered or threatened species. (VA CZM Goal 1) 

Goal 4. Sustainable development. Ensure sustainable development on coastal lands and 
support access for water-dependent development through effective coordination of 
governmental planning processes. (VA CZM Goal 8) 

Goal 5. Technical tools. Promote informed decision-making by maximizing the availability of 
up-to-date educational information, technical advice, and scientific data including the use of 
new tools such as marine spatial planning. (VA CZM Goal 10) 

Goal 6. Air quality. Protect air quality. (VA CZM Goal 3) 

Goal 7. Public access. Promote sustainable ecotourism and to increase and improve public 
access to coastal waters and shorefront lands compatible with resource protection goals. (VA 
CZM Goal 6) 

Goal 8. Coordinated use. Avoid and minimize coastal and ocean resource use conflicts 
through research, planning, and a forum for coordination and facilitation among local, 
regional, state, and federal government agencies, interest groups, and citizens. (VA CZM Goal 
9) 

Goal 9. Aquaculture. Provide for sustainable wild fisheries and aquaculture. (VA CZM Goal 5) 

Goal 10. Renewable energy. Promote renewable energy production and provide for 
appropriate extraction of energy and mineral resources consistent with proper 
environmental practices. (VA CZM Goal 7) 

 
This strategic plan will focus on the first five regional goals.  Two to six objectives were developed 
for each goal. Each objective includes one to 14 strategies.   
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11. Strategic Plan 
 
The Strategic Plan was developed by prioritizing first the goals (as described in Section 9), then 
the objectives, and then the strategies. The objectives were prioritized in this general order 
(where appropriate): 

 Engage local governments 
 Coordinate training for local governments 
 Support local governments on policies 
 Support local governments on projects 
 Engage, educate, and empower the development community and local businesses 
 Engage, educate, and empower the public 

 
The strategies were prioritized based on topics that support the high priority goals and objectives. 
For example, after supporting local governments on policies or projects related to a certain topic, 
such as septic system management, engaging the development community and the public on 
that topic would be prioritized as next steps.  
 
In addition, strategies were also prioritized based on the anticipated level of funding from the 
following programs: 
 

 CZM 306 Program 
o GWRC anticipates receiving annual funds from this program for three years and 

then reapplying for additional funds for another three years. 
o For the fiscal year starting October 1, 2020, GWRC and each of the other seven 

coastal PDCs proposed the Advancing Ecosystem and Community Resilience 
project. The proposal requested $30,000 per PDC for each of three years and 
includes a 1:1 match. This work will be aligned with the concurrent VDEM river 
flow and rain gauging program to utilize local data. The project that includes: 
 Establish a regional resiliency stakeholder group and conduct at least two 

annual stakeholder meetings. 
 Identify regional resiliency needs, such as data gaps, local capacity, etc., and 

establish regional resilience priorities (such as identifying areas to 
protect/relocate/adapt, natural resource protection, planning for migration of 
flora and fauna, etc.) and potential projects. 

 Support the development of the CZM resilience database by providing 
feedback on structure, usability, and procedures based on local and regional 
needs, project priorities, and a list of regional projects and data on those 
projects. 

 Participate in development of Virginia Coastal Resilience Master Plan, 
including attending meetings, and providing information to state entities, as 
necessary. 
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 CZM Technical Assistance Program 
o GWRC anticipates receiving annual funds from this program indefinitely. 
o For the fiscal year starting October 1, 2020, GWRC requested $34,500, and the 

contract will include a 1:1 match. GWRC proposed a special project on Flood Risk 
Communication that includes: 
 Three stakeholder meetings to kick off the project, work through the 

Communication Plan Guide, and introduce the resources. 
 Recommendations for adding resources to the websites and social media 

feeds of local governments and major stakeholders. 
 Coordination with the Federal Emergency Management Administration 

(FEMA) and the Virginia Department of Conservation & Recreation (DCR) on 
the timeline and activities related to updating Flood Insurance Rate Maps in 
the region. 

 Chesapeake Bay WIP PDC Locality Implementation Program  
o GWRC anticipates receiving annual funds from this program through 2025. 
o For the calendar year starting January 1, 2021, GWRC anticipates $58,000 and a 

requirement for $12,000 in match. GWRC will proposed a locally specific scope as 
developed with this plan.  

 
These programs, major contract tasks, and funding are listed in Table 1. The annual total is 
$122,500 in grant funds and $76,500 in match for a total of $199,000 for each of the first three 
years. The match is anticipated to be provided by in-kind participation from stakeholders 
attending meetings and trainings and partnering on projects. If the match cannot be obtained by 
in-kind participation, then a cash match must be obtained to meet contract requirements. The 
inability to obtain the $76,500 match would make GWRC ineligible for the $122,500 in grant 
funds. 
 
Table 1. Environmental programs, tasks, and funding per year 

Program Task (Code) Grant Funds Match* Duration 
CZM 306 Resilience (R) $30,000 $30,000 Annual for 3 years** 

Subtotals $30,000 $30,000  
CZM TA Engagement (A) $15,000 $15,000 Annual 

Training (B) $7,000 $7,000 Annual 
Special projects (C) $12,500 $12,500 Annual 

Subtotals $34,500 $34,500  
WIP Engagement (A) $17,000 $3,000 Annual through 2025 

Training (B) $12,000 $3,000 Annual through 2025 
Special projects (C) $29,000 $8,500 Annual through 2025 

Subtotals $58,000 $14,500  
Totals $122,500 $79,000  

* The match may be cash or derived from in-kind services. 
** GWRC hopes to renew this grant for another 3 years. 
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This plan coordinates all the resources of the CZM and WIP programs to optimize results. For 
example, WIP grant funds will primarily be used to address strategies under the water quality 
goal allowing CZM grant funds to address strategies under the other goals.  
 
The annual engagement tasks for both the CZM and WIP contracts have been combined into one 
annual strategy to coordinate efforts. Typically, each program requires facilitation of at least four 
meetings for member localities and interested stakeholders. GWRC and participants have 
enjoyed the flexibility of facilitating anywhere from four joint or back-to-back meetings to eight 
separate meetings according to the workplan. The combined engagement strategy has $32,000 
in grant funds and $18,000 in required match per year. This match is anticipated to be provided 
by in-kind participation from the people attending the meetings (18 people attending 6 meetings 
at 4 hours for the meeting and travel at $40/hr is $18,000). Acquiring a cash match would provide 
funds to advance engagement efforts.  
 
In contrast, the training tasks for both the CZM and WIP contracts have separate strategies to be 
able to maximize and diversify training efforts. The total training budget is $19,000 in grant funds 
and $10,000 in required match per year. This match is anticipated to be provided by in-kind 
participation from the people attending the trainings (10 people attending 6 meetings at 4 hours 
for the meeting and travel at $40/hr is $10,000). Acquiring a cash match would provide funds to 
advance technical knowledge.  
 

Finally, the number of special projects for either contract will vary depending on the funding 
needs for each project compared to the available funding. At the start of implementation, this 
plan has $41,500 in grant funds and $18,500 in required match per year for special projects. 
This match is anticipated to be provided by in-kind participation from project partners (9 hours 
per week at $40/hr is $18,500). Acquiring a cash match would provide funds to achieve plan goals 
at a faster rate.  
 
The prioritized goals, objectives, and strategies are listed in the following tables by goal. The 
entire list of goals, objectives, and strategies (including a brief description of each strategy) is 
provided in an Excel document (Appendix J) to allow for searching and sorting.  
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Goal 1. Resilience 
Reduce or prevent losses of coastal habitat, life, and property caused by shoreline erosion, 
storms, relative sea level rise, and other coastal hazards in a manner that balances environmental 
and economic considerations (VA CZM Goal 4). 
 
Table 2. Resilience objectives and strategies 

Type Number Goal / Objective / Strategy Name 

Goal 1.0.0 Resilience 

Objective 1.1.0 Implement the local "Advancing Ecosystem and Community Resilience" 
program 

Strategy 1.1.1 Community Resilience Y1 

Strategy 1.1.2 Community Resilience Y2 

Strategy 1.1.3 Community Resilience Y3 

Objective 1.2.0 Support local governments on policies 

Strategy 1.2.1 Update GWRC Hazard Mitigation Plan 2022 

Strategy 1.2.2 Create a local resilience policy “toolbox” 

Strategy 1.2.3 Review and update local flood plain regulations in accordance with recent 
changes. 

Strategy 1.2.4 Update GWRC Hazard Mitigation Plan 2027 

Objective 1.3.0 Support local governments on projects 

Strategy 1.3.1 Create and prioritize an inventory of flood-prone structures  

Strategy 1.3.2 Assess resilience of drinking water supply and wastewater management 
systems 

Strategy 1.3.3-4 Support implementation of resilience projects 

Strategy 1.3.5 Partner to address high hazard Lake Monroe Dam in King George County 

Strategy 1.3.6 Partner to address high hazard dams in Caroline County (3) 

Strategy 1.3.7 Partner to address high hazard dams in Spotsylvania County (5) 
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Type Number Goal / Objective / Strategy Name 

Strategy 1.3.8 Partner to address high hazard dams in Stafford County (7 or 13?)  

Strategy 1.3.9 Support implementation of resilience projects 

Objective 1.4.0 Engage, educate, and empower development community and local 
businesses 

Strategy 1.4.1 Engage developers on resilience 

Strategy 1.4.2 Engage local businesses on resilience 

Objective 1.5.0 Engage, educate, and empower the public 

Strategy 1.5.1 Implement a Flood Risk Communication Program  

Strategy 1.5.2 Participate in RAFT Y1 

Strategy 1.5.3 Participate in RAFT Y2 

Strategy 1.5.4 Participate in RAFT Y3 

Strategy 1.5.5 Create/expand website dashboard for tracking and celebrating progress 
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Goal 2. Water quality 
Restore and maintain the quality of all coastal waters for human and ecosystem health through 
protection from adverse effects of excess nutrients, toxics, pathogens, and sedimentation (VA 
CZM Goal 2). 
 
Table 3. Water quality objectives and strategies 

Type Number Goal / Objective / Strategy Name 

Goal 2.0.0 Water quality 

Objective 2.1.0 Engage local governments 

Strategy 2.1.01-10 Coordination with localities and CPT on water quality 

Objective 2.2.0 Educate local governments 

Strategy 2.2.1 Coordinate training on water quality regulations  

Strategy 2.2.2 Coordinate training on the water quality studies of local tributaries 

Strategy 2.2.3 Coordinate training on BMPs - septic 

Strategy 2.2.4 Coordinate training on local water quality policy options 

Strategy 2.2.5 Coordinate training on BMPs - land conservation / forests 

Strategy 2.2.6 Coordinate training on BMPs - nutrient management planning 

Strategy 2.2.7 Provide education and case studies on using stormwater utility fees 

Strategy 2.2.8 Training on progress, new data sources, new tools 

Objective 2.3.0 Support local governments on policies 

Strategy 2.3.01 Create a local water quality policy “toolbox” 

Strategy 2.3.02 Support Port Royal in updating ordinances 

Strategy 2.3.03 Support Port Royal in updating Comprehensive Plan 

Strategy 2.3.04 Conduct soft "audit" or participate in regulatory audit of locality 
environmental programs for interested localities 

Strategy 2.3.05 Prepare 319 grant application to implement Fairview Beach 
Implementation Plan 
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Type Number Goal / Objective / Strategy Name 

Strategy 2.3.06 Prepare 319 grant application to implement Mataponi Implementation 
Plan 

Strategy 2.3.07 Engage state and federal agencies on technical requirements 

Strategy 2.3.08 Assist localities with implementing stormwater fees or stormwater utility 
fees 

Strategy 2.3.09 Evaluate environmental program costs  

Strategy 2.3.10 Assist Caroline County in developing a "VESMP Lite " program 

Objective 2.4.0 Support local governments on projects 

Strategy 2.4.01 Identify Coastal Resource Management Areas 

Strategy 2.4.02 Identify Areas of Geographic Concern 

Strategy 2.4.03 Develop locality water quality objectives and priorities 

Strategy 2.4.04 Septic system program management 

Strategy 2.4.05 Septic pump out tracking 

Strategy 2.4.06 Develop Va. CDBG and/or WQIF application(s) on behalf of the Town of 
Port Royal 

Strategy 2.4.07 Support Port Royal in addressing drainage along Route 301 (Main Street) 

Strategy 2.4.08 Plan for land conservation 

Strategy 2.4.09 Support urban tree program 

Strategy 2.4.10 Support forest carbon credit banking 

Strategy 2.4.11 Support action on Fairview Beach Implementation Plan 

Strategy 2.4.12 Repeat BMP signage project after additional BMPs are constructed 

Strategy 2.4.13 Support action on Mataponi Implementation Plan 

Strategy 2.4.14 Prioritize impaired waterways for development of local watershed studies 
and implementation plans 

Strategy 2.4.15 Stormwater infrastructure asset management program(s) 

Strategy 2.4.16 Work with DEQ to conduct watershed studies for impaired waterways 
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Type Number Goal / Objective / Strategy Name 

Strategy 2.4.17 Track storm drain cleaning  

Strategy 2.4.18 Work with DEQ to prepare Implementation Plans for impaired waterways 
with watershed studies. 

Strategy 2.4.19-21 Support action on Implementation Plans 

Objective 2.5.0 Engage, educate, and empower development community and local 
business 

Strategy 2.5.1 Engage on septic systems 

Strategy 2.5.2 Engage on land conservation / forests 

Strategy 2.5.3 Engage on nutrient management planning 

Strategy 2.5.4 Educate developers on all water quality topics 

Objective 2.6.0 Engage, educate, and empower the public 

Strategy 2.6.1 Public engagement in pollution prevention program 

Strategy 2.6.2 Septic system public outreach 

Strategy 2.6.3 Urban tree planting and reporting public outreach 

Strategy 2.6.4 Forest management public outreach 

Strategy 2.6.5 Promote working lands public outreach 

Strategy 2.6.6 Support nutrient management public outreach 

Strategy 2.6.7 Comprehensive public outreach on water quality 

Strategy 2.6.8 Create/expand website dashboard for tracking and celebrating progress 

Strategy 2.6.9 Storm drain public outreach 
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Goal 3. Physical features 
Protect and restore coastal resources, habitats, and species of the Commonwealth. These 
include, but are not limited to, wetlands, subaqueous lands and vegetation, beaches, sand dune 
systems, barrier islands, underwater or maritime cultural resources, riparian forested buffers, 
and endangered or threatened species (VA CZM Goal 1). 
 
Table 4. Physical features objectives and strategies 

Type Number Goal / Objective / Strategy Name 

Goal 3.0.0 Physical features 

Objective 3.1.0 Engage local governments 

Strategy 3.1.1-9 Coordination with localities and CPT on physical features 

Objective 3.2.0 Educate local governments 

Strategy 3.2.1 Provide education on relevant regulations and non-regulatory goals, 
strategies, and tactics 

Strategy 3.2.2 Coordinate training on endangered species, habitat restoration and 
management, and reducing impacts of invasive species 

Strategy 3.2.3 Coordinate training on urban and non-urban stream restoration 

Strategy 3.2.4 Coordinate training on urban and non-urban shoreline restoration 

Strategy 3.2.5 Coordinate training on mussel projects 

Objective 3.3.0 Support local governments on policies 

Strategy 3.3.1 Identify related programs on physical features, habitats, and species 

Strategy 3.3.2 Support compliance with relevant regulations and non-regulatory goals, 
strategies, and tactics 

Strategy 3.3.3 Create a policy “toolbox” on physical features 

Strategy 3.3.4 Evaluate the lifecycle and systems costs and benefits related to physical 
resources, habitats, and species, including jobs, tourism, etc. 

Strategy 3.3.5 Follow up on CZM study of historic drainage structures (berms, dikes, 
ditches) in the upper Mattaponi area 

Strategy 3.3.6 Guide Land Conservation in Virginia to the Highest Conservation Value 
Lands 

Strategy 3.3.7 Develop mitigation and adaptation plans for flora and fauna threatened 
by climate change 

Objective 3.4.0 Support local governments on projects 
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Type Number Goal / Objective / Strategy Name 

Strategy 3.4.01 Identify local and regional projects to improve physical features 

Strategy 3.4.02 Support urban and non-urban stream restoration 

Strategy 3.4.03 Support urban and non-urban shoreline restoration 

Strategy 3.4.04 Target water quality improvement in streams supporting rare mussels 
and other aquatic species 

Strategy 3.4.05 Support or develop and mussel programs 

Strategy 3.4.06 Support low-impact closed system aquaculture such as tilapia/aquaponics 

Strategy 3.4.07 Support conservation of wetlands that support rare and endangered 
species 

Strategy 3.4.08 Pursue the restoration and enhancement of wetland habitats 

Strategy 3.4.09 Support maintenance and restoration of forest habitat 

Strategy 3.4.10 Support maintenance and restoration of open habitats 

Strategy 3.4.11 Partner in buffering lands around Fort A.P. Hill and Marine Corps Base 
Quantico 

Strategy 3.4.12 Pursue Sentinel Landscapes Partnerships 

Strategy 3.4.13 Support expansion of the Rappahannock River National Wildlife Refuge 

Objective 3.5.0 Engage, educate, and empower development community and local 
businesses 

Strategy 3.5.1 Engage developers on physical features 

Strategy 3.5.2 Engage local businesses on physical features 

Objective 3.6.0 Engage, educate, and empower the public 

Strategy 3.6.1 Habitats and species public outreach 

Strategy 3.6.2 Shoreline management public outreach 

Strategy 3.6.3 Stream management public outreach 

Strategy 3.6.4 Create/expand website dashboard for tracking and celebrating progress 
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Goal 4. Sustainable development 
Ensure sustainable development on coastal lands and support access for water-dependent 
development through effective coordination of governmental planning processes (VA CZM Goal 
8). 
 
Table 5. Sustainable development objectives and strategies 

Type Number Goal / Objective / Strategy Name 

Goal 4.0.0 Sustainable development 

Objective 4.1.0 Engage local governments 

Strategy 4.1.1-8 Coordination with localities and CPT on sustainable development 

Objective 4.2.0 Educate local governments 

Strategy 4.2.1 Coordinate training on regulations relevant to sustainable development 
and non-regulatory goals, strategies, and tactics 

Strategy 4.2.2 Coordinate training on sustainable development practices 

Strategy 4.2.3 Coordinate training on Transfer/Purchase of Development Rights 

Objective 4.3.0 Support local governments on policies 

Strategy 4.3.1 Conduct Greenways Feasibility Study  

Strategy 4.3.2 Participate in Virginia Walkability Action Institute 

Strategy 4.3.3 Identify related programs on sustainable development  

Strategy 4.3.4 Create a policy “toolbox” on sustainable development 

Strategy 4.3.5 Evaluate the lifecycle and systems costs and benefits related to 
sustainable development, including jobs, tourism, etc. 

Strategy 4.3.6 Aid on Transfer/Purchase of Development Rights programs 

Strategy 4.3.7 Assess environmental justice  

Strategy 4.3.8 Participate in regional energy and climate change planning 

Strategy 4.3.9 Support implementation of energy and climate change plan 

Objective 4.4.0 Support local governments on projects 
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Type Number Goal / Objective / Strategy Name 

Strategy 4.4.01 Increase "scenic river" and "scenic byway" designation miles 

Strategy 4.4.02 Identify local and regional sustainable development projects 

Strategy 4.4.03 Support increasing river and coast access 

Strategy 4.4.04 Urban Heat Island Mitigation 

Strategy 4.4.05 Support Port Royal in King Street pier maintenance and costs 

Strategy 4.4.06 Support implementation of Greenways Feasibility Study Y1 

Strategy 4.4.07 Support implementation of Greenways Feasibility Study Y2 

Strategy 4.4.08 Support implementation of Greenways Feasibility Study Y3 

Strategy 4.4.09 Support implementation of Greenways Feasibility Study Y4 

Strategy 4.4.10 Add Rappahannock River to www.virginiawatertrails.org  

Strategy 4.4.11 Refine Rappahannock River assets in www.virginiawatertrails.org  

Strategy 4.4.12 Rappahannock River Water Trail Launch Sites Enhancement Plan 

Strategy 4.4.13 Rappahannock River Water Trail Launch Sites Signage 

Strategy 4.4.14 Reduce dependence on vehicles 

Strategy 4.4.15 Support impervious surface reduction 

Objective 4.5.0 Engage, educate, and empower development community and local 
businesses 

Strategy 4.5.1 Engage developers on sustainable development 

Strategy 4.5.2 Engage local businesses on sustainable development 

Strategy 4.5.3 Promote Virginia Certified Ecotour Guide Course and connections 

Objective 4.6.0 Engage, educate, and empower the public 

Strategy 4.6.1 Water use public outreach 

Strategy 4.6.2 Energy use public outreach 
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Type Number Goal / Objective / Strategy Name 

Strategy 4.6.3 Trails and Waterways public outreach 

Strategy 4.6.4 Promote ecotourism and recreation 

Strategy 4.6.5 Create/expand website dashboard for tracking and celebrating progress 
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Goal 5. Technical tools 

Promote informed decision-making by maximizing the availability of up-to-date educational 
information, technical advice, and scientific data including the use of new tools such as marine 
spatial planning (VA CZM Goal 10). 

Table 6. Technical tools objectives and strategies 

Type Number Goal / Objective / Strategy Name 

Goal 5.0.0 Technical tools 

Objective 5.1.0 Track strategic plan implementation 

Strategy 5.1.01-04 Annual tracking of implementation 

Strategy 5.1.05 Formal plan update 

Strategy 5.1.06-09 Annual tracking of implementation 

Strategy 5.1.10 Formal plan update 

Objective 5.2.0 Educate local governments 

Strategy 5.2.1 Coordinate training on environmental datasets 

Strategy 5.2.2 Coordinate training on water resource management  

Strategy 5.2.3 Coordinate training on renewable energy 

Strategy 5.2.4 Coordinate training on air quality control 

Strategy 5.2.5 Coordinate training on road recycling paving 

Strategy 5.2.6 Coordinate training on environmental justice 

Strategy 5.2.7 Coordinate training on trash disposal 

Strategy 5.2.8 Coordinate training on industrial waste management 

Objective 5.3.0 Support local governments on projects 

Strategy 5.3.1 Regional grant writer position feasibility study 

Strategy 5.3.2 Regional Floodplain Manager position feasibility study 
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Type Number Goal / Objective / Strategy Name 

Strategy 5.3.3 Regional Public Outreach position feasibility study 

Strategy 5.3.4 Regional grant writer position 

Strategy 5.3.5 Regional Floodplain Manager position 

Strategy 5.3.6 Regional Public Outreach position  

Objective 5.4.0 Engage, educate, and empower development community and local 
businesses 

Strategy 5.4.1 Engage developers on technical tools 

Strategy 5.4.2 Engage local businesses on technical tools 
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12. Implementation Plan  
 
Based on the prioritization of strategies and the requirements and funding anticipated under 
current programs, GWRC developed a 10-year implementation plan. The following tables list the 
strategies for all the goals for each of the next ten years. These tables are organized by strategy 
number. The corresponding spreadsheet (Appendix J) includes the program task codes from 
Table 6 under the assigned fiscal year column to aid sorting. 
 
Year 1 FY21 (October 1, 2020 – September 30, 2021) 
 
Table 7. Implementation Plan for Year 1, FY21 (October 1, 2020 – September 30, 2021) 

Type Number Goal / Objective / Strategy Name  Cost ($)  Funding Source 

Strategy 1.1.1 Community Resilience Y1  $          60,000  CZM Resilience 

Strategy 1.5.1 Implement a Flood Risk Communication 
Program   $          25,000  CZM Special Project 

Strategy 2.1.01 Coordination with localities and CPT on 
water quality  $          50,000  CZM and WIP 

Engagement 

Strategy 2.2.1 Coordinate training on water quality 
regulations   $          15,000  CZM Training 

Strategy 2.2.2 Coordinate training on the water quality 
studies of local tributaries  $          14,000  WIP Training  

Strategy 2.3.01 Create a local water quality policy 
“toolbox”  $            7,000  WIP Special Project 

Strategy 2.3.02 Support Port Royal in updating ordinances  $            2,000  WIP Special Project 

Strategy 2.3.03 Support Port Royal in updating 
Comprehensive Plan  $            2,000  CZM Special Project 

Strategy 2.4.01 Identify Coastal Resource Management 
Areas  $            7,000  WIP Special Project 

Strategy 2.4.02 Identify Areas of Geographic Concern  $            7,000  WIP Special Project 

Strategy 2.4.03 Develop locality water quality objectives 
and priorities  $            7,000  WIP Special Project 

Strategy 4.3.1 Conduct Greenways Feasibility Study $           40,000 VDOF 

Strategy 5.1.01 Annual tracking of implementation  $            3,000  WIP Special Project 

 
Anticipated: $142,500 
Match:     $96,500 
Total:  $239,000 
 
This year includes a VDOF Urban and Community Forestry Assistance Grant.  
  



    

 
 

Environmental Services Strategic Plan FY20 – 11/16/2020 

George Washington Regional Commission Page | 53 

Year 2 FY22 (October 1, 2021 – September 30, 2022) 
 
Table 8. Implementation Plan for Year 2, FY22 (October 1, 2021 – September 30, 2022) 

Type Number Goal / Objective / Strategy Name  Cost ($)  Funding Source 

Strategy 1.1.2 Community Resilience Y2  $          60,000  CZM Resilience 

Strategy 1.2.1 Update GWRC Hazard Mitigation Plan 
2022  $        100,000  BRIC 

Strategy 2.1.02 Coordination with localities and CPT on 
water quality  $          20,000  CZM and WIP 

Engagement 

Strategy 2.2.3 Coordinate training on BMPs - septic  $          15,000  WIP Training  

Strategy 2.2.4 Coordinate training on local water quality 
policy options  $            7,000  CZM Training 

Strategy 2.3.04 
Conduct soft "audit" or participate in 
regulatory audit of locality environmental 
programs for interested localities 

 $          10,000  WIP Special Project 

Strategy 2.4.04 Septic system program management  $          11,000  WIP Special Project 

Strategy 2.4.05 Septic pump out tracking  $            8,000  WIP Special Project 

Strategy 2.4.06 
Develop Va. CDBG and/or WQIF 
application(s) on behalf of the Town of 
Port Royal 

 $            3,000  WIP Special Project 

Strategy 2.6.1 Public engagement in pollution prevention 
program  $          50,000  NFWF 

Strategy 3.1.1 Coordination with localities and CPT on 
physical features  $          30,000  CZM and WIP 

Engagement 

Strategy 3.2.1 
Provide education on relevant regulations 
and non-regulatory goals, strategies, and 
tactics 

 $            7,000  CZM Training 

Strategy 3.3.1 Identify related programs on physical 
features, habitats, and species  $            8,000  CZM Special Project 

Strategy 3.3.2 
Support compliance with relevant 
regulations and non-regulatory goals, 
strategies, and tactics 

 $            8,000  CZM Special Project 

Strategy 3.3.3 Create a policy “toolbox” on physical 
features  $            9,000  CZM Special Project 

Strategy 4.3.2 Participate in Virginia Walkability Action 
Institute $           10,000 VDH 

Strategy 5.1.02 Annual tracking of implementation  $            3,000  WIP Special Project 

 
Anticipated: $247,500 
Match:   $111,500 
Total:  $359,000 
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After focusing on water quality for the first year, the engagement tasks for both the CZM and 
WIP contracts are expanded to include the topic of physical features (physical resources, habitats, 
and species) in addition to water quality. The engagement tasks will expand again in the third 
year to include sustainable development. 
 
This year also includes potential BRIC funding to update the Hazard Mitigation Plan and potential 
NFWF funding for public outreach on pollution prevention. 
 
This year includes participating in the Virginia Walkability Action Institute.  
  



    

 
 

Environmental Services Strategic Plan FY20 – 11/16/2020 

George Washington Regional Commission Page | 55 

Year 3 FY23 (October 1, 2022 – September 30, 2023) 
 
Table 9. Implementation Plan for Year 3, FY23 (October 1, 2022 – September 30, 2023) 

Type Number Goal / Objective / Strategy Name  Cost ($)  Funding Source 

Strategy 1.1.3 Community Resilience Y3  $          60,000  CZM Resilience 

Strategy 1.5.2 Participate in RAFT Y1  $                    -    RAFT 

Strategy 2.1.03 Coordination with localities and CPT on 
water quality  $          10,000  CZM and WIP 

Engagement 

Strategy 2.2.5 Coordinate training on BMPs - land 
conservation / forests  $          15,000  WIP Training  

Strategy 2.3.05 
Prepare 319 grant application to 
implement Fairview Beach 
Implementation Plan 

 $            2,000  WIP Special Project 

Strategy 2.4.07 Support Port Royal in addressing 
drainage along Route 301 (Main Street)  $            6,000  WIP Special Project 

Strategy 2.4.08 Plan for land conservation  $            8,000  WIP Special Project 

Strategy 2.5.1 Engage on septic systems  $            8,000  WIP Special Project 

Strategy 2.6.2 Septic system public outreach  $            8,000  WIP Special Project 

Strategy 3.1.2 Coordination with localities and CPT on 
physical features  $          10,000  CZM and WIP 

Engagement 

Strategy 3.2.2 

Coordinate training on endangered 
species, habitat restoration and 
management, and reducing impacts of 
invasive species 

 $            7,000  CZM Training 

Strategy 3.3.4 

Evaluate the lifecycle and systems costs 
and benefits related to physical 
resources, habitats, and species, 
including jobs, tourism, etc. 

 $            8,000  CZM Special Project 

Strategy 3.3.5 
Follow up on CZM study of historic 
drainage structures (berms, dikes, 
ditches) in the upper Mattaponi area 

 $            9,000  CZM Special Project 

Strategy 4.1.1 Coordination with localities and CPT on 
sustainable development  $          30,000  CZM and WIP 

Engagement 

Strategy 4.2.1 

Coordinate training on regulations 
relevant to sustainable development and 
non-regulatory goals, strategies, and 
tactics 

 $            7,000  CZM Training 

Strategy 4.3.1 Identify related programs on sustainable 
development   $            8,000  CZM Special Project 

Strategy 5.1.03 Annual tracking of implementation  $            3,000  WIP Special Project 
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Anticipated: $122,500 
Match:     $76,500 
Total:  $199,000 
 
The engagement tasks for both the CZM and WIP contracts are expanded to include the topic of 
sustainable development in addition to water quality and physical features (physical resources, 
habitats, and species). 
 
This year also includes potential involvement in the three-year RAFT program.  
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Year 4 FY24 (October 1, 2023 – September 30, 2024) 
 
Table 10. Implementation Plan for Year 4, FY24 (October 1, 2023 – September 30, 2024) 

Type Number Goal / Objective / Strategy Name  Cost ($)  Funding Source 

Strategy 1.2.2 Create a local resilience policy “toolbox”  $          20,000  CZM Resilience 
Renewal 

Strategy 1.2.3 
Review and update local flood plain 
regulations in accordance with recent 
changes. 

 $          20,000  CZM Resilience 
Renewal 

Strategy 1.3.1 Create and prioritize an inventory of flood-
prone structures   $          20,000  CZM Resilience 

Renewal 

Strategy 1.5.3 Participate in RAFT Y2  $                    -    RAFT 

Strategy 2.1.04 Coordination with localities and CPT on 
water quality  $          16,000  CZM and WIP 

Engagement 

Strategy 2.2.6 Coordinate training on BMPs - nutrient 
management planning  $          15,000  WIP Training  

Strategy 2.3.06 Prepare 319 grant application to 
implement Mataponi Implementation Plan  $            2,000  WIP Special Project 

Strategy 2.4.09 Support urban tree program  $            8,000  WIP Special Project 

Strategy 2.4.10 Support forest carbon credit banking  $            8,000  WIP Special Project 

Strategy 2.4.11 Support action on Fairview Beach 
Implementation Plan   319 

Strategy 2.5.2 Engage on land conservation / forests  $            6,000  WIP Special Project 

Strategy 2.6.3 Urban tree planting and reporting public 
outreach  $            4,000  WIP Special Project 

Strategy 2.6.4 Forest management public outreach  $            4,000  WIP Special Project 

Strategy 3.1.3 Coordination with localities and CPT on 
physical features  $          16,000  CZM and WIP 

Engagement 

Strategy 3.2.3 Coordinate training on urban and non-
urban stream restoration  $            7,000  CZM Training 

Strategy 3.3.6 Guide Land Conservation in Virginia to the 
Highest Conservation Value Lands  $            8,000  CZM Special Project 

Strategy 3.4.01 Identify local and regional projects to 
improve physical features  $            9,000  CZM Special Project 

Strategy 4.1.2 Coordination with localities and CPT on 
sustainable development  $          18,000  CZM and WIP 

Engagement 

Strategy 4.2.2 Coordinate training on sustainable 
development practices  $            7,000  CZM Training 

Strategy 4.3.2 Create a policy “toolbox” on sustainable 
development  $            8,000  CZM Special Project 

Strategy 5.1.04 Annual tracking of implementation  $            3,000  WIP Special Project 



    

 
 

Environmental Services Strategic Plan FY20 – 11/16/2020 

George Washington Regional Commission Page | 58 

Anticipated: $122,500 
Match:     $76,500 
Total:  $199,000 
 
The engagement tasks for both the CZM and WIP contracts will continue to address water quality, 
physical features (physical resources, habitats, and species), and sustainable development, as 
appropriate. 
 
Years 4, 5, and 6 include funds from renewing the CZM Resilience program at $60,000 per year. 
Otherwise, strategies 1.2.1 and 1.3.2 are unfunded, and the annual funding is reduced to 
$139,000.  
 
This year also includes potential involvement in the three-year RAFT program and potential 306 
funding for a water quality project.  
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Year 5 FY25 (October 1, 2024 – September 30, 2025) 
 
Table 11. Implementation Plan for Year 5, FY25 (October 1, 2024 – September 30, 2025) 

Type Number Goal / Objective / Strategy Name  Cost ($)  Funding Source 

Strategy 1.3.2 Assess resilience of drinking water supply 
and wastewater management systems  $          20,000  CZM Resilience 

Renewal 

Strategy 1.3.3 Support implementation of resilience 
projects  $          20,000  CZM Resilience 

Renewal 

Strategy 1.4.1 Engage developers on resilience  $          20,000  CZM Resilience 
Renewal 

Strategy 1.5.4 Participate in RAFT Y3  $                    -    RAFT 

Strategy 2.1.05 Coordination with localities and CPT on 
water quality  $          16,000  CZM and WIP 

Engagement 

Strategy 2.2.7 Provide education and case studies on 
using stormwater utility fees  $          15,000  CZM Training 

Strategy 2.3.07 Engage state and federal agencies on 
technical requirements  $            8,000  WIP Special Project 

Strategy 2.3.08 Assist localities with implementing 
stormwater fees or stormwater utility fees  $            8,000  CZM Special Project 

Strategy 2.4.12 Repeat BMP signage project after 
additional BMPs are constructed  $          11,000  WIP Special Project 

Strategy 2.4.13 Support action on Mataponi 
Implementation Plan   319 

Strategy 2.4.14 
Prioritize impaired waterways for 
development of local watershed studies 
and implementation plans 

 $            8,000  WIP Special Project 

Strategy 2.5.3 Engage on nutrient management planning  $            8,000  WIP Special Project 

Strategy 2.6.5 Promote working lands public outreach  $            4,000  CZM Special Project 

Strategy 2.6.6 Support nutrient management public 
outreach  $            8,000  CZM Special Project 

Strategy 3.1.4 Coordination with localities and CPT on 
physical features  $          16,000  CZM and WIP 

Engagement 

Strategy 3.2.4 Coordinate training on urban and non-
urban shoreline restoration  $            7,000  CZM Training 

Strategy 4.1.3 Coordination with localities and CPT on 
sustainable development  $          18,000  CZM and WIP 

Engagement 

Strategy 4.2.3 Coordinate training on Transfer/Purchase 
of Development Rights  $            7,000  WIP Training  

Strategy 5.1.05 Formal plan update  $            5,000  CZM Special Project 
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Anticipated: $122,500 
Match:     $76,500 
Total:  $199,000 
 
Years 4, 5, and 6 include funds from renewing the CZM Resilience program at $60,000 per year. 
Otherwise, strategies 1.3.3 and 1.5.1 are unfunded, and the annual funding is reduced to 
$139,000.  
 
This year also includes potential involvement in the three-year RAFT program and potential 306 
funding for a water quality project. 
 
Year 5 is the last year the WIP funds are anticipated. 
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Year 6 FY26 (October 1, 2025 – September 30, 2026) 
 
Table 12. Implementation Plan for Year 6, FY26 (October 1, 2025 – September 30, 2026) 

Type Number Goal / Objective / Strategy Name  Cost ($)  Funding Source 

Strategy 1.3.4 Support implementation of resilience 
projects  $          30,000  CZM Resilience 

Renewal 

Strategy 1.4.2 Engage local businesses on resilience  $          20,000  CZM Resilience 
Renewal 

Strategy 1.5.5 Create/expand website dashboard for 
tracking and celebrating progress  $          10,000  CZM Resilience 

Renewal 

Strategy 2.1.06 Coordination with localities and CPT on 
water quality  $          10,000  CZM Engagement 

Strategy 2.2.8 Training on progress, new data sources, 
new tools  $            7,000  CZM Training 

Strategy 2.3.09 Evaluate environmental program costs   $            4,000  CZM Special Project 

Strategy 2.4.15 Stormwater infrastructure asset 
management program(s)  $          12,000  CZM Special Project 

Strategy 2.5.4 Educate developers on all water quality 
topics  $            6,000  CZM Special Project 

Strategy 3.1.5 Coordination with localities and CPT on 
physical features  $          10,000  CZM Engagement 

Strategy 3.2.5 Coordinate training on mussel projects  $            7,000  CZM Training 

Strategy 3.4.02 Support urban and non-urban stream 
restoration   NFWF 

Strategy 4.1.4 Coordination with localities and CPT on 
sustainable development  $          10,000  CZM Engagement 

Strategy 5.1.06 Annual tracking of implementation  $            3,000  CZM Special Project 

 
Anticipated: $64,500 
Match:   $64,500 
Total:  $129,000 
 
Years 4, 5, and 6 include funds from renewing the CZM Resilience program at $60,000 per year. 
Otherwise, strategies 1.3.4 and 1.5.2 are unfunded, and the annual funding is reduced to 
$69,000.  
 
This year also includes potential NFWF funding for stream restoration projects. 
 
Year 6 also reflects the absence of WIP funding. 
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Year 7 FY27 (October 1, 2026 – September 30, 2027) 
 
Table 13. Implementation Plan for Year 7, FY27 (October 1, 2026 – September 30, 2027) 

Type Number Goal / Objective / Strategy Name  Cost ($)  Funding Source 

Strategy 1.2.4 Update GWRC Hazard Mitigation Plan 
2027  $        100,000  BRIC 

Strategy 1.3.5 Partner to address high hazard Lake 
Monroe Dam in King George County   DCR Dam Safety 

grant 

Strategy 2.1.07 Coordination with localities and CPT on 
water quality  $          10,000  CZM Engagement 

Strategy 2.4.16 Work with DEQ to conduct watershed 
studies for impaired waterways  $          10,000  CZM Special Project 

Strategy 2.6.7 Comprehensive public outreach on water 
quality  $            6,000  CZM Special Project 

Strategy 3.1.6 Coordination with localities and CPT on 
physical features  $          10,000  CZM Engagement 

Strategy 3.4.03 Support urban and non-urban shoreline 
restoration   NFWF 

Strategy 3.5.1 Engage developers on physical features  $            6,000  CZM Special Project 

Strategy 4.1.5 Coordination with localities and CPT on 
sustainable development  $          10,000  CZM Engagement 

Strategy 5.1.07 Annual tracking of implementation  $            3,000  CZM Special Project 

Strategy 5.2.1 Coordinate training on environmental 
datasets  $            7,000  CZM Training 

Strategy 5.2.2 Coordinate training on water resource 
management   $            7,000  CZM Training 

 
Anticipated: $59,500 
Match:   $109,500 
Total:  $169,000 
 
This year includes potential BRIC funding to update the Hazard Mitigation Plan, potential DCR 
funding to improve dam safety, and potential NFWF funding for shoreline restoration. 
 
Year 7 reflects the absence of CZM Resilience and WIP funding. 
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Year 8 FY28 (October 1, 2027 – September 30, 2028) 
 
Table 14. Implementation Plan for Year 8, FY28 (October 1, 2027 – September 30, 2028) 

Type Number Goal / Objective / Strategy Name  Cost ($)  Funding Source 

Strategy 1.3.6 Partner to address high hazard dams in 
Caroline County (3)   DCR Dam Safety 

grant 

Strategy 2.1.08 Coordination with localities and CPT on 
water quality  $          10,000  CZM Engagement 

Strategy 2.4.17 Track storm drain cleaning   $            7,000  CZM Special Project 

Strategy 2.4.18 
Work with DEQ to prepare 
Implementation Plans for impaired 
waterways with watershed studies. 

 $          10,000  CZM Special Project 

Strategy 2.4.19 Support action on Implementation Plans   319 

Strategy 2.6.8 Create/expand website dashboard for 
tracking and celebrating progress  $            5,000  CZM Special Project 

Strategy 3.1.7 Coordination with localities and CPT on 
physical features  $          10,000  CZM Engagement 

Strategy 4.1.6 Coordination with localities and CPT on 
sustainable development  $          10,000  CZM Engagement 

Strategy 5.1.08 Annual tracking of implementation  $            3,000  CZM Special Project 

Strategy 5.2.3 Coordinate training on renewable energy  $            7,000  CZM Training 

Strategy 5.2.4 Coordinate training on air quality control  $            7,000  CZM Training 

 
Anticipated: $34,500 
Match:   $34,500 
Total:  $69,000 
 
This year includes potential DCR funding to improve dam safety and 319 funding for water 
quality improvements. 
 
Year 8 reflects the absence of CZM Resilience and WIP funding. 
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Year 9 FY29 (October 1, 2028 – September 30, 2029) 

 
Table 15. Implementation Plan for Year 9, FY29 (October 1, 2028 – September 30, 2029) 

Type Number Goal / Objective / Strategy Name  Cost ($)  Funding Source 

Strategy 1.3.7 Partner to address high hazard dams in 
Spotsylvania County (5)   DCR Dam Safety 

grant 

Strategy 2.1.09 Coordination with localities and CPT on 
water quality  $          10,000  CZM Engagement 

Strategy 2.4.20 Support action on Implementation Plans   319 

Strategy 2.6.9 Storm drain public outreach  $            6,000  CZM Special Project 

Strategy 3.1.8 Coordination with localities and CPT on 
physical features  $          10,000  CZM Engagement 

Strategy 3.4.04 
Target water quality improvement in 
streams supporting rare mussels and 
other aquatic species 

 $            8,000  CZM Special Project 

Strategy 3.6.1 Habitats and species public outreach  $            5,000  CZM Special Project 

Strategy 4.1.7 Coordination with localities and CPT on 
sustainable development  $          10,000  CZM Engagement 

Strategy 4.4.01 Increase "scenic river" and "scenic byway" 
designation miles  $            3,000  CZM Special Project 

Strategy 5.1.09 Annual tracking of implementation  $            3,000  CZM Special Project 

Strategy 5.2.5 Coordinate training on road recycling 
paving  $            7,000  CZM Training 

Strategy 5.2.6 Coordinate training on environmental 
justice  $            7,000  CZM Training 

 
Anticipated: $34,500 
Match:   $34,500 
Total:  $69,000 
 
This year includes potential DCR funding to improve dam safety and 319 funding for water 
quality improvements. 
 
Year 9 reflects the absence of CZM Resilience and WIP funding. 
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Year 10 FY30 (October 1, 2029 – September 30, 2030) 

 
Table 16. Implementation Plan for Year 10, FY30 (October 1, 2029 – September 30, 2030) 

Type Number Goal / Objective / Strategy Name  Cost ($)  Funding Source 

Strategy 1.3.8 Partner to address high hazard dams in 
Stafford County (7 or 13?)    DCR Dam Safety 

grant 

Strategy 2.1.10 Coordination with localities and CPT on 
water quality  $          10,000  CZM Engagement 

Strategy 2.4.21 Support action on Implementation Plans   319 

Strategy 3.1.9 Coordination with localities and CPT on 
physical features  $          10,000  CZM Engagement 

Strategy 4.1.8 Coordination with localities and CPT on 
sustainable development  $          10,000  CZM Engagement 

Strategy 4.3.3 
Evaluate the lifecycle and systems costs 
and benefits related to sustainable 
development, including jobs, tourism, etc. 

 $          10,000  CZM Special Project 

Strategy 4.4.02 Identify local and regional sustainable 
development projects  $          10,000  CZM Special Project 

Strategy 5.1.10 Formal plan update  $            5,000  CZM Special Project 

Strategy 5.2.7 Coordinate training on trash disposal  $            7,000  CZM Training 

Strategy 5.2.8 Coordinate training on industrial waste 
management  $            7,000  CZM Training 

 
Anticipated: $34,500 
Match:   $34,500 
Total:  $69,000 
 
This year includes potential DCR funding to improve dam safety and 319 funding for water 
quality improvements. 
 
Year 10 reflects the absence of CZM Resilience and WIP funding. 
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Unscheduled Strategies 
 
Table 17 lists the identified strategies to meet the first five goals that were not incorporated into 
the 10-year Implementation Plan due to a lack of funding. There should be a concentrated effort 
to find additional resources to address these strategies.  
 
Table 17. Unscheduled Strategies 

Type Number Goal / Objective / Strategy Name 

Strategy 1.3.9 Support implementation of resilience projects 

Strategy 2.3.10 Assist Caroline County in developing a "VESMP Lite " program 

Strategy 3.3.7 Develop mitigation and adaptation plans for flora and fauna threatened 
by climate change 

Strategy 3.4.05 Support or develop and mussel programs 

Strategy 3.4.06 Support low-impact closed system aquaculture such as tilapia/aquaponics 

Strategy 3.4.07 Support conservation of wetlands that support rare and endangered 
species 

Strategy 3.4.08 Pursue the restoration and enhancement of wetland habitats 

Strategy 3.4.09 Support maintenance and restoration of forest habitat 

Strategy 3.4.10 Support maintenance and restoration of open habitats 

Strategy 3.4.11 Partner in buffering lands around Fort A.P. Hill and Marine Corps Base 
Quantico 

Strategy 3.4.12 Pursue Sentinel Landscapes Partnerships 

Strategy 3.4.13 Support expansion of the Rappahannock River National Wildlife Refuge 

Strategy 3.5.2 Engage local businesses on physical features 

Strategy 3.6.2 Shoreline management public outreach 

Strategy 3.6.3 Stream management public outreach 

Strategy 3.6.4 Create/expand website dashboard for tracking and celebrating progress 

Strategy 4.3.4 Aid on Transfer/Purchase of Development Rights programs 

Strategy 4.3.5 Assess environmental justice  
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Type Number Goal / Objective / Strategy Name 

Strategy 4.3.6 Participate in regional energy and climate change planning 

Strategy 4.3.7 Support implementation of energy and climate change plan 

Strategy 4.4.03 Support increasing river and coast access 

Strategy 4.4.04 Urban Heat Island Mitigation 

Strategy 4.4.05 Support Port Royal in King Street pier maintenance and costs 

Strategy 4.4.06 Support implementation of Greenways Feasibility Study Y1 

Strategy 4.4.07 Support implementation of Greenways Feasibility Study Y2 

Strategy 4.4.08 Support implementation of Greenways Feasibility Study Y3 

Strategy 4.4.09 Support implementation of Greenways Feasibility Study Y4 

Strategy 4.4.10 Add Rappahannock River to www.virginiawatertrails.org  

Strategy 4.4.11 Refine Rappahannock River assets in www.virginiawatertrails.org  

Strategy 4.4.12 Rappahannock River Water Trail Launch Sites Enhancement Plan 

Strategy 4.4.13 Rappahannock River Water Trail Launch Sites Signage 

Strategy 4.4.14 Reduce dependence on vehicles 

Strategy 4.4.15 Support impervious surface reduction 

Strategy 4.5.1 Engage developers on sustainable development 

Strategy 4.5.2 Engage local businesses on sustainable development 

Strategy 4.5.3 Promote Virginia Certified Ecotour Guide Course and connections 

Strategy 4.6.1 Water use public outreach 

Strategy 4.6.2 Energy use public outreach 

Strategy 4.6.3 Trails and Waterways public outreach 

Strategy 4.6.4 Promote ecotourism and recreation 
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Type Number Goal / Objective / Strategy Name 

Strategy 4.6.5 Create/expand website dashboard for tracking and celebrating progress 

Strategy 5.3.1 Regional grant writer position feasibility study 

Strategy 5.3.2 Regional Floodplain Manager position feasibility study 

Strategy 5.3.3 Regional Public Outreach position feasibility study 

Strategy 5.3.4 Regional grant writer position 

Strategy 5.3.5 Regional Floodplain Manager position 

Strategy 5.3.6 Regional Public Outreach position  

Strategy 5.4.1 Engage developers on technical tools 

Strategy 5.4.2 Engage local businesses on technical tools 

 
Beyond these strategies, the planning process did not involve creating strategies to address the 
remaining five goals. There should be a concentrated effort to find additional resources to update 
the plan to address the remaining five goals.  
 
Under the technical tools goal, there are annual strategies for tracking progress on plan 
implementation, adding new strategies as necessary, and identifying, acquiring, and managing 
funds for additional projects (5.1.01-5.1.10). Potential sources of funding for these projects 
include: 
 

 The CZM 309 Program is administered by Virginia’s CZM office. The CZM Coastal Policy 
Team is preparing a Section 309 grant application for funds for five years starting October 
1, 2021 targeting enforceable policies related to coastal hazards, marine debris, and 
ocean resources. 

 The CWA Section 319 NPS Management Implementation Grant Program is administered 
by EPA/DEQ to fund demonstration and educational programs, nonpoint source pollution 
control program development, and associated technical and program staff for nonpoint 
source pollution prevention and control.  

 The Urban and Community Forestry Assistance Program Grants administered by DOF are 
designed to encourage projects that promote tree planting, the care of trees, the 
protection and enhancement of urban and community forest ecosystems, and education 
on tree issues in cities, towns, and communities.  
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 The Virginia Dam Safety and Flood Prevention and Protection Assistance Fund 
administered by DCR and VRA provides funds for developing flood prevention or 
protection studies and dam safety studies.  

 The Land and Water Conservation Fund grants administered by DCR funds the acquisition 
of land for public outdoor recreation.  

 The Virginia Land Conservation Foundation Grants support farmlands and forest 
preservation, historic area preservation, natural area protection, open spaces, and parks.  

 The Building Resilient Infrastructure and Communities (BRIC) program administered by 
VDEM provides funding on an annual basis for hazard mitigation planning. FEMA released 
the first BRIC Notice of Funding Opportunity (NOFO) for proposals from September 30, 
2020 to January 29, 2021. 

 The Chesapeake Bay Stewardship Fund administered by NFWF offers the Small 
Watershed Grants Program for planning and technical assistance. 

 The Chesapeake Bay Restoration Fund Advisory Committee offers grants to support 
Chesapeake Bay-related education and restoration activities.  

 The Community Development Block Grants (CDBG) administered by DHCD includes these 
funding opportunities: 

o Community Improvement Grants are competitive grants supporting 
comprehensive community development, business district revitalization, housing, 
community facility (infrastructure), and community service facility. 

o Local Innovation Program targets funding for innovative, small-scale pilot projects, 
such as Individual Development Account programs, loan programs to support 
economic restructuring activities, construction trades training programs, 
entrepreneurship development, heritage tourism, telecommunication projects or 
other efforts which provide unique, unmatched benefits. 

o Planning Grants through the CDBG program to increase the potential for project 
success and impact. These grants aid in developing clearly articulated strategies 
for addressing a locality’s greatest community development needs following 
meaningful citizen participation. 

o Urgent Need Fund Grants enable the prompt response to existing serious and 
immediate threats to local health and safety. 

 The National Oceanic and Atmospheric Administration's Effects of Sea Level Rise 
Program provides funding and tools to coastal mangers to explore the vulnerability of 
natural ecosystems, evaluate the potential for natural structures (e.g., barrier islands, 
wetlands, etc.) to reduce coastal inundation, and develop best practices for the inclusion 
of ecosystems in coastal protection strategies.  

 The Environmental Protection Agency administers these programs: 
o Building Blocks for Sustainable Communities Program 
o Greening America’s Communities Program 
o Urban Waters Small Grants Program 

 In the next year or two, the Virginia Community Flood Preparedness Fund administered 
by DCR will offer loans and grants. 
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Finally, the strategic planning process facilitated the development of a regional list of physical 
projects in development or to be considered for development in the future (Appendix K). For the 
first time, CIP, MS4, and other “wish list” environmental projects were compiled across the 
region. The list includes projects conceived during this planning process that have not been 
formally adopted in locality CIP and/or MS4 programs. GWRC and the localities are not making a 
commitment to implement every project on the list; instead, they are showing a variety of viable 
options. 
 
This list was developed to serve many purposes: 

 Compile the lists of projects from member localities to look for opportunities to 
collaborate on project development and implementation. 

 Allow the localities to compare needs and consider regional projects to replace or 
enhance local projects. 

 Promote transparency and the sharing of lessons learned to increase the technical 
knowledge base. 

 Promote the transfer of ideas and practices to facilitate project implementation. 
 Provide a regional, prioritized list of physical projects for use in directing GWRC support 

toward moving high priority projects forward. 
 
The list includes project prioritization, locality, physical location, source, description, and 
estimates of cost and effectiveness. The list categorizes the project by these phases: 

 Phase 1. Conceptual. The conceptual phase is a good time for project prioritization and 
identifying potential funding sources for planning, design, and construction. Not all the 
projects will or need to move forward. 

 Phase 2. Planning. Planning includes a feasibility study and a preliminary construction 
plan that identifies the general size, type, cost, and pollution removal effectiveness.  

 Phase 3. Design. The design phase includes a detail design and the development of 
construction documents. 

 Phase 4. Shovel-ready. “Shovel-ready” projects are those ready for construction that have 
been put on hold for funding or other reasons. Many grant programs are targeted at 
providing funding for shovel-ready projects to encourage immediate construction 
activity. 

 Phase 5. Construction. The construction phase includes the physical construction of a 
project. This typically includes all permitting, inspections, staging, restoration, and as-
built documentation to put a project into operation. 

 Phase 6. Underway. Tracking these projects will provide information on cost, cost 
effectiveness for pollutant removal, and lessons learned in project development that may 
be transferrable to other projects. 

 
The file also includes tabs from DEQ with data for estimating project cost and cost effectiveness 
based on nitrogen of phosphorous removal. 
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Under the strategic plan goals Resilience, Water Quality, Physical Features, and Sustainable 
Development, there are strategies that refer to updating the physical project list and assisting 
local governments in identifying, acquiring, and managing funds for the planning, design, and/or 
construction physical projects (1.3.2, 2.4.03, 3.4.1, and 4.4.1, respectively). 
 
Potential funding sources for physical project implementation include: 
 

 The Virginia Clean Water Revolving Loan Fund (VCWRLF) administered by DEQ provides 
low interest loans to local governments, public service authorities, agricultural producers, 
partnerships and corporations for the construction of facilities or structures or the 
implementation of BMPs that reduce or prevent pollution of state waters. Loans can be 
used for stormwater, green infrastructure, riparian buffers, and more. Some of these 
loans may be eligible for principal forgiveness. 

 The Stormwater Local Assistance Fund (SLAF) administered by DEQ provides matching 
grants to local governments for the planning, design, and implementation of stormwater 
BMPs. The intent is to help meet: 1) obligations related to the Chesapeake Bay TMDL 
requirements; 2) requirements for local impaired stream TMDLs; 3) water quality 
requirements of the Chesapeake Bay WIP; and 4) water quality requirements related to 
the permitting of small MS4s. DEQ must annually estimate SLAF matching grants expected 
by local governments for projects related to planning, designing, and implementing 
stormwater BMPs eligible for funding. The annual “Stormwater Needs Assessment” will 
include both MS4 and non-MS4 locality needs. 

 The Clean Water Act Section 319 Non-Point Source Management Implementation Grant 
Program administered by DEQ that provides funds pollution control programs and 
services to carry out Implementation Plan recommendations for impaired waters. 

 The Urban and Community Forestry Assistance Program Grants administered by DOF are 
designed to encourage projects that promote tree planting, the care of trees, the 
protection and enhancement of urban and community forest ecosystems, and education 
on tree issues in cities, towns, and communities.  

 The Virginia Trees for Clean Water program administered by DOF is designed to improve 
water quality in the Chesapeake Bay through on-the-ground efforts to plant trees where 
they are needed most. VDOF administers federal funding from USFS Chesapeake 
Watershed Forestry Program.  

 The Virginia Dam Safety and Flood Prevention and Protection Assistance Fund 
administered by DCR and VRA provides funds for developing and implementing flood 
prevention or protection projects. 

 The Building Resilient Infrastructure and Communities (BRIC) program administered by 
VDEM provides funding on an annual basis for mitigation measures. FEMA released the 
first BRIC Notice of Funding Opportunity (NOFO) for proposals from September 30, 2020 
to January 29, 2021. 

 The Flood Mitigation Assistance (FMA) program administered by VDEM provides funding 
on an annual basis for mitigation measures related to buildings insured under the 
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National Flood Insurance Program. The program addresses repetitive loss and severe 
repetitive loss properties. 

 The Chesapeake Bay Stewardship Fund administered by NFWF offers the Small 
Watershed Grants Program for project implementation. 

 The Chesapeake Bay Restoration Fund Advisory Committee offers grants to support 
Chesapeake Bay-related education and restoration activities.  

 NOAA’s Community-Based Restoration Program provides funding for coastal and marine 
habitat restoration projects. The program supports projects that use a habitat-based 
approach to rebuild productive and sustainable fisheries, contribute to the recovery and 
conservation of protected resources, promote healthy ecosystems, and yield community 
and economic benefits.  

 The National Coastal Resilience Fund, a public-private partnership between the National 
Fish and Wildlife Foundation, NOAA, Shell, and TransRe, provides grants to support 
natural infrastructure. Established in 2018, the Fund invests in projects that protect 
coastal communities from extreme storm and flood events while enhancing natural 
habitat.  

 The Land Preservation Tax Credit is part of a federal land conservation program. 
 The Virginia Outdoors Foundation (VOF) provides funding through its Open-Space Lands 

Preservation Trust Fund to cover the costs of conveying an open-space easement. VOF 
administers state funding in the Targeted Environmental Remediation and Restoration 
Accounts programs. 

 The Virginia Land Conservation Foundation (VLCF), administered by DCR, funds 
protection of open spaces and parklands, lands of historic or cultural significance, 
farmlands and forests, and natural areas.  

 The Land and Water Conservation Fund grants administered by DCR funds the acquisition 
of land for public outdoor recreation.  

 The Forest Legacy Program administered by the U.S. Forest Service identifies and 
conserves forests areas threatened by conversion to non-forest uses by purchasing 
properties, purchasing the property’s development rights, and supporting conservation 
easements. Proposals for funding for fiscal year 2022 are being accepted through October 
16, 2020. 

 The North American Wetlands Conservation Act (NAWCA) provides federal grant funds 
to increase bird populations and wetland habitat. There is a “Standard Grants Program” 
with deadlines in February and July and a “Small Grants Program” with a deadline in 
October. Both are competitive grants programs and require that grant requests be 
matched by partner contributions at no less than a 1-to-1 ratio. 

 The Community Development Block Grants (CDBG) administered by DHCD includes these 
funding opportunities: 

o Community Improvement Grants are competitive grants, which aid eligible 
localities in implementing projects that will most directly impact the greatest 
needs of the community. There are five primary project types under this funding 



    

 
 

Environmental Services Strategic Plan FY20 – 11/16/2020 

George Washington Regional Commission Page | 73 

source: comprehensive community development, business district revitalization, 
housing, community facility (infrastructure) and community service facility. 

o Construction-Ready Water and Sewer Fund program supports the construction of 
community facility projects providing public water or sewer service to 
communities made up of at least 60 percent low- to moderate-income households 
or a locality-wide project serving at least 55 percent low- to moderate-income 
households. 

o Local Innovation Program targets funding for innovative, small-scale pilot projects, 
such as Individual Development Account programs, loan programs to support 
economic restructuring activities, construction trades training programs, 
entrepreneurship development, heritage tourism, telecommunication projects or 
other efforts which provide unique, unmatched benefits. 

o Planning Grants through the CDBG program to increase the potential for project 
success and impact. These grants aid in developing clearly articulated strategies 
for addressing a locality’s greatest community development needs following 
meaningful citizen participation. 

o Urgent Need Fund Grants enable the prompt response to existing serious and 
immediate threats to local health and safety. 

 In the next year or two, the Virginia Community Flood Preparedness Fund administered 
by DCR will offer loans and grants. 
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13. Evaluation Plan 
This is an action plan. Performance tracking and reporting make GWRC accountable for plan 
implementation. Under the technical tools goal, there is an annual strategy for annual tracking 
of progress on plan implementation, reporting progress, and revising or adding new strategies as 
necessary (5.1.1-5.1.10). Performance tracking and reporting will be conducted by GWRC in 
association with grant reporting requirements. 
 
The strategies indicated for years five (5.1.5) and ten (5.1.10) include a formal update to the plan 
to document achievements, expand strategies, and redirect focus, if necessary. These updates 
will be approved by the Environmental Managers Technical Committee and presented to the 
Commission. 
 

14. Plan Adoption and Implementation 
This plan was prepared for adoption and implementation to identify engagement, training, and 
special projects for GWRC to conduct with CZM and WIP funding to provide environmental 
services to member localities. The planning process targeted five environmental goals and 
developed objectives and strategies to meet those goals. The implementation plan laid out a 
schedule to implement most of the strategies under the current program funding levels over a 
period of 10 years. To implement all the strategies, as well as potential strategies to meet 
additional goals, additional funding will be needed. To implement the strategies at a faster rate 
to achieve more in 10 years, additional funding will be needed. The identified strategies include 
identifying and acquiring additional funding. 
 
Upon review and approval by member localities and interested stakeholders, adopting this plan 
will provide a road map for providing environmental services and the flexibility to accelerate 
efforts should additional funding be achieved. Implementation will allow GWRC to support 
localities in successful coastal zone management and make progress toward the voluntary WIP 
targets. 
 
 
 
 
 
 
 
 
 

 

 
 


