[image: image2.wmf] 

 

 

PV PILOT

 

Penobscot Valley Prudent Investments Linking Our Towns

 

 

 

 

Draft 

 

 

Regional Plan

 

 

 

 

 

March 28, 2002

 

 

 

 

 

 

 

 

 

 

Prepared by:

 

 

Bangor Area Comprehensive Transportation System

 

Eastern Maine Development Corporation

 

One Cumberland Place

 

Bangor, ME  044

01

 

 

In Cooperation with Participating Communities

 



TABLE OF CONTENTS

Guide to Acronyms ........................................................................................................... iii

Acknowledgements ........................................................................................................... iv

Executive Summary ...........................................................................................................vi

1.0  INTRODUCTION ...................................................................................................... 1

1.1  Historical Reflection: How We Got Here ................................................................ 2

1.2  The Kingdoms of ME .............................................................................................. 2

1.3  Introducing the WE-gion ......................................................................................... 5

1.4  Long-Term Realities ................................................................................................ 6

2.0  BUSINESS DEVELOPMENT ....................................................................................7

2.1  Existing Economic Development Patterns ................................................................7

2.2  Anticipated Development Trends ............................................................................ 9

2.3  Targeted Opportunities and Investment Strategies .................................................10

3.0  COMMUNITY SERVICES ..................................................................................... 20

3.1  Introduction ............................................................................................................ 20

3.2  Emergency Services ............................................................................................... 20

3.2.1  Existing Conditions .................................................................................... 21

3.2.2  Emergency Services Investment Strategies ............................................... 25

3.2.3  Secondary Investment Strategies ............................................................... 25

3.3  Recreation .............................................................................................................. 25

3.3.1  Existing Conditions .................................................................................... 26

3.3.2  Recreational Investment Strategies ............................................................ 27

3.4  Education ............................................................................................................... 30

3.4.1  Existing Conditions .................................................................................... 30

3.4.2  Educational Investment Strategies ............................................................. 32

4.0  TRANSPORTATION ............................................................................................... 36

   4.1  Existing Conditions ................................................................................................ 36


4.1.1  Air Transportation ...................................................................................... 36


4.1.2  Marine Transportation ............................................................................... 37


4.1.3  Rail Transportation .................................................................................... 39


4.1.4  Public Transportation ................................................................................. 41


4.1.5  Highway Network ...................................................................................... 43


4.1.6  Bicycle and Pedestrian Network ................................................................ 45

   4.2  Transportation Investment Policies ........................................................................ 48

   4.3  Transportation Investment Strategies .................................................................... 51

5.0  LAND USE ............................................................................................................... 56

   5.1  Land Use Investment Strategies ............................................................................. 56

6.0  CONCLUSIONS AND RECOMMENDATIONS ................................................... 61

   6.1  Summary of Investments........................................................................................ 61

   6.2  Timelines................................................................................................................ 63

GUIDE TO ACRONYMS

To avoid cluttering the text with acronym expansions, we have included this list for reference purposes.  All acronyms used in the plan are expanded here.  Some are expanded in the text as well for additional clarity.
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Cost of Living Adjustment

DECD
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Department of Human Services
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Enhanced 9-1-1 Telephone Emergency Response Service
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GTI
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MDC
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PILOT
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School Administrative District
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Standard Operating Procedures

SPO


State Planning Office

TANF


Temporary Assistance for Needy Families

TEA-21
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EXECUTIVE SUMMARY

PV PILOT is a new planning initiative which seeks to define and reinforce region-wide linkages between transportation, land use, business development, and community services in the Greater Bangor area.  These linkages will form the basis for voluntary  inter-community agreements, which will help to consolidate planning efforts and leverage investment funding for controlled growth throughout the region. PV PILOT is the first project of its type in Maine, sponsored by FHWA through a $150,000 award from its TCSP grant program.  This targeted investment plan is the end product of a year’s worth of PV PILOT discussions and working sessions, starting in March 2001.

Fifteen communities were invited to participate in the PV PILOT process, including Bangor, Bradley, Brewer, Eddington, Glenburn, Hampden, Hermon, Holden, Kenduskeag, Milford, Old Town, Orono, Orrington, Veazie, and the Penobscot Indian Nation on Indian Island. These communities comprise the urban municipalities as defined by the BACTS metropolitan area, plus most of the immediately adjacent smaller communities which have a more suburban or rural character.  The common thread among the various communities is their interdependency: the majority of commercial ventures, public services, cultural venues, and major employers are located in the urban centers, whereas much of the potential customer base and workforce reside in the outlying communities. Another commonality is that all of the communities would prefer to avoid repeating the mistakes which led to sprawling conditions in Southern Maine;  thus, many of the proposed PV PILOT investments focus on smart-growth development principles and the minimization of sprawl across the region.

One of the biggest drawbacks to regional cooperation was recognized and acknowledged early in the PV PILOT process.  Municipalities have become accustomed to competing with their neighbors for limited federal and state resources under the rules of a zero-sum game:  for any one community to benefit, another community must lose out.  Maine communities are traditionally self-sufficient and self-sustaining within their own tax bases, even if that means duplicating services and functions that could easily be shared.  The few exceptions to this rule -- such as school administrative districts (SADs) and emergency local-aid agreements -- have been adopted only when it became impossible for the communities to meet their citizens’ needs otherwise.  

At present, therefore, communities enter into cooperative regional agreements only as a measure of last resort.  However, municipal leaders find themselves increasingly under pressure to provide more services without raising taxes.  Nearly every area community seeks land developers who will play the “white knight” role and inject valuable dollars into the local economy, regardless of what type of development is offered.  In such a competitive environment, developers can play one community off the other for the best deal, and the communities continue to lurch toward sprawl and loss of traditional values. 

PV PILOT proposes that communities change this downward-spiralling model and band together proactively to effect positive change throughout the region.  This will require the  municipalities to voluntarily break down the traditional walls of separation between neighboring communities, in favor of working together toward shared regional goals.  Indeed, PV PILOT challenges the citizens and leaders in each community to move beyond their current expectations and trust their neighbors enough to transition from the ME mentality to the WE mentality, and ultimately to transform our region into a WE-gion.  This transformation is not intended to replace the current system of municipal governments, but it would promote the establishment of voluntary inter-community agreements and a leadership board which would meet regularly to take on issues of common regional interest.  Foreseeable benefits include cost savings based on efficiencies of scale, sharing of development costs and revenues throughout the region, a unified voice for communicating area concerns to Augusta, and a greater potential for sharing resources between communities such as citizen services, infrastructure, personnel, emergency response and law enforcement, recreational facilities, etc.

Key to all of the PV PILOT investment proposals is the creation of a comprehensive regional master plan which will integrate transportation planning, land use planning, community services and resources, and business development so that all elements interact and feed off each other.  In order to create and implement this plan, a regional coalition will be formed, consisting of elected or appointed representatives from each of the communities which choose to participate.  Various working groups would report to this regional coalition, focusing on issues such as housing, recreation, emergency services, and economic development.  Transportation officials from BACTS and RTAC 3 would be included in each of the working groups, to ensure that land use and emergency planning is continuously integrated with transportation goals.

Some of the other recommended targeted investments for PV PILOT include:

*Provide comprehensive sprawl education, both at the individual municipal level and through a regional day-long workshop


*Redevelop the Bangor Civic Center as a modern convention center


*Develop or redevelop a multi-revenue business park

*Conduct Bangor region housing study (permanent and transient) and recommend strategies for increasing private investment in affordable housing, especially in downtown areas

*Create and expand recreational opportunities for youth and teens which they can get to on their own, by bike, on foot, or via transit or jitney

*Conduct two major traffic circulation studies -- one for east of Penobscot, one for west of Penobscot -- and use findings to prioritize transportation investments

*Create corridor committees for regional arterial routes which combine urban and rural interests

*Expand transit system to include more/longer service within urban area, plus commuter options for outlying towns

*Increase carpooling and vanpooling and improve connectivity of bicycle and pedestrian routes between communities, to create more alternatives to single-occupant vehicle travel

*Develop alternative mechanisms for funding transportation projects, such as regional developer impact fees as used in other parts of nation (may require legislative action and approved region-wide comprehensive plan)

A number of public and private sources have been identified as potential funding sources for PV PILOT investments, including state and federal agencies, private sector developers, charitable foundations.  The remainder of the $150,000 PV PILOT grant award will be used as seed money to leverage grants for some of the more ambitious projects, and/or to fund investments where other sources cannot be identified.  Timelines range from the immediate (completion expected within 6 months to a year) to the long-term (requiring more than five years to implement).  The participants noted that it was strategically important to achieve some relatively easy and inexpensive “successes” to build regionwide trust in the process, before tackling some of the more politically difficult, long-term, and expensive objectives.  Timelines and funding sources for each of the investments are specified within the body of this report. 

1.0
INTRODUCTION

The Transportation, Community and System Preservation (TCSP) pilot program was established under TEA-21 to identify innovative ways of integrating transportation and land use while preserving and revitalizing existing communities and infrastructure.  MDOT applied for a TCSP grant in fiscal year 2000, and received $150,000 to create a regional investment plan that would integrate existing initiatives and planning efforts, while creating opportunities for additional private and public sector investment.  After considerable discussion, MDOT Commissioner John Melrose and Governor Angus King decided that the greater Bangor region held the greatest potential for bringing together urban and rural communities to collaborate on implementing a regional plan, which could then serve as a model for similar projects elsewhere in the state.  BACTS, as the metropolitan planning organization for the urban area comprising Bangor, Brewer, Veazie, Indian Island, and parts of Hampden, Orono, and Old Town, was selected as the implementing organization for MDOT.

A multidisciplinary project team was organized in February 2001, consisting of staff members from BACTS and EMDC.  The project soon became known as Penobscot Valley PILOT, Prudent Investments Linking Our Towns.  The towns selected to participate in this project included the six BACTS communities and the Penobscot Nation on Indian Island, plus most of the communities adjacent to the urban area: Orrington, Holden, Eddington, Bradley, Glenburn, Kenduskeag, Hermon, and Milford.  PV PILOT was conceived as a series of educational workshops for municipal officials and interested citizens on issues such as land use, business development, transportation, access management, and community services such as emergency response, education, and recreation.  Each workshop sought to bring all participants to a common level of understanding on its topic, followed immediately by a “visioning session” in which participants identified ways in which the urban and rural communities could work together to achieve common goals.  Of the fifteen communities in the greater Bangor area  invited to participate in the sessions, thirteen sent representatives to some or all of the workshops.

After the series of workshops concluded in late June, PV PILOT staff compiled the investment ideas into three main topic areas: Land Use and Economic Development, Transportation, and Community Services.  Working groups were formed around each of these topics, to further flesh out and develop these ideas into feasible projects to improve the region.  Workshop participants were invited to collaborate with staff on any or all of these working groups, as their time and interest permitted.  These groups met over the summer months and into September 2001.  This regional investment plan, the first of its kind in Maine, represents the combined effort and innovative ideas of these committed volunteers from throughout the Penobscot Valley -- urban and rural communities working together toward a common goal of regional integration and revitalization.  We hope that it is the first step of many toward a new vision for the future of our region and the entire State of Maine. 

1.1
Historical Reflection: How We Got Here

Before discussing specific regional investments identified in the PV PILOT work sessions, it is important to examine some of the reasons why communities have resisted regional cooperation in the past, and why the time has come to embrace regional cooperation in order to secure our future.  Historically, communities in Maine have survived only by competing with their neighbors for available funding and development opportunities.  One community’s economic gain was, by definition, another’s loss.  Statewide policies, reinforced by the traditional Maine culture of independence and self-reliance, encouraged communities to embrace individual identities -- to remain unique and isolated from surrounding communities as much as possible.  The competitive process determines how much each municipality receives for school funding, transportation, community development block grants, infrastructure improvement, planning grants, recreational facilities, and many other programs.  Indeed, the competition between communities has intensified in the past few decades, due to inherent limitations and inequities in state funding, the lack of good development opportunities in the region, increasing dependence on property tax dollars to meet state and federal mandates, and the continually rising costs of living and working in Maine.  

A perfect illustration of inter-community competition can be found on the local high school basketball court, tennis court or football field, where school athletes from each community are encouraged from an early age to prove themselves better, faster, and stronger than kids in neighboring communities.  Unfortunately, this competitive spirit is frequently carried off the courts and into the adult lives of municipal officials throughout Maine.

This trait is evident in the way local officials deal with the day-to-day challenges of surviving not only the political demands of their citizens, but also the mandates of state and federal government.  Community officials feel victorious when they can “beat out” surrounding communities in securing a block grant or breaking ground for a new subdivision.   Even if the needs  of neighboring towns are strikingly similar to their own, local governments will typically limit their range of  solutions, opportunities, and alternative choices to areas under their direct control, within their individual “Kingdoms.”

1.2
The Kingdoms of ME

The residents of Maine communities, which we can characterize as small and quasi-independent Kingdoms, share common characteristics.  All 492 of our governments share equal powers of self-rule.  Although they must comply with some basic laws governing the use of land, such as the Subdivision Law and the Shoreland Zoning Guidelines, the Kingdoms are otherwise free under home rule to create their own individual environments, laws, processes, and restrictions on how their citizenry is to live, work and play.  They share equal powers and ultimately equal responsibilities in areas such as education, transportation, recreation, public safety, and planning and economic development.  The extent to which each Kingdom can provide and respond to these responsibilities is directly dependent upon its ability to generate tax dollars to pay for these services.  The Kingdom’s potential for raising tax dollars is obviously limited to the land, people and activity contained within its borders.

The development of Maine communities and their historical need for self-sufficiency, past and present policies of state and federal government, and the pressures of survival on limited resources have contributed to the following characteristics, which are shared among all the people living in the various Kingdoms.

· Isolated, independent and self-reliant.

· Competitive and adversarial for development opportunities and economic gain.

· Defensive of their borders, and intent on protecting resources from the hands and pockets of those from away.

· Citizens in separate Kingdoms (or even within the same Kingdom) will come together when challenged, but they reserve the right to divide over principle.

· Proud, decent, honorable people, they are also strong-willed, cautious, and slow to trust.  Change is feared rather than embraced;  innovative proposals are frequently met with skeptical cynicism.

· Determined to make the best use of the land and resources within their borders.

There are additional characteristics found in these Kingdoms of ME, which can present obstacles when regional problem solving and regional cooperation is introduced.

· Kingdom leaders are consumed by the daily political demands of their residents, leaving little time to craft and implement a better vision of the future.

· The future of the Kingdom too often relies on the 10 minutes of education provided at town meeting on any given issue, which in turn leads to reactionary and unenlightened decision-making in response to perceived or real problems.

· The Kingdom’s leaders and citizenry often fail to recognize and support, through continuing education and resources, the two boards primarily responsible for creating their future and interpreting their present:  the planning board and the board of appeals.

· Kingdom citizens instinctively distrust newcomers and government officials “from away” whose ideas clash with traditional values, but they are equally suspicious of new proposals that seek to preserve traditional values and traditional land uses.

· Existing infrastructure must be supported within the current tax base, even with diminished funding and fewer taxpayers. In fact, the citizenry expects these dwindling resources to somehow fuel the growth of the Kingdom as well.  Leaders who fail to live up to these expectations are soon replaced with new leaders, who strive in good faith to accomplish what their predecessors could not.

· Developers seeking to create a subdivision or commercial enterprise in the Kingdom are often evaluated solely in terms of their capability to contribute additional dollars to the Kingdom coffers, regardless of whether the proposed development actually fits the needs and future plans of the Kingdom -- and with no consideration of the impact of new development on transportation infrastructure, education, emergency response, or other development initiatives.

The traits and characteristics listed above are common throughout the citizenry of Maine, whether in rural or urban communities.  The historical and cumulative effects of the Kingdom mentality are more obvious today than ever before: stagnant and struggling local economies, a lack of promising opportunities for young people after graduation, and little or no concrete planning to achieve future growth, except for a common (and misguided) impression that any development must be better than none.  Maine municipalities today, whether they acknowledge it or not, must begin to work more closely with their neighbors to avert a shared threat brought on by overly rapid and unplanned development, commonly referred to as “sprawl.”  One of the challenges of PV PILOT is to help the greater Bangor area avoid the uglier aspects of sprawl that have already blighted many communities in southern Maine, and this can be done only if the urban and rural municipalities work together to achieve a common vision of what our future growth should look like.  The danger symptoms are already on the horizon in our region:

· Urban communities are experiencing consistent drops in population due to out-migration to surrounding towns, thereby leaving fewer people to pay for existing infrastructure and services that support the entire region.  The problem is exacerbated because many of the support services are tax-exempt or pay minimal taxes -- so in effect, the urban citizenry is forced to subsidize the use of these services by those from surrounding towns.

· Urban communities are spreading out development within their own borders, thereby creating the need to geographically expand their services and incurring greater financial demands.  Citizens throughout the community must support construction of these new services, while continuing to maintain underutilized infrastructure in the traditional urban core (such as schools and fire departments). 

· Rural communities are experiencing rapid growth, due to increased in-migration of people from the urban area.  The rising population places a greater demand on rural taxpayers to expand existing services or create new services in remote areas, far from the traditional village centers.  The financial drain continues as these fringe areas attract young families with children, due to their low cost and high perceived safety.  Children must be educated, which requires new schools to be built and/or increased busing to bring them to existing schools.  Education is by far the largest single item in the municipal budget, and it can place an inordinate burden on a small rural population base.

· Both urban and rural communities rely heavily on property taxes to finance municipal services, maintenance, and infrastructure, and to fulfill unfunded mandates from state and federal government. Municipal leaders are often faced with the unpalatable choice of whether to raise taxes or reduce services, either of which will make their citizens unhappy.

· Arterials connecting rural and urban communities have seen large increases in annual average daily traffic (AADT) during the past decade, corresponding to the growth in commuting distance and increased numbers of people traveling between rural residential communities and the urban service centers, where most people still work and conduct their business transactions.  As the traffic density on these roads increases, the level of service is likely to decrease.   If the trends continue, there will be increased political pressure to expand capacity by building new roads or adding lanes to existing roads -- which in turn will require increased state and local tax dollars to be spent on transportation.

The urban and rural communities of Maine are getting caught in a downward spiral of uncontrolled development and movement, which will result in higher costs, higher taxes, lower levels of service, and ultimately a diminished quality of life.  Sprawl eventually leads to five overall negative impacts in a region, according to Dr. Robert Freilich in the publication From Sprawl to Smart Growth (1999):

1. Poverty becomes concentrated in existing built-up areas.

2. Society segregates along economic lines.

3. Public investment in urban facilities and services becomes unfeasible.

4. Increased automobile dependence undermines environmental, agricultural and energy policies.

5. Social anxiety increases due to financial instability, rising housing costs, and limited employment opportunities.

Thus, the end result of the Kingdom mentality could be a very different Maine than we have all known and loved in the past.  Our pattern of uncontrolled rural expansion, isolated thinking, and independent, self-serving actions can only take us further down a path toward higher taxes, displaced development, diminished populations and infrastructure, loss of our youth to migration, and ultimately a substantial loss in the quality of life that is Maine -- a quality of life we all seek, share, and value. 

1.3
Introducing the “WE-gion”

The PV PILOT process was forged with the concept that a new way of thinking, planning, spending, and choosing would emerge from bringing the urban and rural municipalities closer together.  One of the goals for the workshops was to create a shared understanding and realization of the impacts that have developed from our current pattern of development.  The sprawling of the State of Maine has costs associated with it that affect rural and urban communities in similar ways, so it makes sense for them to work together against the common enemy.  Realistically, however, the municipalities will have to adopt a different model before they can abandon the safety and familiarity of their Kingdoms for a new path -- a new way of doing business, a new thought process and ultimately the creation of a new land.  We propose a land ruled not by the “I” and the “what’s in it for ME” of the Kingdoms, but by the “WE” of all the Kingdoms voluntarily coming together for the shared benefit of all -- a consortium that spans the entire Penobscot Valley region, which we have nicknamed the “WE-gion” to stress its cooperative nature.  The Penobscot Valley WE-gion is not a land in the physical sense, but rather a land of opportunity with the following envisioned characteristics and traits:

· A family of local governments, rich in shared resources and identified opportunities for investment.

· Residents and leaders who realize and recognize the dependence of one municipality upon its neighbors, and who exercise the will to share individually for the collective good of the whole.

· A land of shared economic and residential opportunities -- and of shared benefits.

· A WE-gional transportation system, integrated into developmental planning and coordinated to suit the needs of the whole area, without artificial boundaries between urban and rural sections of the same primary corridors.

· A land that seeks to create and influence statewide policies, rather than just live with them.

· A land that speaks with one political voice on WE-gional needs and issues, rather than multiple communities squabbling over the limited resources available.

· A land of common direction and purpose.

· A land which encourages growth where it makes the most sense, and at a capacity it can afford.

1.4
Long Term Realities

The benefits of regional planning are practically unlimited.  When consideration is given to the efficiencies of scale, there is clearly a great potential for sharing costs and revenues and meeting statewide requirements through cooperative inter-community agreements.  Comprehensive plans, which now require each municipality to fragment itself into the state-prescribed zones regardless of its current level of development, could actually become “comprehensive” in the finest sense if enacted at the regional level, allowing each community to play up its strengths and maximize its development potential within the regional whole.  This potential has been acknowledged by the Maine Legislature with the recent passage of LD 2094,  “An Act to Encourage Regionalism in Municipal Growth Management.”   PV PILOT initiatives in the Bangor region will provide the first opportunity to put the new law into practice.  Shared services, infrastructure, personnel, emergency response, law enforcement, public works, road maintenance and construction, and regional economic development are all possibilities. The choice is ours, and the time is now.

2.0
BUSINESS DEVELOPMENT
The historical pattern of business and economic development in the PV PILOT region has not significantly changed in decades.  All communities in the region seek to expand their existing and new business base in order to ease the tax burden on their citizens.  The larger communities use part of their local tax revenues to contract or hire economic development professionals for this work.  Smaller communities deal with developers through their town manager, selectmen, and/or planning board.     

Bangor has a single municipal department with a number of staff devoted to business and economic development.  Brewer has one full time economic development director, as does Holden.  The communities of Hermon, Hampden, Old Town, and Orono all contract for these services.  In all of these municipalities, the professionals work with local leaders and citizens to encourage and enact economic development activities and pursue expansion of the local business base.

Economic and business development is a competitive process within the region, as it is throughout Maine.  The communities compete for existing business expansions and new business locations, as each seeks to diversify and increase its local tax base.  This competition is serious, costly, and not without risks.  This is the natural law of community economics, given our individual and independent Kingdoms.

The local payoffs can be high in the economic development game. The costs to enter the game and the associated risks are also high, thus limiting the players to those communities that can afford the initial investment.  Once they are in the game, communities often feel compelled to continue further than the needs and interests of their citizens would dictate -- since dropping out would mean losing the money already invested in the process.  This can prevent serious “players” from considering alternative strategies to reach their economic goals, or whether the targeted development is truly in line with the community’s identity and plans for future growth.

To their credit, a number of the local economic development leaders in the greater Bangor region have modeled an alternative approach to the traditional economic development game.  In recent years, they have worked together under the auspices of the Bangor Regional Development Alliance (BRDA) to pool resources in a collective business attraction and regional marketing effort.  This cooperative effort recognizes the need to collaborate and achieve together what communities cannot achieve individually -- in this case, a concerted effort to attract attention to this area as a viable location for new business.  

2.1
Existing Economic Development Patterns

The existing patterns of business and commercial development across the region reflect the lack of coordinated regional planning and the overwhelming emphasis on local tax base development of each individual community.  The land use patterns are typical for a New England region of this size and population, featuring a central urban core surrounded by mostly rural and primarily residential smaller towns.   Then there are are numerous smaller town centers and rural villages, from which growth has radiated over time to occupy more and more of the undeveloped land in each municipality.  In other parts of the nation, where there are larger governing bodies (i.e., counties or large cities incorporated over many square miles), the pattern becomes larger and does not reflect these small concentrations of development.  In other words, our land use pattern directly reflects our system of local government, based on decentralized decision-making and localized, uncoordinated planning.  

In theory, as distance from central business districts and transportation nodes increases, land values will decrease.  This in turn increases the pressures for sprawl, as residential and commercial developers seek lower-cost opportunities. Commercial development is typically concentrated in areas with good transportation linkage and access to multiple markets.  In Maine, commercial development also occurs in small, scattered pockets of land with similar characteristics, because development zones are constrained by the geopolitical realities of our separate Kingdoms. 

As an example, consider the development of business and commercial areas in Hermon and Holden.  If the entire region were treated as a single larger body, these outlying areas of commercial and business development might have been located near existing commercial and development areas (e.g., perhaps near outer Hammond Street in Bangor).  Certainly the selection of the Hermon and Holden locations was significantly influenced by the proximity of the I-95 and I-395 interchanges.  But equally importantly, the development of these (and other) commercial and business areas are a direct result of the efforts of Hermon and Holden to expand and diversify their respective tax bases.  If they had a different (and reliable) source of local income, these towns might prefer to develop identities as attractive, close-to-town residential centers and invest in amenities for their citizens.  The point—albeit theoretical and based on conjecture—is that we might expect a different development pattern if decisions could be made on a regional basis, with customized site location tied to shared investment and shared revenue, rather than by multiple smaller local taxing authorities who must balance livability concerns against their ongoing need for additional diversification and income.

The primary reason to consider regional interaction is the diminished economic efficiency of competing local economic development efforts.  As in private enterprise, efficiencies in economic development are gained through integrated business operations.  The scope of this plan does not permit a comparative study of the economic efficiencies of development in the region.  However, based on theory and experience, it is safe to estimate that working within the boundaries of our Kingdoms is not the most efficient model for promoting economic development throughout the area.  

Everyone recognizes that we must work within the existing regulations and taxation environment in Maine.  Mainers value their local communities and local control.  But local control does not preclude working with others to develop region-wide planning programs for improved economic efficiency.  It is worthwhile for all of the communities to consider alternative models -- including a more regional approach.

2.2
Anticipated Development Trends

There are indications of increased cooperation among the communities in the business and economic development arena.  The State Planning Office has encouraged communities to work together to help alleviate sprawl and other negative effects of traditional land use economics.  And there are already plans circulating to jointly invest in major new developments.  For instance, the planned redevelopment of the Bangor Convention Center will probably be based on some form of regional cost-sharing.

However, if we do not take additional steps to relieve the local tax burden, the competition between communities will continue.  Municipalities must be willing to experiment and develop innovative funding mechanisms.  One idea is to communally share the infrastructure costs, risks, and ultimate profits of future development and employment opportunities region-wide, rather than limiting financial liability and benefit to the community in which the development is located.  Public-private partnerships are another interesting possibility.  It will be a major challenge to forge inter-community agreements and create an equitable sharing formula to cover the risks, costs and rewards associated with a private investment in one of the participating communities.  On the other hand, this challenge has been met in the Waterville area with the FirstPark regional initiative sited in Oakland, where surrounding communities received tax-sharing revenues in return for their share of initial investment to build the business park.  More innovation of this type is necessary to truly and wisely invest precious federal, state, regional, and local resources in the business of economic development.

The BRDA effort to coordinate efforts and market the region is another good example of an innovative approach to an old problem.  It is a proactive economic development effort.  The goal of BRDA, to gather leads for the members of the alliance, is driven by a spirit of cooperation and recognition that it makes sense to pool the area’s limited development funds.  However, once a business lead comes in, the community receiving the lead follows up without any more regional involvement.  A more WE-gional approach would be to determine, as a group, which community was best suited for the development -- and for that community, in return, to recycle tax revenues and/or development fees from the investment back to the other communities in the consortium.  With coordinated multi-community economic planning, certain types of revenue-producing activities might be designated for different areas of the region to the benefit of all.  To make this work, there must be mechanisms and incentives in place to share equitably in the economic (and taxation) benefits across all the participating communities.  In one way or another, we must find a way to relieve the local tax burden and generate revenues to support necessary services.

2.3
Business Development Investment Strategies

The investments listed below will form the cornerstone of a new strategy for economic development.  These were derived from the PV PILOT brainstorming sessions, with later refinement by the economic development working group and additional input from local developers and members of BRDA.  More regional planning and inter-community discussions will be required as we transition to a more efficient form of economic development in the area.

The working group was initially presented with a number of investment project ideas generated during the brainstorming sessions. The ideas ranged from very specific and easily accomplished, to practically infeasible. These ideas were organized into similar topic areas for the Economic Development working group to consider.  Where applicable, other agencies or efforts addressing the topics were identified as well.  The results of this effort are shown in Table 2-1.  The investments highlighted in gray were those selected by the working group for further consideration.  The other investments were either what might be called “mega-issues” -- multi-organizational or multi-governmental and political issues not appropriately addressed in a planning document of this scope -- or were already being addressed adequately by other organizations (including other PV PILOT working groups).

The working group prioritized the investments according to their strategic importance and attainability, taking into account the current socioeconomic and political issues in the region and the potential for leveraging greater investments in the future.  This resulted in a recommendation to focus on three initial investment strategies: 

1.  Cooperating and assisting in the redevelopment of the Bangor Convention Center and associated riverfront developments in Bangor and Brewer.

2.  Exploration and consideration of a multi-revenue sharing business park in the region, similar to the FirstPark investment agreement in Oakland.

3.  Examination and implementation of efforts to address the housing shortage (both cost and supply) in the region, and methods to encourage investment in affordable housing in downtown areas.

Table 2-1:  Potential Business & Economic Development Investments 

	Investment
	Other Effort or Agency (s)

	Advocate for changing state tax policies, which create disincentives to regional cooperation 
	Maine Partnership, Action Committee 

of 50, GPCOG, MMA

	Change state/local tax policies that force reliance on property taxes to fund community services
	Maine Partnership, Action Committee 

of 50, GPCOG

	Enhanced recreational infrastructure
	PV PILOT (Community Services) 

	Intermodal transfer facility – Hermon

R&D Parks for Orono, Old Town

Cooperative “Oakland-type” multi-community cost and revenue sharing of new business infrastructure
	Local efforts and BRDA

University of Maine for technology transfer

EMDC, GPCOG (ad hoc as requested)

PV PILOT

	5. Business conference attraction

New infrastructure

Civic Center

Banger, Brewer Waterfront
	Bangor Convention & Visitors Bureau coordinates and markets

Bangor and entire region

Brewer, Bangor

PV PILOT 

	6. Education -- tie-in to area business needs 
	UM, EMTC, Schools, EMDC CEDS, 

PV PILOT 

	8  Encourage growth management planning for commercial enterprise (access management, smart growth in targeted areas, coordinated planning)  
	BRDA

PVCOG,BACTS,MDOT(access management)

PV PILOT

	9. Affordable housing and planned-unit development in downtown areas
	Penquis CAP, private investors 

PV PILOT 

	10. Highway access to BIA

11. New bridge across Penobscot
	PV PILOT (Transportation)

	12. Sewage treatment 
	MRC

	13. Improved telecommunications to attract high-tech businesses
	Verizon

	14. Tourism promotion

16. Riverfront promotion
	Bangor Convention & Visitors Bureau, PenQuis Tourism Coalition

	17. Restaurant and entertainment diversity
	PV PILOT

Private entrepreneurs

	18. Cityscapes
	Municipalities, MDF Downtown Program, Bangor Center Corporation, PV PILOT


Investment Strategy 1: Establish regional financial and political support for investments in the service centers which will benefit the entire region, such as the Bangor Convention Center and Bangor-Brewer waterfronts.   A master plan for the convention center and riverfront in Bangor is in the final planning stages.  Brewer is also actively planning to redevelop its waterfront.  Bangor has tentatively approached other communities to seek support for replacement or reconstruction of the aging and undersized Bangor Civic Center.  Early estimates for a new, modern convention center are in the $25 to $30 million range.  The city is considering design options at this time, including reconfiguration to connect the convention center to the planned riverfront attractions, as well as changes to the entire Bass Park complex.  Bangor city officials and other local supporters are encouraging the passage of legislation to help fund a new convention center and renovate Bass Park through a local area sales tax, but this is a highly controversial issue that has been voted down in the past.  Other options are also under consideration, including the selling of stock to finance the construction, which could be offered either to individuals or to municipalities.  

Once the Bangor and Brewer riverfronts are fully developed, they will require significant marketing to publicize the new attractions and encourage their use. Cooperation and coordination among the area municipalities will help maximize use and efficiently promote these new developments when complete.  The newly created PenQuis Tourism Coalition is marketing the entire Penobscot and Piscataquis region to potential national and international visitors as “The Maine Highlands,” and it would be useful to coordinate riverfront festivities with this group to ensure widespread publicity. 

The economic development working group recognized the future leveraging value of investment in the convention center and the two riverfronts.  They supported these projects and recommended that surrounding communities invest in them as well, since they will attract new residents and visitors to the entire region.  The committee also encouraged the development of new visitor accommodations in surrounding towns, ranging from small bed-and-breakfasts to motels and country inns.  This is especially timely with the National Folk Festival coming to Bangor for each of the next three summers.  The festival is expected to attract thousands of visitors, and most of them will require lodging in the local area.  A coordinated booking and transportation system (vans, taxis, buses) could help “distribute” visitors into the other communities.  The Bangor Convention and Visitors Bureau would be a good clearinghouse for a coordinated regional accommodations network.

Obstacles to Investment Strategy 1:  The biggest obstacle facing this strategy is the inter-community coordination required to support a regional funding initiative.  The current funding effort hinges on statewide legislative support for local tax revenue sharing.  City and other community leaders have supported this effort, but it still faces difficulties across the state. That has been the motivation for more creative funding mechanisms, but all will require widespread community support within the region.

More generally, all of the prioritized economic development investments face legal, political, and financial obstacles.

Legal obstacles include local and state regulatory impediments that discourage true regional planning and investment.  Local community leaders, who by the nature of their positions are most cognizant of these obstacles, must be involved in discussions about new ideas for economic development in the region.

Citizens and local leaders need to be sold on the value of regional planning programs like PV PILOT.  The participants in this program came to recognize the value of a regional approach to public investments.  While it may involve giving up a certain degree of  local control (a significant threat to community leaders still operating under the Kingdom mindset), regionally coordinated development offers the potential for positive benefits and cost savings for communities both large and small.  This must be widely communicated and politically accepted if the recommendations of this plan are to have any effect.

Within a large service area, business economics dictate the location of businesses.  Firms gravitate to sites that meet their business needs.  All other factors being even (such as labor availability and expected wage rates), location decisions will turn on lower costs of opening a business, or what economists call “transaction costs.”  Local leaders can help to lower these costs and attract businesses with truly cooperative regional planning.  However, without established inter-community revenue sharing agreements, communities are unlikely to agree to regional planning in the first place.

To overcome these obstacles, a concerted cooperative planning effort must be undertaken involving local and regional leaders, as described below.  

Strategies for Implementation:  Form an inter-municipal coalition of committed citizens and local leaders to consider and, if feasible, support and organize multi-community revenue sharing agreements for the development of large-scale projects, including:

· Bangor Convention Center

· Redevelopment of existing business parks (see Strategy 2, below)

The implementation of this strategy will be a long process, as it requires a new way of thinking at the local level.  To begin the process, each community might identify its own vision and goals within the context of the region.  For example, perhaps a more rural community wishes to remain rural and essentially remain a “bedroom community,” provided its economic base can be stabilized by investments elsewhere in the region.  Identifying these local goals and desired identities --  and acknowledging the forces that work to discourage cooperation between communities -- will help to forge a regional vision which embraces revenue-sharing agreements.

The focus on a new convention center is timely; a regional investment coalition must be considered soon because of the deteriorating condition of the Bangor Civic Center.  The timing of the release of the PV PILOT final report may help draw additional attention to what should be a multi-community effort, since activities at the convention center will provide entertainment and economic bounty to the entire region.  Thus, assistance and guidance for multi-community cooperation for the redevelopment of the convention center and Bass Park is viewed as an economic development priority.  Initial action steps might be to provide a larger venue for regional recognition of Bangor’s plans and goals in the context of the PV PILOT recommendations.

To provide regional marketing for the convention center and riverfronts, the region may consider supporting and fully engaging the efforts of the PenQuis Tourism Coalition, which plans to market Piscataquis County and Penobscot County to visitors.  The PTC is embarking on a new regional tourism marketing campaign to encourage day-tripping and overnight visitors to “The Maine Highlands.”  This effort includes a 16-page, 4-color tourism guide, a new web site, and coordinated visitor centers and highlighted destinations across the two-county region. Regional destinations and activities will receive high-quality, widespread publicity coverage at little or no cost to the municipalities.

Responsible Parties:  The City of Bangor is in the position to be the primary leader in the push for a new convention center, based on its success in mobilizing regional support for the local-option sales tax bill.  However, PVCOG should assist in the creation of a longer-term regional coalition, to support this and many of the other recommendations in the PV PILOT plan (see also Chapter 5).  

Timeline:  Pending the political outcome of the current local sales tax effort, a more regionally focused strategy to consider funding alternatives may be pursued for replacing the Bangor Civic Center. As stated above, however, a broad-based regional coalition should be formed in any case -- and as soon as possible.  Most of the recommendations in this plan will require the continued input and enthusiastic support of community leaders and the business community, which is the constituency of the proposed coalition.  

Investment Strategy 2:  Explore the possibility of developing a multi-revenue sharing business park in the region.  Orono is completing a feasibility study for a 300-acre business park off Exit 51.  In partnership with the University of Maine and the Orono Economic Development Corporation, Orono has held preliminary discussions with representatives from other communities in the region to create a multi-community investment pact.  

There are plans for business park developments throughout the region. Ayers Island, also in Orono, is slated for significant development.  Hampden is investing in the development of an industrial park off Exit 44 (I-95) and Route 202.  Hermon has plans to expand its new business and industrial area off Exit 44.  Holden has plans for filling its recently completed DeBeck Business Park off I-395.  Brewer has invested in a new development with Eastern Maine Healthcare off I-395.  

The town of Eddington recently commissioned EMDC to perform a business park feasibility study.  The recommendation made to Eddington should be fair warning to the entire region:  “The demand for business park space could be described as modest in the Greater Bangor Area….”  In short, there is already ample business park capacity in this region, and not all of it is filled.

For this reason, the economic working group strongly encouraged investing in revenue-sharing agreements between communities, similar to the successful Waterville-area arrangement which created FirstPark, sited in Oakland but funded by 23 participating communities in exchange for tax and lease revenue sharing.  It would be ideal if such an agreement could permit regional investment in an existing business park, since additional capacity is not needed at this time. The challenge, of course, is that many of the planned business parks in our region are already well vested by their host communities.  Still, opportunities may exist to craft risk and revenue sharing agreements to fully complete, market, and fill these planned parks.  In particular, smaller rural towns may want to invest in properties located elsewhere, in return for a share of the proceeds.

Future developments, if regionally coordinated, should try to focus the types of business activity in each park.  To date, there has not been a concerted effort to direct specific types of economic activity into designated areas within the region.  BRDA, in its marketing approach, has focused on selected sectors (biomedical technology, precision manufacturing).  Still, these sectors may not be specific enough, nor has there been a coordinated effort to market existing business parks to specific sectors.

The working group also recommended that communities develop any number of inter-community agreements, including tax-sharing plans and a regional comprehensive plan for coordinated economic development.  Current state planning policy, while well-intended, encourages (many might say requires) even the smallest towns to develop commercial and industrial areas.  Inter-community agreements would help to battle sprawl by planning and developing economic sectors where they can be most successful -- particularly in the central core and interstate off-ramp areas -- while allowing surrounding towns to share in the tax revenues generated.  It would also provide for better traffic flow, safer streets, less congestion, and a nicer community atmosphere in the less developed communities, which can then devote their attention to being truly “residential.”

Risk-revenue agreements may be created for any number of reasons.  An agreement may help develop a new industrial park, or may help in the redevelopment of infrastructure for existing buildings.  Another agreement might be struck to develop a “new wave” of speculative buildings for future development, an idea proposed by the economic development work group. Citizens and leaders in the region have not previously addressed a revenue sharing agreement.  However, PV PILOT staff members have developed mechanisms and strategies in other regions in the state for such ventures, which facilitate the cost and risk sharing among any communities wishing to participate.  The revenues generated (by sale or lease and tax revenues) are shared in the same proportion to the investment made by each municipality.

Regional economic development would be much easier if local property (parcel) data could be coordinated in a geographic information system (GIS).  A GIS is a database that permits the graphic display and analysis of spatial data, such as the property use of land parcels in a region.  A comprehensive GIS capability would encourage greater analysis and planning across the region, and would provide visual cues about the potential for new investments and targeted development.  To date, there have been conceptual plans but never full implementation of a regional inventory of available properties.  The biggest challenge lies in financing the ongoing cost of database maintenance, but the return on investment for the region could be high.  

Obstacles to Investment Strategy 2:   The obstacles to this strategy are similar to those in Strategy 1.  They are legal and political, and revolve around the feasibility of regional  cooperation in such a large and revolutionary endeavor.

Strategies for Implementation: Develop a focused strategic business development plan that focuses on different sectors of the economy to encourage “clusters” within the region.  This may incorporate strategies of multi-revenue sharing, but should be designed to encourage the development of certain types of firms (complimentary to one another) in given areas in the region.  The same coalition described in Strategy 1 could tackle this assignment as well.  As part of this strategy, it is important to update regional business park and business property inventories and develop ongoing maintenance routines to keep them up-to-date and useful to realtors and developers.  This might include the use of GIS technologies, which would also compliment other aspects of implementing the PV PILOT investment plan.  In addition, it is important to address the self-interest issues involved in sharing information between real estate professionals concerning properties and economic development marketing efforts.  Commercial (and residential) realtors often invest in mechanisms to cooperatively market properties; however, in most cases, additional economic information is not presented in the multiple listings.  

A review of the basic information needs of site consultant professionals and expanding firms may indicate the need for a revised site inventory process in the region.  If this is done, it is vital to develop the coordination and cooperation necessary to maintain the system.  Limited previous attempts to coordinate commercial site inventories have failed because of this mundane yet critical requirement.

Responsible Parties:  The regional coalition identified under Strategy 1 would appear to be the most appropriate organization to pursue this strategy, with technical assistance and input provided by EMDC and BRDA.  Members of BRDA participated in the PV PILOT workshops and were individually receptive to the concept.  However, organizational buy-in from BRDA would be required to implement many of these recommendations.

Timeline:

Once the regional coalition described in Strategy 1 has been formed, a regional business plan could be developed within one year.  However, an appropriate funding source will be required to secure EMDC technical assistance. A multi-community business park would not require the participation of every municipality in the region, but it would require enough to achieve the required joint investment sum; it is impossible at this point to determine the political will or required timeline among the numerous communities involved.

Investment Strategy 3:  Examine and implement measures to address the housing shortage (costs and supply) in the region, and encourage investment in affordable housing in downtown areas.  Developers of rental housing units have expressed concerns that the cost of developing new units is too high to recapture costs on the revenue side.  This project did not conduct formal research on the housing market in the region.  However, the working group suggested that the urban core in particular suffers from a deficit of housing for families earning $35,000 to $50,000 per year.  As a consequence, the rental market is backing up with people who cannot afford to move into starter homes.  To the extent that this income group does acquire residential housing, it is often sub-standard and located on rural back lots, which increases automobile dependency (and its related expenses) for work and shopping trips.  In addition, good and affordable rental housing is becoming harder to find for those who cannot or choose not to buy their residences.  For this reason, the working group recommended a multi-community planning program to identify the best locations for different kinds of housing.  Important partners in such an effort would include representatives from housing agencies, social service providers, transportation planners, developers, and brokers.

Obstacles to Investment Strategy 3:  More detailed information is necessary to implement this strategy.  Specifically, a housing survey or assessment would be necessary to fully consider this issue.  Creative funding mechanisms may be required to provide an incentive for developers to build close-in affordable housing, as land prices tend to be higher in urban areas and they will need a good return on their investment.

Strategies for Implementation:  Developing a strategy will require additional research and documentation of the issue.  Much of that documentation and research may be available from local housing agencies, most of who were not approached in the scope of the initial PV PILOT effort.  Therefore, the preliminary strategy will be to share this report with other interested parties and determine if:

1. Additional documentation and research is necessary; if so, then 

2. Secure funding for regional housing assessment; and

3. Conduct a regional housing study, and develop an implementation plan based on its conclusions.  This housing study should take into account transportation linkages to businesses, shops, and recreational opportunities as well as existing and future land uses in the region. Particularly in downtown areas, shared-use complexes and multiple-use zoning (i.e., residential/retail/professional services) may be an appropriate and attractive option for potential residents.

There is sufficient funding in the PV PILOT grant to provide for at least the preliminary survey of other agencies.  There may be enough to provide local-match money for additional grant funding from existing federal and state housing programs, both to conduct the housing study and to provide creative financing for housing construction and/or rehabilitation. 

Responsible Parties:

PVCOG and/or the regional coalition identified in Strategy 1 should facilitate formation of a public-private coalition for long-term planning on regional housing needs. This coalition would conduct the housing assessment and would operate autonomously, but with input to and advice from the larger regional inter-municipal council. Members of the housing council should include BACTS and RTAC 3 representatives to ensure transportation linkages, DHS, SPO, MSHA, Alpha One, PenQuis CAP, and municipal housing authorities and officials.

Timeline:

Approach agencies as this plan is rolled out, and convene the housing coalition in summer 2002.

3.0
COMMUNITY SERVICES

3.1
Introduction
Community services are provided by municipalities to their citizens for safety and quality of life.  These services most often include public safety, education, recreation, public works, water and sewer, town clerk functions, and solid waste disposal, among others.

The quality of life in a community depends in large part on the type and quality of services available to its residents.  These services should be provided in a friendly, consistent, and fiscally responsible manner, emphasizing the best interest of the community as a whole. 

Sizable populations living within limited boundaries need certain things done for them that they cannot easily do for themselves as individuals.  Law and order must be maintained.  There must also be fire departments, water and sewage systems, primary schools, high schools, hospitals and other health facilities, garbage collection, lighting of public streets, street and sidewalk construction and maintenance, parks and playgrounds, and public transportation systems.  Towns also license businesses, register vehicles, enforce health and safety codes, zone tracts of land for various purposes, and offer welfare services.  Larger cities have their own libraries, museums, historical societies and other cultural attractions.  The larger the municipality, the more services it is called upon to provide.

The location of certain municipal facilities, such as sewer, water, fire stations and even town hall, influence a community’s development as powerfully as zoning.  If the tools of zoning and public facilities are working in tandem, there is a fighting chance that the desired patterns of development will emerge.

The communities in this region already work cooperatively in many areas.  Examples include shared water districts, mutual aid agreements, and school administrative districts.  However, the goal of each community is to maintain and improve the level of community services within their own borders, as well as the region as a whole.  To this end, this project reviewed public safety, education, & recreational services in the PV PILOT region.  It was recommended by participants that future work on this plan should address other community services, including police, solid waste, and public works.

3.2
Emergency Services

3.2.1
Existing Conditions
Emergency services include fire and rescue, police, ambulance, and dispatch services.  There are 20 fire stations in the 15-community region; five of these are volunteer fire stations.  Many neighboring towns have entered into emergency service mutual aid or automatic aid agreements with one another.  These agreements offer participating municipalities a greater capacity to respond to an emergency situation, by enabling neighboring communities to render assistance to one another.  The conditions of the agreements may be to provide reciprocal services or to receive direct payment through specific labor and equipment rates outlined in the agreements. These agreements usually are written, but occasionally are by understanding.  Brewer, Holden, and Eddington have entered into a unique agreement.  Depending upon the location of a fire or emergency, the town with the closest station will respond.  These three towns are working together to assure the highest quality of fire protection for their citizens.

Five communities provide ambulance service to their citizens; 10 contract out these services.  The major ambulance service in this region is Capital Ambulance.  Capital provides both ground and air critical care transport. 

All of the communities in this region, with the exception of Bangor and Old Town, contract with Penobscot Regional Communications Center to handle their emergency calls.  The center was formed in 1997 to provide consolidated dispatching services and cost savings to participating communities.  

Enhanced 9-1-1 is an improved emergency communications system that automatically displays the address of the caller at an emergency-dispatching center.  The two most important features of this service are the convenience of dialing 9-1-1 for all emergencies, and automatic caller location information, critical to speeding up the dispatch of emergency services. To provide the location of a caller, a telephone number must be linked to a physical address that clearly identifies the location of that telephone.  The creation of physical addresses is the responsibility of municipalities, plantations, or counties (for unorganized territories).  PV PILOT communities that have completed the process and now offer E-911 to their residents include Bangor, the Penobscot Nation, Hampden, Kenduskeag, Hermon, Orrington, Holden, Eddington, and Bradley.

3.2.2
Emergency Services Investment Strategies

The community services working group identified many investment strategies to address needs and deficiencies.  Support staff grouped these strategies together into similar categories, which in turn led the working group to propose consolidating multiple items into investments with a wider regional impact.

Investment Strategy 1:  Provide regionalized training for emergency vehicle operators.  There were 22 accidents involving emergency vehicles in the year 2000, involving 2 fire department vehicles, 2 ambulances, and 18 police cruisers.  Although the “other” driver causes some of these accidents, the driver of the emergency vehicle causes some.  Emergency vehicle operators can experience a great adrenaline rush while responding to an emergency call, which, coupled with the inattention of other drivers, can cause serious accidents.  Training is available for drivers of emergency vehicles, and it should be provided regionally on a regular basis.  The participants in the workshop and subsequent meetings felt that this was a very important issue to address, and it should be very easy to implement.  

Obstacles to Investment Strategy 1:  No physical or political obstacles.  Training is already being provided, albeit sporadically.  This strategy suggests training and re-training on a standardized, regular basis.

Strategies for Implementation:  The Fire Chiefs Association should organize all PV PILOT emergency vehicle operators to receive training on a regularly scheduled basis.

Responsible Parties:  Local Fire Chiefs Association

Timeline:  High priority, within 1-2 years.

Investment Strategy 2:  Standardize street names and house numbering between PV PILOT communities to improve emergency response times and educate the public as to the importance of proper house numbering.  The working group discussed the difficulty emergency responders experience when attempting to locate an unnumbered house on an unnamed street.  The few additional minutes required to locate a home that is not numbered can make the difference between life and death.

Obstacles to Investment Strategy 2:  Participants in the workshops agreed that educating the public on the importance of house numbering should be a top priority.  However, achieving consistency between communities on the numbering of houses is not feasible at this point.  The E-911 process is complete in most of the communities within the region; changing house numbers now would not be acceptable to many of the people involved in that process.

Strategies for Implementation:  The community services working group recommends that the Fire Chiefs Association or local firefighters’ unions organize and implement public education on the importance of house numbering, as well as educating children on the proper use of the E-911 system.  To avoid confusion over inconsistent street naming and numbering between communities, a “trouble list” of known inconsistencies could be compiled, maintained, and distributed to every emergency responder and dispatcher.

Responsible Parties:  Fire Chiefs Association

Timeline:  Develop public outreach program within 1 year.

Investment Strategy 3:  Develop a standardized traffic signal pre-emption system in the PV Pilot region.  This system will allow an emergency vehicle operator to control traffic signals en route to an emergency, thus limiting the traffic barriers encountered during a response.  Traffic light pre-emption systems are not available throughout the region, and the systems currently in place are activated by different transponders in different communities.  Having a standard system in place, within all communities, would allow for a safer, more time-efficient response, especially for inter-community responses.  

Obstacles to Investment Strategy 3:  No physical or political barriers. Financial obstacles include limited MDOT and local funds to install or replace pre-emption systems.

Strategies for Implementation:  Review the current inventory of pre-emption devices in the region, decide communally on a standard system, identify deficient areas, and include needs in upcoming BACTS TIP.  For communities outside of BACTS, ensure that any new or existing traffic signals are equipped with the pre-emption system used within the BACTS area. 

Responsible Parties:  BACTS (lead), RTAC 3, Fire Chiefs Association, ambulance companies, police chiefs, state troopers, municipalities

Timeline:  BACTS will apply for initial funding in 2004-2005 to standardize signal pre-emption within the 6-municipality urban area, where the majority of signals are currently located.

Investment Strategy 4:  Declare a standardized fire hydrant connection system for the region.  Many times, a municipal fire department will respond to an alarm in a neighboring community, normally because of mutual aid agreements.  However, upon arriving at the scene, firefighters may find that their fire hydrant adapters are not compatible with the hydrants in that community.  This hinders firefighters’ ability to quickly gain control of a fire.

Obstacles to Investment Strategy 4:  Possible political opposition from communities reluctant to enter into an inter-community agreement.  New equipment costs may represent a financial barrier.  No physical obstacles.

Strategies for Implementation:  The Fire Chiefs Association should organize and implement the necessary inter-community agreements that may be required to purchase compatible equipment.  PV PILOT communities can reduce their cost by cooperatively purchasing equipment.  Eddington has already standardized with neighboring communities, and this may already be occurring in other areas as well, so it is important to coordinate planning throughout the region.

Responsible Parties:  Local Fire Chiefs Association (lead organization) and PVCOG.

Timeline:  1-2 years

Investment Strategy 5:  Develop a system of providing centralized dispatch that is consistent throughout the PV PILOT region.  The Penobscot Regional Communication Center (PRCC) was formed in 1997 to provide centralized dispatch services in the region.  Thirteen communities in the PV PILOT region are members of  PRCC.  Each community has the option to have all of their emergency calls dispatched from this one location, or to have PRCC act as a backup when a community’s emergency lines are full.   Unfortunately, each community has its own preferred process for dispatching and wants PRCC to use local protocol for calls from their community.  The result is a central dispatching organization that dispatches in a location-specific format for each of 13 different communities, rather than dispatching in a standard format region-wide.  This lack of standardization creates the potential for confusion during emergencies, when seconds really do count.

Obstacles to Investment Strategy 5:  Although the importance of one coordinated dispatch process is recognized, the difficulty of bringing so many entities together to work out a solution is also recognized.  

Strategies for Implementation:  The community services working group recommends that PRCC, along with local emergency responders, work together to reach an agreement.  

Responsible Parties:  PRCC, regional emergency responders

Timeline:  2-5 years

Investment Strategy 6:  Develop a forum whereby municipal officials and emergency responders can communicate on a regular basis.  

Obstacles to Investment Strategy 6:  Some political obstacles as administrative funding will be needed to establish and maintain the forum.  No significant political or physical barriers.

Strategies for Implementation:  PVCOG should develop the forum, which will consist of  municipal officials and public safety officials.  Alternatively, this could be another sub-group reporting to the inter-community regional council discussed in Chapter Two.  Its purpose would be to foster regular and effective peer-to-peer communications throughout the  region, and ultimately to save the lives and property of residents.

Responsible Parties:  PVCOG, Fire Chiefs Association, municipal officials

Timeline:  1-2 years

3.2.3
Secondary Investment Strategies

The community services working group identified many other emergency services investment strategies that they ranked as secondary priorities.  Although the working group did not rank these items as high priorities, they should be given exposure in this plan and recognized as worthwhile projects for future consideration.

Regional purchasing of gear is currently being done, but it could be expanded. Local officials could be reminded that all equipment should be purchased cooperatively unless there is a good reason not to do so; it provides both cost-savings and regional standardization.  

The Maine Emergency Management Administration (MEMA) is conducting a statewide inventory of equipment.  It is recommended that the results of this inventory be shared with the communities, since often a particular type of fire requires a specialized piece of equipment -- which a nearby fire department may possess.

A regular review of the dispatch technology used in the PV PILOT region for public safety should be conducted, and upgrades should be recommended to the appropriate dispatch officials.

Uniform Standard Operating Procedures (SOP) were recognized as an important tool in working cooperatively between communities, but it will be a very difficult undertaking and would likely be opposed by the local firefighters’ unions.

3.3
RECREATIONAL FACILITIES

During the second half of the 19th century, Frederick Law Olmsted set forth an ambitious agenda to provide publicly-owned open space to every American.  That agenda included public acquisition of huge amounts of land for public parks, parkways, playgrounds, nature preserves, and integrated regional park systems.  A large coalition of supporters came together to press for the creation of public parks.  During the 20th century environmentalists joined the coalition, with demands for sustainable habitats for a wide range of flora and fauna.  The open-space agenda which this coalition advocated has been achieved.  In addition to individual public parks and integrated regional park systems, the country also has the benefit of a myriad of parkways, playgrounds, and nature preserves.

3.3.1
Existing Conditions

According to the National Survey on Recreation and the Environment, conducted in 1999, the most popular types of outdoor recreation include trail/street/road activities, traditional social activities, viewing and photography activities, viewing and learning activities, driving for pleasure activities and swimming activities.  The five most popular individual activities were walking, family gathering, viewing natural scenery, picnicking, visiting nature center/nature trail/zoo, and driving for pleasure through natural scenery.   In addition, according to a report prepared by Roper Starch for The Recreation Roundtable, activities on the increase include walking for fitness/recreation, driving for pleasure, outdoor photography, and bird-watching.  The municipalities in this region are, for the most part, able to provide opportunities for such activities.

There are 13 designated trail networks in the PV PILOT region that can be enjoyed by hikers, walkers and mountain bikers.  These trails and the 14 nature preserves in the region also offer great opportunities for outdoor photographers and bird-watchers.

The nature preserves and trails are a wonderful opportunity for families to recreate together.  Families can also enjoy the 31 community parks throughout the area, where they can picnic, throw a Frisbee, or just enjoy some fresh air together.

The region offers many lakes and ponds for swimming and boating, although not all have public access.  The Penobscot River offers boating opportunities, with several public access points.  Bangor, Brewer, and Hampden maintain public swimming pools.

Winter activities include downhill skiing at Hermon Mountain and cross-country skiing on local trails and golf courses.  There are many miles of local snowmobile trails that are enjoyed by sledders and skiers alike.  Most communities maintain hills for sledding, along with ice skating rinks, that can be enjoyed by all ages.

There are many private organizations offering recreational opportunities for the residents in our region.  However, the public’s use of some of these privately-owned recreational facilities is limited, due to membership fees and distance from outlying communities.

3.3.2
Recreational Facilities Investment Strategies

The community services working group identified many investment strategies to address needs and deficiencies of their recreational facilities.  Support staff grouped these strategies together into similar categories, which in turn led the working group to propose consolidating multiple items into investments with a wider regional impact.

Investment Strategy 1:  Create a recreation consortium to oversee the promotion and creation of recreational opportunities in the region.

Obstacles to Investment Strategy 1:  No significant obstacles.

Strategies for Implementation:  This consortium should consist of area recreation directors, the Bangor Convention and Visitors Bureau, area youth, education leaders, members of the private sector who offer recreational opportunities, YWCA/YMCA, BACTS and RTAC 3 (for transportation linkages), and others as are deemed appropriate. 

Responsible Parties:  The inter-community regional council (discussed in Chapter Two) should oversee the formation of the recreation consortium and provide the initial tasking and prioritization of assignments. The recreation consortium would then implement these strategies autonomously, with input to and advice from the larger regional inter-municipal council.

Timeline:  Within one year after formation of the inter-municipal regional council.

Investment Strategy 2:  Promote the existing recreational opportunities within the PV PILOT area to encourage more local and regional users.  One of the most important issues identified in this workshop was the lack of regional promotion.  As identified above, our region has many recreational opportunities to attract tourists and to keep the younger population here, not to mention attracting potential new businesses and residents to the area.  However, they are not being showcased.  Participants felt this was an important and easily addressed issue.  

Obstacles to Investment Strategy 2:  Political obstacles depend on whether residents want to encourage increased tourism and use of  their favorite recreational places.  Financial and physical obstacles are relatively low.

Strategies for Implementation:  Develop a regional Internet website and brochure to promote the region’s recreational facilities.  Updated snowmobile maps should be included as part of this effort.  Regional promotion should also be provided for the upcoming 2002-2004 National Folk Festival in Bangor.

Responsible Parties:  Recreation consortium (lead organization) in  coordination with other organizations such as the Greater Bangor Region Chamber of Commerce, Bangor Convention and Visitors Bureau, and PenQuis Tourism Coalition.

Timeline:  Beginning within one year, and ongoing.

Investment Strategy 3: Develop bicycle facilities that link PV PILOT communities together, and provide longer touring opportunities to communities outside the region.  Bicycling is becoming a popular recreational option in the region.  It is also a great alternative mode of transportation that offers health benefits and helps reduce air pollution and congestion.

Although there are off-road trails for recreational biking, there are few bike paths for commuters -- and these paths and trails are not linked between communities.  Considering the health and environmental advantages of bicycling, this is an important issue to address.  In addition, with the creation of the East Coast Greenway, linking these trails and paths to the Greenway would encourage interstate recreational travel.

Obstacles to Investment Strategy 3:  Financial and physical obstacles are high due to construction costs and limited statewide funding that can be used for this purpose.  Political obstacles may be high due to resistance from landowners if a trail is proposed on their property, or if bicycle and pedestrian off-road projects are perceived as competing with highways for scarce capital improvement funds.  

Strategies for Implementation:  The community services working group recommends that a map be distributed identifying shoulder widths on all major roads in the PV PILOT area.  RTAC 3 and BACTS have already completed bicycle and pedestrian plans with prioritized on-road and off-road connections which encompass the PV PILOT region and beyond. Although it would be very costly to pave every shoulder at this time, the region should encourage shoulder paving on all MDOT reconstruction and rehabilitation highway projects.  It is also recommended that off-road connections to roads with bicyclable shoulders be explicitly stated as a goal within the RTAC 3 and BACTS 20-year plans.  Transportation Enhancement funding is available through MDOT for construction of off-road paths, and multiple-community project applications are strongly encouraged.

Responsible Parties:  BACTS, RTAC 3

Timeline:  Long term, 5-10 years or more for capital improvements.

Investment Strategy 4: Create recreational opportunities for area teens -- and provide transportation to the facilities.  The working group discussed the issue of youth activities and the benefits of recreation.  The issue of opportunities for teens, to keep them off the street and out of trouble, has been an on-going problem in the region.  Especially within the urban areas, it is common to see groups of teenagers “hanging out” on street corners or in parking lots.  The local police have found themselves having to baby-sit these youths and keeping them out of trouble.  Clearly, there is a need for more no-cost or low-cost activities for this age group.  The working group felt that if there were a designated place that teenagers could go, where they could  listen to music and talk with friends, they would be off the street.  However, there is no such place.  The region needs to create recreational facilities and activities specifically for teens.  Transportation to such activities needs to be considered as well, so that teenagers can get there independently and without generating more vehicle trips.  

Obstacles to Investment Strategy 4:  Financial, political, and physical obstacles may exist, depending on the location and cost of the proposed facilities.  Some residents may object to locating a facility that will attract teenagers to their neighborhood.  Transportation costs and logistics may also prove difficult;  the ideal teen facility would be located on an existing bus route, or along a reasonably safe road for bicycling and walking.

Strategies for Implementation:  One suggestion was to encourage more Boys/Girls clubs in the area.  The Penobscot Indian Nation has opened one on Indian Island, and it is reportedly a success.  There will be a need for more than one facility to address the needs throughout the region. Any new facilities should be located on the bus lines or easily accessed, so that kids can get there without a parent’s assistance.  Most importantly, teenagers need to be directly involved in the process as facilities are being planned.  Their input is needed to make this type of investment successful.

Responsible Parties:  Recreation consortium (see Strategy 1), with additional youth representatives from the communities most likely to use the facility, based on transportation availability and residential proximity.

Timeline:  2-3 years

Investment Strategy 5:  Develop a recreational program whereby PV PILOT municipalities and SADs share their recreational facilities, programs, and personnel with each other.  

Obstacles to Investment Strategy 5:  Political and financial obstacles from municipalities or SADs unwilling to share their tax-supported programs without receiving compensation from outside municipalities. Some school insurance programs may not cover users from outside the school district.  No significant physical obstacles other than distance and transportation concerns.

Strategy for Implementation:  The recreation consortium should conduct an inventory of available facilities, programs and personnel, in order to develop the most appropriate and cost effective plan for the region.

Responsible Parties:  Recreation consortium (see Strategy 1)

Timeline:  2-3 years

Other areas were identified as potential opportunities to improve recreation within the region, but were considered either difficult or of lower priority.  However, they are important to list for future reviews of this plan and for action by the proposed recreational consortium.  These include creation of a regional shooting range and gun safety instruction facility, utilizing interns/TANF recipients as low cost counselors/aides, and incorporating greenways, parks, sidewalks, and on-road/off-road bicycle facilities in site development codes, both residential and commercial.  With appropriate funding, PVCOG could assist in writing model codes which communities could use to improve their  recreational facilities without affecting local tax rates.

3.4 
EDUCATION

3.4.1
Existing Conditions


The National Governors Association and the U.S. Congress have defined eight National Education Goals to improve learning and teaching in the nation’s educational system. These goals provide a framework for education reform and promote equitable educational opportunities and high levels of educational achievement for all students.  These goals are:

Goal 1 - Ready to Learn 

Goal 2 - School Completion 

Goal 3 - Student Achievement and Citizenship 

Goal 4 - Teacher Education and Professional Development 

Goal 5 - Mathematics and Science 

Goal 6 
- Adult Literacy and Lifelong Learning 

Goal 7 - Safe, Disciplined, and Alcohol- and Drug-free Schools 

Goal 8 - Parental Participation 

In addition to the goals set forth by Congress and the NGA, the State of Maine also has six guiding principles to which each school unit must adhere.  In 1993, the Maine Legislature established a Task Force on Learning Results and directed it to:

“ . . . Develop long-range education goals and standards for school performance and student performance to improve learning results and recommend to the commissioner and to the Legislature a plan for achieving those goals and standards.”

Based upon the task force’s recommendations, the Legislature adopted six Guiding Principles that describe the characteristics of a well-educated person.  The Legislature, in an effort to fulfill these principals, required that the Department of Education and the State Board of Education develop Learning Results within the following eight areas: 

	Career Preparation
	Modern and Classical Languages

	English Language Arts
	Science and Technology

	Health and Physical Education
	Social Studies

	Mathematics
	Visual and Performing Arts


The responsibility of implementing these Learning Results rests with the school unit. Each school must identify resources, methods, and concerns that need to be addressed to enable all students to achieve these standards.  Because the realization of these standards will not be easy or without cost, the Legislature stated, “Implementation is conditioned on added state funding for professional development. Further, districts may delay meeting the standards for career preparation, modern and classical languages, and visual and performing arts if they cannot be achieved within existing local resources.”  

Educational achievement, according to the Task Force on Learning Results, is to be

“...measured by a combination of state and local assessments to measure progress and ensure accountability. The 4th-grade, 8th-grade, and 11th-grade results of the Maine Educational Assessment (MEA) are state assessments used to measure educational achievement of the learning results. The 4th-grade and 8th-grade MEA must be used to measure achievement of the learning results beginning in the 1998-99 school year. The 11th-grade MEA must be used to measure achievement of the learning results beginning in the 1999-2000 school year. Local school administrative units may develop additional assessments to measure achievement of the learning results, including student portfolios, performances, demonstrations and other records of achievements.”  

Schools are required to implement the Learning Results standards beginning in the 2002-2003 school year, and local assessment systems are to be in place by 2004.  Beginning in 2007, the local assessment systems will be used to award high school diplomas.

There are 30 elementary schools, 6 middle schools (grade 6-8 only), 7 high schools, and at least 5 private elementary and secondary schools serving the communities in the PV PILOT region.  The region also hosts numerous institutions for post-secondary education, including the University of Maine flagship campus in Orono, University College of Bangor (formerly Bangor Community College), Husson College, Eastern Maine Technical College, United Technologies (formerly United Technical Center), Beal College, and the Bangor Theological Seminary.  The region also offers specialized training facilities for various occupations.

General Purpose Aid is a subsidy to all school units to assist in the education of Maine students. This subsidy is in addition to funding provided through local tax dollars.  However, General Purpose Aid is not keeping up with actual per-pupil cost in this region.  Table 3-1 indicates the average per-pupil cost of education in this region increased 35 percent from 1992 to 2000.  However, General Purpose Aid increased only 15 percent, and provides less than half the actual cost of educating a student.  This failure to keep up with actual costs creates a greater tax burden on all the communities in this region.

Table 3-1

	General Aid/ Cost Per Pupil Summary

For PV PILOT Region

	
	
	1992-1993
	1999-2000
	% Change

	
	
	
	
	

	GENERAL PURPOSE AID
	
	$2,937,982.27
	$3,402,164.58
	15.80%

	PER PUPIL COST (average)
	
	$4362.83
	$5917.39
	35.66%


Enrollment in the region shows a decline for the period 1996 to 2000.  However, the drop-out rate has been increasing since the 1997-98 school year.  The drop-out rate in the region was higher than the state and county average for both the 1998-1999 and 1999-2000 school years, as is shown in Table 3-2.

Table 3-2

	Summary and Comparison of Enrollment and Drop-out Rates

PV PILOT Region vs. State and County

	
	
	1995-1996
	1996-1997
	1997-1998
	1998-1999
	1999-2000

	
	
	
	
	
	
	

	Enrollment (regional)
	
	15,891
	15,944
	15,771
	15,619
	15,568

	
	
	
	
	
	
	

	Drop-out Rate
	
	
	
	
	
	

	Maine
	
	3.01%
	3.05%
	3.09%
	3.33%
	3.29%

	Penobscot County
	
	2.55%
	3.31%
	3.08%
	2.88%
	3.76%

	PV PILOT Region (average)
	
	2.75%
	3.52%
	2.69%
	3.52%
	4.04%


3.4.2
Educational Investment Strategies

The community services working group identified many investment strategies to address needs and deficiencies of the educational system.  Support staff grouped these strategies together into similar categories, which in turn led the working group to propose consolidating multiple items into investments with a wider regional impact.

Investment Strategy 1:  Use distance learning to meet Learning Results.  Meeting the language requirements, as outlined by the Maine Department of Education’s Learning Results, was a major topic of discussion for the participants in this work group.  The cost involved in hiring teachers to meet this goal is a major challenge for most of the smaller schools and soe of the larger schools in the PV PILOT region.  

The use of technology, specifically modern telecommunications advances such as interactive television, could offer an alternative solution to the problem.  Distance learning is being used at universities and colleges across the nation.  Using this technology in the area high schools could solve the problem in a more cost-effective way.  It would require the hiring of a single language teacher, with the cost being shared across the schools participating.  This teacher (or teachers, if multiple languages were offered) could use distance technology to reach students at all schools, simultaneously.  Weekly lessons could also be rotated between participating schools, so that all students would have the opportunity to work with the teacher on a more personal level.

Obstacles to Investment Strategy 1:  There are no perceived political or physical obstacles.  However, there will be an initial financial investment in the required technology, as well as the shared cost for the teacher and travel expenses.  These costs will need to be determined.

Strategies for Implementation:  A task force of educators in the region should be formed to determine the required technology needs and costs for providing distance education.  This forum should also oversee the creation of a job description for distance-learning language teachers, and determine an appropriate work schedule (including travel time) and salary range for shared positions of this nature.

Responsible Organization: SAD superintendents should initiate the creation of the task force, which could be disestablished once the technology and the requirements for the shared position(s) were identified.

Timeline:  1-2 years.

Investment Strategy 2:  Offer the Penobscot language as an option to met new language requirement. The working group recommended that the Penobscot Indian language be introduced as an option that would meet the language requirement, using identified native speakers within the community.  It was also recommended that special consideration be given to bilingual students of the Penobscot Nation, who could be certified as having met the language requirement without the need to learn a third language.  The same waiver could be provided for bilingual students in other languages, perhaps with a standardized test to prove basic fluency.

Obstacles to Investment Strategy 2:  There are no financial or physical obstacles to this strategy.  However, there may be a legislative obstacle if bilingual students are not perceived to have learned a language “correctly” in accordance with the established standards.

Strategies for Implementation:  Due to the legislative changes that may be required, this strategy has been included in this plan as a policy recommendation worthy of  future study by area educators and legislators.

Responsible Organization:  The language-requirement task force and representatives of the Penobscot Indian Nation should discuss the proposal in more detail and, if it is deemed appropriate and feasible, forward  recommendations via superintendents and area legislators to Augusta for further consideration.

Timeline:  Study of the proposal can begin with the convening of the task force, scheduled within 1-2 years.

Investment Strategy 3:  Lobby to change the school funding formula.  Up until 1995, the funding formula for General Purpose Aid was based on property valuation only.  In 1995, the formula was changed to a guaranteed per-pupil base.  In 1997, the funding was redefined according to an 85/15 valuation and income formula.  In other words, a community’s ability to pay for its schooling is based on 85% of its state property valuation and 15% of local median income, plus a yearly cost of living adjustment (COLA).  There has been ongoing discussion and debate throughout the state regarding the fairness of this formula.

Obstacles to Investment Strategy 3:  Political, financial, and legislative obstacles abound.

Strategies for Implementation:  Due to the obstacles facing this strategy, it has been included in the plan as a policy statement only.  However, one of the guiding principles behind PV PILOT is that we can speak more effectively as a WE-gion than as individual small municipalities.  

Responsible Organization:  Once the inter-municipal regional council has been formed and consolidated, it can (and should) put serious pressure on legislators to relieve the local educational tax burden and ensure a basic quality education for all Maine students.  This goal should supercede the relative wealth or poverty of its 492 communities. Local tax relief would in turn eliminate one of the chief forms of competition among municipalities, thus increasing incentives for continued regional cooperative planning and investing. 

Timeline:  Ongoing.

Investment Strategy 4:  Improve Adult Education.  Adult education is offered in most area high schools and vocational schools.  However, due to financial constraints, individual schools are limited in the variety of programs they offer. Non-residents are charged higher fees to attend adult education course offerings in neighboring communities.  The working group recommends that communities work together to provide a wide variety of Adult Education classes as a public service for all residents of the region.

Another recommendation is to tailor adult education and  vocational course offerings so that they match up with emerging workforce requirements.  Vocational schools and adult education programs should be coordinating more closely with the workforce development organizations within the state to identify current and future needs and shortages.  Keeping our workforce educated and working within the region is a top priority.

Obstacles to Investment Strategy 4:  No financial or physical obstacles; the loss of extra fees paid by non-resident students would be more than offset by the ability to coordinate course offerings among nearby communities and avoid costly duplications.  Minor political obstacles may arise from school administrators who would prefer not to open course offerings to the general public, but this will be a hard position to defend.

Strategies for Implementation:  An inventory of adult education programs at all area high schools should be completed and coordinated before each semester.  Programs should be opened to all residents of the region for a standard fee, regardless of residency.

The regional inter-community council and area business leaders should continue to support and encourage interaction between area vocational schools, local businesses, and workforce development programs to develop relevant training and prepare area residents to qualify for projected career opportunities.

Responsible Organization:  The region’s superintendents should oversee the development and coordination of appropriate adult education programs with an equalized fee structure.  The Tri-County Workforce Investment Board serves as the coordinating agency for worker training and retraining initiatives involving the vocational schools and post-secondary institutes, area businesses, and multiple social services and workforce development organizations. 

Timeline:  1-2 years.

Investment Strategy 5:   Explore opportunities for communities to cooperate rather than compete for students. 
Obstacles to Investment Strategy 5:  The existing school district infrastructure will be difficult to alter.  Teachers and administrators, and are likely to be threatened by proposals to further consolidate or share classes among schools.  Tax reform may be needed prior to moving forward with any initiatives on this strategy, as the current funding formula overtly encourages competition for students at all grade levels.

Strategies for Implementation:  Investigate what other areas of the country have done to reduce their educational costs through regional cooperation, and determine which of these might be feasible for the PV PILOT communities.  Determine the cost savings per student that could be realized for each alternative, and how those savings would affect the taxation rates in each municipality.  Present these findings to the municipalities and look for ways to implement them on a regional basis.  Plan for consolidated regional schools where they make the most sense in terms of residential growth, access managment considerations, and transportation costs.  
Responsible Organization:  PV PILOT staff will work with researchers at the Margaret Chase Smith Center to explore the economics of public education and possible cost-saving alternatives, including further consolidation of school districts, regional secondary schools, 
”circuit-rider” teaching, and distributing elective classes among nearby schools, rather than providing duplicative offerings at each school.  Once the most feasible alternatives have been identified, the inter-regional council should work closely with school administrators and municipal officials to determine how best to implement the recommendations.  

Timeline:  1-2 years.

4.0
TRANSPORTATION

4.1  
Existing Conditions

4.1.1
Air Transportation

In the project study area, commercial passenger service is available through the Bangor International Airport (BGR), while general aviation service is available at both BGR and DeWitt Field in Old Town. 

Bangor International Airport (BGR) 

BGR is a full-service passenger and cargo airport.  Bangor is Maine's largest airport in terms of size (2,500 acres) and it has the longest and widest runway (11,441 feet by 300 feet).  In fact, the BGR runway is one of the longest civilian runways on the eastern seaboard.  In terms of total passengers, BGR is the state's most important and busiest airport.  In 1999, over 420,000 domestic passengers and over 160,000 international passengers enplaned or deplaned at BGR.  BGR also handled approximately 1,150 tons of cargo in 1999. 

BGR has carved out a market niche, serving as a refueling and customs stop for both chartered and regularly scheduled international flights. The airport has been providing these services for over 25 years, and actively markets them to corporate aircraft operators and domestic and foreign airlines. Approximately 4,600 transatlantic flights are processed each year through the airport's 24-hour customs, immigration and agricultural inspection services. 

BGR offers over 50 scheduled passenger flights a day.  Jet service is provided by Delta and PanAm for national connections, while Finnair Leisure offers seasonal nonstop service to Helsinki.  Commuter airlines serving BGR includes USAirways Express, American Eagle, Atlantic Coast Airlines (Delta Connection), and United Express, with connections to all major national and international airlines via their respective regional hubs. Nonstop flights are provided via jet and turboprop service to Portland, Boston, LaGuardia, Cincinnati, and Baltimore-Washington.  PanAm provides seasonal direct large jet service to Orlando, St. Petersburg, and San Juan. In 1999, there were a total of 100,994 aircraft movements, including 30,000 passenger flights, 40,000 military flights, and 30,000 private aircraft flights. 

Airport officials report that bus service is improving, and taxi services are being used by an increasing number of travelers. A private company operates an airport shuttle. BGR also intends to establish an on-site bus terminal. There is the possibility (but no immediate prospects) for an air/rail passenger link, and an existing railroad right-of-way has been preserved for this purpose. 

Cargo and mail services exist on a relatively small scale. Several air express courier services utilize the Airport, with distribution networks reaching all of central, northern and eastern Maine. There is the possibility that BGR could serve as a hub for Canadian air passage service. BGR currently serves a number of Canadian passengers who use other modes to get to and from the airport, but there is currently no air service to Canada. 

DeWitt Field 

DeWitt Field is a general aviation airport (i.e., no scheduled passenger service) owned by the City of Old Town. It is located on about 360 acres of land on the north end of Marsh Island. The airport's primary runway is 3,600 feet in length and 100 feet in width, and the secondary runway measures 3,200 feet in length by 100 feet in width. In 1991, there were about 59,000 flight operations and 37 aircraft based at the airport. There is also a seaplane base located at the airport. The Maine Forest Service is headquartered at DeWitt Field and has its own seaplane base located there. According to the State's Aviation Systems Plan, the airport was at 33 percent of capacity in 1991, and was projected to be at 35 percent of capacity by 1994 and 36 percent by the year 2000. 

The State's Aviation Systems Plan recommends that DeWitt Field be designated as a reliever airport for noncommercial flights when additional capacity is needed at BGR. This would make DeWitt Field eligible for federal funds earmarked specifically for improvements at reliever airports. 

4.1.2
Marine Transportation

The Penobscot River played a key role in the historical development of the Penobscot Valley.  Beginning in the late 1700s, the river was used as a transportation route, as a power source for sawmills, and as a commercial delivery vehicle to float logs from the vast Maine forests to city ports for the lumber and shipbuilding industries.  The river was later used to generate power for pulp and paper mills and other industries, and still later as a primary source of electricity for residential and commercial uses throughout Maine and New England.  The settlement patterns of communities along the Penobscot River reflect the importance of the river to their respective historical economies.

Today, while there are a number of businesses and industries located along the Penobscot River, its importance to the economy of the region has significantly diminished.  There is no passenger marine service, and very little in the way of commercial marine transportation in the region other than petroleum barge shipments.

Pilotage is required in both the Penobscot Bay and Penobscot River for foreign vessels and U.S. vessels under register in the foreign trade, with a draft of nine feet or more.  Large vessels heading upriver usually take a tug to assist in making the turns and in docking.  Five tugs are available in Belfast for such assistance.  

The Penobscot River’s controlling depth in the marked channel is 13 feet between Winterport and Bangor.  Buoys, day-beacons, and a lighted buoy at a point about 1.5 miles downstream of Brewer mark the channel.  The head of navigation for commercial vessels is immediately downstream of the Joshua Chamberlain Bridge, and about one mile upstream of the Penobscot Bridge for smaller recreational vessels. Ice impedes but usually does not prevent navigation above Winterport for nearly 5 months of the year, beginning around December.  The river is kept free of ice to immediately upstream of the I-395 Veterans Remembrance Bridge by a Coast Guard icebreaker.  However, the Coast Guard has suggested that future ice-breaking operations may be limited or terminated altogether, due to declining commercial marine traffic entering the Bangor-Brewer area in recent years.

Marine Freight Facilities

Marine freight facilities within the project study area include five privately owned pier facilities for offloading petroleum (4 piers) and asphalts products (1 pier).  The terminals are located in Brewer, Bangor, and Hampden.  Although the facilities maintain their piers year-round and are able to accept barge shipments at any time, the vast majority of their petroleum (gasoline, heating oil, kerosene, and diesel fuel) is transported via pipeline from the Portland area.   

The major seaport serving the Penobscot Valley is the Sprague Energy Pier located at Mack Point, Searsport.  The port facility, currently undergoing major rehabilitation, can handle oceangoing vessels up to 900 feet long.  Products passing through the port include petroleum, rock salt, and products used by paper mills.  The Penobscot Valley is connected to the port by a rail line currently operated by Bangor and Aroostook Railroad (BAR).

Penobscot Riverfront Development: Bangor

The City of Bangor owns about one mile of Penobscot River frontage, which extends from the confluence of the Kenduskeag Stream and the Penobscot River to immediately upstream of the I-396 Veterans Remembrance Bridge.  This property includes a public boat landing and docking facilities.  Bangor has designated this river frontage for redevelopment for commercial and recreational uses.  Plans tentatively call for expansion of the existing marina facility, a hotel, convention center, and walking paths along the shorefront.  No industrial land uses are permitted in this area.

The City of Bangor has expressed interest in attracting small coastal cruise liners that would carry 40 to 100 passengers.  These vessels typically have a draft of 7 to 12 feet and would require maintenance dredging for berthing at Bangor’s proposed waterfront facilities.

Penobscot Riverfront Development: Brewer

The City of Brewer plans to redevelop its water frontage between the existing public works facility and the I-395 Veteran’s Remembrance Bridge.  Brewer anticipates that the waterfront will include, at a minimum, walking paths and a marina for recreational boats.

Ferries

The Maine State Ferry Service operates entirely outside the PV PILOT region and provides service to major islands in Penobscot Bay.  Specific routes nearest the region include:

Rockland – Vinalhaven

Rockland – North Haven

Lincolnville – Islesboro

Bass Harbor – Swan’s Island

Bass Harbor – Frenchboro

Rockland – Matinicus Isle

A proposed ferry service would depart from the Bangor waterfront and traverse down the Penobscot River and east through Penobscot Bay and Eggemoggin Reach, across Deer Isle Bay, and around the Mt. Desert peninsula to dock at Bar Harbor.  This is one of the alternatives being considered to provide seasonal passenger transportation service between Bangor International Airport and Mt. Desert Island.  According to preliminary market testing conducted by Systra for MDOT and published in the ​Bangor-Trenton Transportation Alternatives Study, Phase I:  Final Report (2001), the proposed Bar Harbor ferry service would be used overwhelmingly by visitors to the area rather than by residents, probably due to its longer travel times (approximately 2 ½ hours point-to-point) and the fact that visitors would regard the ferry ride itself as part of their vacation experience.  

The ferry system is owned, operated, and subsidized by the State of Maine.  The system includes a number of ferries, piers, transfer bridges, land, buildings and parking lots. 

4.1.3
Rail Transportation

The paper industry is the principal customer of the railroads in Maine, followed by other forest products industries. According to the Association of American Railroads (AAR), commodities originating in Maine and transported by rail in 1998 included pulp and paper (53%), wood products (26%), petroleum (8 %), coal (5%), chemicals (3%), and other (5%).  Total tonnage of goods hauled by Maine’s railroads, as is the case nationally, continues to decline. AAR reports that total Maine rail tonnage originated declined 23 percent from 4,179,632 tons in 1991to 4,012,332 tons in 1997.  Two rail systems serve the Penobscot Valley, Guilford Transportation Industries and Bangor and Aroostook Railroad, with freight rail connections to Canada and the remainder of the United States.

Freight Rail Facilities: Guilford Transportation Industries  

The largest regional railroad in Maine is Guilford Transportation Industries (GTI), which owns three railroad companies operating in Maine: the Boston and Maine Corporation, the Maine Central Railroad Company, and the Springfield Terminal Railway Company, which operates the rights-of-way of the other two companies.  The Boston and Maine line extends from the New Hampshire border to Portland, where it connects with the Maine Central line.  

The Maine Central and the Springfield Central lines (both owned by Guilford) extend from Portland, through Waterville, through Northern Maine Junction in Hermon, then along the Penobscot River through Bangor, Veazie, Orono, Old Town, Lincoln, and Mattawamkeag.  Springfield Central serves the James River paper mill in Old Town.  The line also crosses the Penobscot River from Bangor into Brewer, where a branch line extends down past Eastern Fine Paper in Brewer through Orrington to the Champion International paper mill in Bucksport.  A second branch line, known as the Calais Branch and now owned by the State of Maine, extends from Brewer to Calais.  The Calais Branch has been inactive since 1985, and MDOT has proposed several options for the line’s reuse, including freight and passenger rail traffic and a recreational trail for hikers, bikers, and snowmobiles.  Typical products hauled by the railroads for the paper mills include finished paper rolls, clay, tapioca, chlorine, and other chemicals.

Freight Rail Facilities: Bangor and Aroostook Railroad

The Bangor and Aroostook Railroad (BAR), owned by the Iron Roads Corporation, extends from the Mack Point pier facility in Searsport to Northern Maine Junction in Hermon (just to the west of Bangor International Airport), through the northwestern corner of Bangor, and north to the Millinocket area and Aroostook County.  BAR hauls coal, salt, chemicals and petroleum to the PV PILOT region via Northern Maine Junction, to the paper mills in Millinocket and East Millinocket, and north to Aroostook County destinations. 

Passenger Rail Facilities

At present, there is no passenger rail either in service or planned for service anywhere within the PV PILOT region.  However, several efforts are underway to restore passenger rail service on existing rail lines.  One initiative would restore passenger and freight rail service to the 126-mile-long Calais Branch, connecting Bangor with Ellsworth and on to Calais along a route roughly paralleling Routes 1A and 1. The Calais Branch, purchased by the State of Maine in 1985, has been the focus of several re-use proposals including conversion to a recreational trail, restoration of passenger and freight rail service, and a combination of rail and trail.  MDOT appears committed to preserving the existing rail line for future service, while incorporating a trail system along the rail line where feasible. MDOT has proposed an incremental restoration of the rail line that would focus on the Bangor-Ellsworth section first, Ellsworth-Cherryfield second, Cherryfield-Machias section third, and the Machias-Ayers Junction (Calais) section last.  A study to determine the feasibility of establishing  freight rail service over a new bridge crossing to Eastport is currently underway. The Bangor International Airport (BGR) master plan also envisions future passenger rail service, which would connect BGR to Northern Maine Junction and the Calais Branch via a new rail crossing over the Penobscot River between Bangor and Brewer.  Such a connection would allow passengers flying into BGR to board a train and travel to the Trenton/Acadia National Park region and points downeast.  This concept was also market tested in the Bangor-Trenton study referenced earlier, and it was the option which attracted the highest total potential ridership among visitors and residents.

A second effort to restore passenger rail service to the greater Bangor area is being led by a citizens’ coalition, the Maine Rail Passenger Corridor Committee (MRPCC).  Passenger rail service  between Boston and Portland has been restored after being discontinued during the 1960s, in part due to the strong advocacy efforts of rail supporters. MRPCC, in anticipation of extending passenger rail service farther north at some time in the future, is now advocating for the preservation of rail corridors between Portland and Bangor.  MDOT has allocated funding in its 2001-2006 Six Year Transportation Improvement Plan to study the most suitable location for a future passenger rail corridor to Bangor.

4.1.4
Public Transportation

Public Transit

The Bus, operated by the City of Bangor, provides fixed-route transit in the urban area.  The Bus provides service to Bangor, Brewer, Hampden, Old Town, Orono, the University of Maine (Orono), and Veazie.  The system operates approximately 478,000 service miles per year and covers 101 miles of roadway.

The daily hours of operation are 6:15 a.m. to 6:15 p.m. The Bus service runs 6 days a week (Monday through Saturday) in all areas, except the Hampden route which runs Monday through Friday. The Bus operates radial routes on a pulse system designed to facilitate the transfer of riders on one route to another.  This requires buses from all seven routes to meet at the Pickering Square hub in downtown Bangor at the same time.

Recent ridership trends are shown in Figure 4-1 below.

Figure 4-1
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There has been an underlying upward trend in ridership in recent years, despite a small decline in fiscal year (FY) 2000.  The trend may be explained by the implementation of improvements recommended by a transit needs study conducted for BACTS,  An Evaluation of Public Transportation in the BACTS Area (1996) by Tom Crikelair Associates.  A monthly pass was introduced, along with some marketing efforts including new schedules, route marking, and a website.  In addition, some minor route changes and schedule improvements were introduced, such as service on minor public holidays.  The monthly pass has proved to be very popular, with system-wide usage exceeding 30% of all rides.  Most recently, the Bus entered an agreement with the University of Maine to provide fare free rides to holders of MaineCards (students, faculty, and staff) on the route serving the university.  This has also been very popular.

Funding for operations and capital needs is provided through fare box receipts, local government funds (from the communities served by The Bus), state funds, and Federal Transit Administration funds. The federal allocation can be divided between operation and capital requirements as needed by the operator.  The need for regular replacement of the aging vehicle fleet has been such that designated operational funding is typically exhausted before the end of each year.  Even with planned replacement schedules, The Bus has been forced to continue to operate vehicles beyond their economic lifetimes.

Other Regional Public Transportation: Urban Area

The demand-response provider, The LYNX (formerly Project Ride), provides van service throughout the urbanized area for the elderly, contracted social service clients, and Medicaid recipients.  All others are referred to The Bus for scheduled transit or paratransit services.  Fare box revenue and Penquis CAP funds support the service.  Penquis CAP also provides complementary paratransit service for The Bus, mandated by the Americans With Disabilities Act (ADA) to provide door-to-door service for disabled populations living within ¾ mile of an existing transit route, under a contract with the City of Bangor.

Other Regional Public Transportation: Rural Area

The demand response provider, The LYNX (formerly Project Ride), provides door-to-door van service for the elderly, contracted social service clients, and Medicaid recipients in the rural areas of Piscataquis County and rural Penobscot County.  It also provides service by appointment on weekdays for the general public (since The Bus does not serve rural areas).  Apart from in-town service in a few towns, each area in the region receives one-day-a-week service, allowing all riders to get to Bangor for necessary services.  However, not every town can be served by The LYNX at this time, since it is staffed largely by volunteer drivers and focuses primarily on areas with previously contracted clients.  Only three of the nine rural PV PILOT communities receive the service at this time: Glenburn, Hermon, and Orrington.  Fare box revenue, Penquis CAP funds, and federal transportation funds (Section 5311) support the rural service.

Other Regional Public Transportation: Inter-city 

Concord Trailways and Vermont Transit provide daily competing express bus services from the University of Maine and Bangor to Portland and on to Boston, with connecting bus and rail service to national destinations via the terminus at South Station in Boston.  Greyhound also provides daily bus service from downtown Bangor to South Station, with scheduled intermediate stops at Waterville, Augusta, Brunswick, and Portland. West’s Transportation provides once-daily service from Calais via US Routes 1 and 1A to Bangor, with intermediate stops based on prior reservation.  Cyr Bus Lines provides Bangor to Caribou local bus service once per day along I-95 and US Route 1.  Downeast Transportation provides a once-a-week service from Bar Harbor to Bangor via Ellsworth along US Route 1A, with intermediate stops based on prior reservation.

4.1.5
Highway Network

The highway network is the largest and most developed transportation system in the Penobscot Valley.  The overwhelming majority of people and goods are transported over the region's highways.  The present-day highway network has been shaped by a number of historical factors, including the formation of compact urban centers and villages around major waterways in the 18th and 19th centuries, the development of primitive roadways for pedestrians and horse-borne travelers and traders, the mass production of motor vehicles followed by the construction of Maine’s state highway system from 1925 to 1960, the construction of Interstate I-95 during the 1950s with subsequent development in areas close to the exit ramps, and the opening of the I-395 spur and third Penobscot River bridge in the 1980s.  The passage of the Maine Sensible Transportation Policy Act in 1991 led to a statewide focus on maintaining and improving current highway infrastructure while minimizing new road construction, and thus the highway inventory has remained essentially static for the past decade.  In fact, there have been only two major highway expansion initiatives in recent years:  the newly completed I-95 interchange at Stillwater Avenue in Bangor, and the proposed connection of Route 9 to I-395 through a yet-to-be-determined corridor across Brewer, Holden and Eddington.  This is an earmarked East-West Highway component, which may begin construction around 2005-2006 at the earliest.  Planning for a possible direct connection between I-95 and Bangor International Airport, either via a new interchange or via a new off-ramp from an existing interchange, is in the earliest conceptual stages at this point, as is the widening of I-95 through Bangor to three lanes in each direction.

National Highway System

Development of the National Highway System (NHS) has been a primary objective of federal highway funding legislation since 1991.  The purpose of the NHS is to "provide an interconnected system of principal arterial routes which will serve major population centers, international border crossings, ports, airports, public transportation facilities, and other intermodal transportation facilities and other major travel destinations; meet national defense requirements; and serve interstate and interregional travel"  (ISTEA, Section 1006).  Slightly more than a third of all federal transportation funds are dedicated to the maintenance and improvement of NHS roads nationwide, since they serve as the strategic backbone for the entire highway network.  The following highways traversing the PV PILOT area are designated NHS routes:  Interstate 95; Interstate 395; U.S. Route 1A from Stockton Springs north to State Route 9 in Hampden; State Route 9 in Hampden from U.S. Route 1A west to U.S. Route 202;  U.S. Route 202 from State Route 9 in Hampden north to Interstate 395 in Bangor; U.S. Route 1A from Interstate 395 in Brewer east to Ellsworth; and State Route 9 in Brewer from U.S. Route 1A east to the border at Calais.

Planning Process

The State of Maine has three major levels of transportation planning.  The 20-Year Plan is a strategic planning document which lays out broad statewide policies, goals, and objectives.  The Six-Year Plan is an operational planning tool, which sets the framework and prioritization scheme for three biennial cycles to accomplish the objectives and strategies set forth in the 20-Year Plan.  The BTIP is a tactical-level document, identifying specific transportation projects and their estimated costs for implementation during the next two-year cycle.

BACTS and the other three MPOs in Maine (Kittery, Portland, and Lewiston-Auburn) compile their own 20-Year Plans and biennial TIPs, although in practice there is close coordination with MDOT planners throughout the process.  BACTS is the federally-designated MPO for the Bangor urbanized area (Bangor, Brewer, Veazie, and parts of Hampden, Orono, Old Town, and Indian Island) and provides overall planning for federal transportation projects within this area.  MDOT compiles the BTIP for all the surrounding communities (as it does for the rest of the state outside of MPO boundaries), with RTAC 3 serving as an local advisory board to MDOT for project selection within the Penobscot-Piscataquis region.  The overall BTIP for the state -- in effect, a budget request for transportation spending during the next biennium -- is presented to the Maine Legislature for approval.  MDOT next compiles a Statewide TIP (STIP) for approval by federal authorities (FHWA and FTA).  This is an implementation plan incorporating all projects in the BTIP and the TIPs from the MPOs, as well as projects carried over from previous cycles (including listings of state highways which have not yet been reconstructed  to meet minimum federal standards due to budget shortfalls, often referred to as the “backlog”).  The STIP takes into account the anticipated federal funding for that biennial cycle, as well as known project development constraints and state air quality issues.

The planning boundary between the urban and non-urban communities within the PV PILOT region has the potential to create some duplications of effort, despite ongoing efforts by both BACTS and MDOT to coordinate closely throughout their respective planning processes.  It is especially crucial that the projects forming the BTIP reflect the priorities set forth in the MDOT Six-Year Plan, both within and outside of the MPO boundary.  This boundary is federally mandated and must be taken into consideration as PV PILOT proposes transportation investments, both long-term and short-term, since they must be incorporated into the appropriate planning documents before they can be implemented. 

4.1.6
Bicycle and Pedestrian Transportation

Bicyclists and pedestrians throughout the Penobscot Valley region require safe, convenient, and user-friendly road networks and intermodal connections.  By providing appropriate facilities -- sidewalks for pedestrians in urban areas and town centers, and wide paved shoulders to be shared by bicyclists and pedestrians in more rural areas -- and in particular by providing connectivity along appropriate routes between communities, we can expand the availability of transportation mode alternatives for people of all ages and abilities in the Penobscot Valley.  This in turn will help to minimize traffic congestion and air pollution by encouraging the use of non-motorized transport for commuting and short trips.  The easiest and most cost-effective way to increase bicycle and pedestrian traffic is to eliminate the obvious hazards and inconveniences which currently hinder people from choosing to walk, roll, or bicycle to desirable nearby travel destinations.  

Funding Criteria and Priorities

Legislative restrictions currently limit most categories of federal transportation funding to bicycle and pedestrian projects on state highways or at intermodal facilities. In recent years, this clause has been interpreted more liberally to include a few projects with both on-road and off-road components, provided they serve a clear-cut transportation purpose. Recommendations for the upcoming reauthorization of federal transportation funding may make it easier to allocate general-purpose transportation funds for off-road bicycle and pedestrian facilities, although they would still have to compete against other deserving transportation projects to be included in the state BTIP.  As an interim measure, MDOT has recently changed its shoulder-paving and sidewalk policies in order to better meet the transportation needs of bicyclists and pedestrians.  Under the old policy, MDOT would include new paved shoulders and/or new sidewalks in a road reconstruction project at the request of the community, but the community would have to bear the FULL cost of constructing those improvements. Under the new policy, the community will only be required to pay the local match for new shoulders and sidewalks, provided that the improvements have been listed in a bicycle-pedestrian plan and the estimated costs have been programmed into the amount specified for highway reconstruction in the BTIP.  This will provide a good low-cost opportunity for area communities to improve bicycle and pedestrian infrastructure along their primary road networks.    

Improvements to local roads and construction of off-road paths in area communities are not currently eligible for inclusion in the BTIP.  However, the urban municipalities may receive indirect support from BACTS (design support, meeting facilitation, etc.) if the road or path in question connects to a federally-designated highway or intermodal facility.  In addition, MDOT's Bureau of Planning provides federally-funded Transportation Enhancement (TE) reimbursements directly to municipalities for bicycle and pedestrian improvement projects, using a scored application process to select projects for funding, since applications greatly exceed available funds in any given two-year cycle.  There are no regional allocations; each project application is examined on its own merits.  Nonetheless, projects that involve regional connectivity among several municipalities will receive high marks in MDOT’s overall rating process.  TE money would be a good source of funding for constructing off-road, inter-community bicycle paths throughout the region, as described in Chapter Three.

Existing and Proposed Bicycle Routes

While bicyclists can legally use any non-interstate highway in Maine (with the exception of Route 1 between Brunswick and Bath), the safest choices are those with lower traffic volumes and at least a 1.2-m (4-ft) shoulder.  BACTS and RTAC 3 have adopted plans identifying primary and secondary bicycle corridors which already possess attractive qualities for bicyclists and which also match up with community "desire lines" – i.e., roads connecting residential areas with typical business, educational, and commercial destinations.  Primary corridors are defined as routes that carry the predominant flows of longer-distance bicycle traffic, while secondary routes provide connections to residential areas and destinations located between primary routes.  

The roads identified as primary high-priority bicycle routes include shared-roadway components of the proposed Downeast Trail connecting Brewer, Ellsworth, and Calais. The completed Downeast Trail will form the northern terminus of the East Coast Greenway, a multi-use, inter-urban trail stretching along the entire east coast of the United States to the Canadian border.  The Downeast Trail will also provide a convenient route for area bicyclists to make day trips and overnight camping trips to Acadia National Park.  While it is the eventual goal of the East Coast Greenway to take 90% of its route off-road, the section through the Penobscot Valley is expected to be designated as an on-road route for at least 10 years.  However, supporters of the Downeast Trail are lobbying MDOT to construct a rail-trail or rail-with-trail along the Calais Branch railroad right-of- way from Brewer to Ellsworth and from Ellsworth to Calais.

Existing and Proposed Pedestrian Routes

Because walking is typically chosen only for shorter trips (typically 1 mile or less round-trip, although some people walk for longer distances), regional connectivity for pedestrians is less critical than for other transportation services.  Rather, it is important for each municipality to examine its own population centers and typical walking trip destinations (e.g., post office, library, shops and restaurants, schools, churches, recreational areas) and work to improve the “walkability” between those areas.  Connectivity for pedestrians is by its nature a more compact and localized concern.  Appropriate pedestrian facilities for Brewer are almost certainly not appropriate for Eddington, and vice versa.

Sidewalks are the preferred pedestrian transport facility for heavily populated areas, such as most urban streets, densely settled residential neighborhoods, and the village centers of smaller towns.  Where sidewalks are not feasible due to economic constraints, right-of-way limitations, or lack of sufficient population density to justify sidewalk construction and maintenance costs, pedestrians can often be accommodated along road shoulders as well as on off-road paths.  In sparsely populated rural areas where roads lack paved shoulders, pedestrians are usually able to walk facing traffic along the outside edge of the oncoming travel lane, stepping off the road as vehicles approach.  

As one would expect, the municipalities within the BACTS metropolitan area have a much more robust sidewalk network than the smaller towns outside the urban boundary.  Larger municipalities are more likely to have both the population density and “deep pockets” required to justify the construction and ongoing maintenance costs for sidewalks, but smaller communities may opt to provide short lengths of sidewalks in high-density areas, such as villages or town centers.  In addition, many municipalities put a priority on building sidewalks and off-road paths which connect residential neighborhoods to nearby schools and recreational facilities, in order to provide safer walking conditions for children.  However, this may not be feasible in a suburban or rural area where schools and playing grounds are constructed far away from town centers and residences are very widely spaced, in which case it is highly unlikely that children will even be allowed to walk to school.

Intermodal connections

Pedestrians and bicyclists can expand their transportation range and options greatly by adding other forms of transport for longer trips.  The Bus already offers convenience for urban pedestrians and bicyclists in the form of monthly discount passes, multiple routes, wheelchair access, and bicycle racks on the front of each bus.  The urban municipalities have also begun to provide downtown bicycle racks to accommodate bike-and-walk shopping trips.  But much more can be done, at very little cost, to encourage travelers to consider intermodal transport within the region. Bicycle racks and storage lockers at formal and informal park-and-ride lots (i.e., Irving’s and Shop ‘n Save in Brewer, corner of Odlin and Outer Hammond Street in Bangor, Ames in Old Town) would make it easier for individuals in outlying communities to combine private vehicle travel from home with bicycling around town, or vice versa -- they can bicycle from home to the nearest bus stop.  Locating bicycle racks (and bicycle rental facilities) at Bangor International Airport, intercity bus stations, and the waterfront development areas could further enhance intermodal opportunities.  Passenger trains are not currently an option in the PV PILOT region, but train service can be an extremely compatible partner to pedestrian and bicycle activities -- and development of passenger train routes along existing freight-rail corridors is a major goal of the MDOT Central and Eastern Maine Strategic Passenger Transportation Plan (2000).  For people who want to bring their own bicycles on long-distance trips (including many of the potential users of a completed Downeast Trail, which is predicted to attract bicyclists from throughout this country and abroad), roll-on bicycle storage on intercity trains can be easier and more convenient than travel by either plane or car.

4.2
Transportation Investment Policies

The transportation working group identified seven investment policies and 23 possible regional investment strategies in the Penobscot Valley area.  The seven policies were adopted to provide guiding principles for developing transportation investment strategies that will meet PV PILOT targeted objectives.

The policy statements are presented here, listed in order of priority as identified by the working group.  Discussions of the obstacles (political, financial, and physical) that will need to be overcome in order to implement these policies are provided below each policy.

Policy 1:  Improve or maintain the capacity and ride quality of existing roads in all functional classifications:  local, collector, minor and principal arterials, as well as the Interstate system.  In particular, improve efficiency of traffic signals to ease congestion. (Priority 1)

Obstacles to Policy 1:  Improving traffic signal efficiency is a low cost strategy with no obstacles.  Certainly it is a much less costly measure than adding road lanes to increase capacity.  Other capacity enhancement strategies, such as re-striping lanes and intersections, have relatively few obstacles.

Policy 2:  Encourage BACTS and RTAC 3 to add access management criteria to their prioritization processes for nominating transportation projects to the statewide BTIP. (Priority 1)

Obstacles to Policy 2:  Although this is a low cost strategy with no physical obstacles, there may be significant political barriers.  The BACTS Policy Committee would have to support access management as a major component in their project selection process for the BTIP.  RTAC 3 members have more of an advisory role to MDOT in project selection, but their support is especially important since the proposed state regulations for access management will directly affect the rural arterials rather than the urbanized areas. Existing grandfathered development, reduction of curb-cuts, and discrepancies in the number of on-road access points are all likely to create dissatisfaction among business owners and new developers, which could produce additional political obstacles.

Policy 3:  Develop secondary transportation and economic hubs, which would complement the Bangor-Brewer hub while improving the overall business climate of the region.  For instance, in the Orono-Old Town area, the proximity of the I-95 corridor, the Old Town Airport, and the University of Maine campus creates attractive conditions for high-tech and international business development, which in turn will provide challenging and high paying jobs that will help to keep our youth from leaving the region following high school and college graduation.  Similarly, in the Hampden-Hermon area, the availability of commercial-zoned land and good transportation access by truck, rail, and air are well suited to intermodal linkages and large distribution facilities.  This type of targeted development, which was also explored in Chapter Two, will require substantial land use investments and coordinated regional planning in addition to transportation improvements.  However, unless a targeted regional development strategy is implemented, the region is less likely to attract desirable businesses in the first place and less likely to hold onto its existing businesses -- and if there are few good jobs locally, our youth will continue to seek greener pastures elsewhere. (Priority 1)

Obstacles to Policy 3:  Financial obstacles will depend on the type and expense of new transportation infrastructure required to support hub development.  Physical obstacles likewise depend on where new facilities are to be located and how much existing infrastructure will be affected.  Political barriers are potentially high under the current economic development model, as each municipality competes to have any new employment center sited within its borders.  It remains to be seen whether regional coordination can work at this level, with such high stakes involved, although the formation of a regional inter-community council and tax-sharing agreements (as discussed in Chapter Two) will help to facilitate the process.

Policy 4:  Encourage cluster development and flexible multiple-use zoning as a way to restore residential development to downtown areas, while preserving the rural perimeter.  In particular, work within the PV PILOT communities to establish land-use ordinances, building codes, and business development strategies that encourage alternative transportation and fewer, shorter trips.  This policy may entail requiring developers to place parking lots to the rear of residential and commercial buildings, reviewing and revising land use ordinances to promote more efficient use of the available transportation network and alternative modes, and promoting denser residential development in downtown areas (either above existing residential and commercial spaces, or through new-construction or redevelopment projects).  These changes may
 require a cultural shift and specific policy changes by SPO to the current comprehensive plan process, which tends to exacerbate sprawl through its emphasis on single-use zoning and required growth areas.  However, these issues have been addressed to a great degree by the passage by the Maine Legislature of LD 2094, “An Act to Encourage Regionalism in Municipal Growth Management.” Greater Bangor could very likely be the first area in Maine to make use of LD 2094, as the inter-community agreements and smart-growth principles developed through  PV PILOT provide a practical model for comprehensive planning at the regional level.   (Priority 2)

Obstacles to Policy 4:   1) Encourage parking behind buildings:  Physical obstacles are high, as space may not be available to create or expand parking behind existing development. Political obstacles may arise from municipal planning boards and businesses, who will require education on the community benefits of off-street parking;  business owners in particular may fear a loss of customers if they deviate from the automobile-focused design of locating parking areas in front of buildings. Developers may raise financial obstacles, as it will be more expensive to modify an existing development or purchase additional real estate to create off-street parking areas.
2) Review land use ordinances to promote use of alternative transportation that supports shorter and fewer trips:  No significant physical or financial obstacles associated with this strategy.  Political barriers or conflicts may be moderate to high from landowners, if municipal officials decide to alter or realign previous zoning ordinances.

3) Promote residential development in downtown areas:  Low physical obstacles associated with this strategy, assuming prudent structural engineering analysis and design for expansion and rehabilitation of existing buildings.  Financial obstacles could be minor or major, depending on the investment required to purchase and modify (or raze) existing development and the targeted housing market and pricing structure set by the developer.  Political resistance, i.e., whether citizens (and potential residents) are willing to accept residential space overlapped with commercial development, may be high at first simply because it is a new concept for this region.  However, it is an increasingly popular trend in larger cities.

Policy 5:  Enact consistent, cross-community access management policies, to prevent potential developers from playing one community against the other.  This does not mean that urban areas need to have the same standard as rural communities, but rather that all urban areas in the region should have one standard and all rural areas should have another. The new MDOT policy for rural arterials can serve as the starting point for inter-community discussions and implementation, and MDOT planners can provide additional technical assistance for developing consistent cross-community local policies (Priority 2)

Obstacles to Policy 5:  This will face low physical and moderately low financial obstacles, but potentially high political resistance from area municipalities, business owners, and developers.  Access management has not yet been universally accepted by local leaders in the region.  More education  and trust-building will be required.

Policy 6:  Encourage more through bike routes and shared-use paths that will connect communities, such as the proposed Veazie railroad bike trail. (Priority 2)

Obstacles to Policy 6:  Financial and physical obstacles are high due to construction costs and limited funding sources.  Political obstacles may be high due to resistance from landowners for trails proposed on or near their properties. 

Policy 7:  Lobby as a region to increase the weight capacity on the Interstate to that allowed on other state roads. (Priority 3)

Obstacles to Policy 7:  The final policy item was assigned a low priority only because a weight-limit waiver would require approval and legislation at the federal level, and there is little that area municipalities can do to influence the process other than work together to lobby their elected officials in Augusta and Washington.  Nonetheless, the effects of heavy trucking on secondary roads in the PV PILOT region raise serious safety concerns, disrupt the quality of life for residents, and increase the maintenance requirements while decreasing the useable lifespan of most of the highways in the region.  

4.3
Transportation Investment Strategies

The transportation working group developed 23 transportation investment strategies based upon the seven investments polices outlined in Section 1.6.1.  PV PILOT staff grouped these 23 strategies together into similar categories, which in turn led the working group to propose consolidating multiple items into investments with a wider regional impact.  Listed below are the top five priority investment strategies and their associated implementation plans.

Investment Strategy 1:  Conduct two major transportation circulation studies for the target area, one on the east side of the Penobscot River and one on the west side.  These studies would help to determine the best transportation investment alternatives among the many proposed during the PV PILOT process, and might identify other good alternatives as well.  These two studies were regarded as a top priority for regional investment.

Obstacles to Investment Strategy 1:  Performing transportation studies presents no physical or political obstacles. MDOT and BACTS have limited funds, however, for financing studies of this magnitude.

Strategies for Implementation:  Include both major studies in the statewide Six-Year Plan and develop a phasing sequence, so that funding can be spread over several BTIPs.  Incorporate access management and land use as input criteria for improving traffic circulation patterns, in addition to traditional measures of transportation capacity. 

Responsible Parties:  BACTS (lead organization), RTAC 3, MDOT 

Timeline:  This is a top-priority investment for which initial planning and consultant selection can be started almost immediately, although total funding may need to be delayed or spread over a multi-year period.

Investment Strategy 2:  Create corridor committees for regional arterial highways.  The creation of corridor committees was viewed as a high-priority, low-cost, low-tech way for PV PILOT municipalities to work together in advocating for highway improvements that will benefit the entire region. Although the original proposal from the transportation workshop was to create standing committees for all significant corridors, the working group favored the creation of ad hoc committees on an as-needed basis.  The rationale was that it takes very little lead time or money to set up a volunteer committee, and if a road really needs a corridor committee then it will be easy to draw committee members from the various stakeholder groups along the route.  Conversely, there is no need to waste paid staff and volunteer time on any corridor that is working well. 

Obstacles to Investment Strategy 2:  This is a low-cost strategy with no physical or political barriers.  Professional staff support for corridor committees would require an additional source of funding, unless the activity could be justified as contributing to funded work plan tasking.

Strategies for implementation:  All corridor committees should meet at a minimum of once every two years, during the planning cycle for the BTIP.   If the “wish list” generated by a corridor committee is very long or controversial, additional committee meetings will be scheduled.  Alternative meeting structures, such as e-mail discussions with occasional face-to-face meetings, will be strongly encouraged for these groups.  Membership should be cross-jurisdictional and cross-organizational to encompass communities all along the corridor, with representation from residents, business owners, developers, bicyclists and pedestrians, disabled advocacy groups, and any other identified stakeholders.  Committees will consider access management issues, construction, maintenance, safety, and traffic management.  Routes proposed by the working group for corridor committees include 9 (east side/west side), 1A (east side/west side), and 15 (east side/west side).

Responsible Parties:

PVCOG (lead), BACTS, RTAC 3, MDOT, volunteer representatives for each committee (ideally to include a variety of stakeholders with interests along the corridor).

Timeline:  Formation of corridor committees is not crucial for other aspects of this plan to succeed.  However, establishing a corridor committee could as simple as publicizing the need, soliciting members, and convening the first meeting.  This should be scheduled to allow plenty of time prior to submission of the next round of BTIP nominations in the spring of 2003.

Investment Strategy 3:  Regional improvements to existing transit service.  The working group identified a regional transit study and transit in general as another top-priority investment.  BACTS will be conducting a study in 2002 that will examine extending the service area and operating schedule of The Bus (which currently operates during daytime work hours within select corridors in the urban municipalities only).  The working group recommended expanding the scope of the transit study to include provision of transit service to the outlying communities in the region, perhaps in the form of limited-stop commuter buses or a jitney service to the central bus depot in downtown Bangor. Other top transit priorities include making transit stops more attractive and comfortable (perhaps by making the construction of transit stops a requirement for new development), and working with community officials on land-use initiatives to encourage the construction of housing and commercial developments near existing and planned transit stops. 

Obstacles:  1) Expand transit study to include entire PV PILOT region.  No significant obstacles; in fact, the scope of the transit study has already been modified to reflect the working group’s recommendations.  2) Locate “big box” stores closer to roads with parking behind store:  Low physical and financial obstacles, but significant political resistance is likely from developers and business owners -- and possibly from planning boards, if members fear that stores will choose to build elsewhere rather than meet the stipulated parking requirements.  3) Better bus stop shelters:  No significant obstacles. 4) Tying land use to transit:  No significant political, physical or financial obstacles, unless there is a dearth of affordable and available development sites near transit lines.  Municipalities can help by earmarking potential transit-friendly sites and presenting them as preferred alternatives to would-be developers. Ideally, these transit-friendly sites would also conform to good access management principles -- i.e., placed with the vehicular entrance along a side street or sharing an existing entrance, rather than creating a new entrance along an arterial highway where the transit stop is located.

Strategies for implementation:  Expand the scope of BACTS upcoming transit study to include adjacent communities.  Work with municipalities to develop new codes for locating “big box” and other development along transit lines, to make transit a safer and more convenient transportation choice than it currently is.  Explore the possibility of tying shelter construction to all new development projects along transit lines, and of soliciting private “sponsors” to fund construction of additional shelters throughout the urban area (perhaps with advertising on the outside, as is done with the buses).  Provide financial and non-financial incentives for developers to locate commercial development projects and a variety of housing options near existing transit lines with appropriate access management. 

Responsible Parties:  BACTS (lead), RTAC 3, PVCOG working with municipalities to change codes and develop incentives for developers.

Timeline:  A regional transit study and improvements to the current transit system are top priorities for regional cooperation.  A transit study has already been programmed for funding by BACTS.  The scope of the proposed transit study has been modified to provide a wider regional benefit.  Results of the study will be available in 2002, and will undoubtedly provide further recommendations for regional improvements.

Investment Strategy 4:  Increase carpooling and vanpooling as a means to maintain road capacity, improve air quality, and increase the number of regional transportation alternatives.  Carpooling was also identified as a top priority.  BACTS is currently working to establish a regional database that will include surrounding suburban and rural communities as well as the BACTS municipalities, since many who live in the outlying communities commute to jobs in the urban core.  This is a relatively low-cost investment which could pay off handsomely by reducing travel demand, which in turn will help to preserve existing capacity on area roads.

Obstacles:  No significant obstacles.  MDOT and the Maine Turnpike Authority are now funding a statewide rideshare system, with Greater Portland Council of Governments (GPCOG) contracted to implement the program.  BACTS will assist in building support for carpooling within the greater Bangor metropolitan area and surrounding communities. 

Strategies for implementation:  GPCOG has run a successful rideshare system for many years, using a GIS database to match riders and destinations.  Business outreach and public advertising are key ways of reaching potential carpoolers, and the statewide funding initiative will permit these efforts to get underway in the Bangor area.  Offering workers an “emergency ride home” service reassures potential carpoolers, transit riders, and bicyclists that they will not get stuck in town if they need to stay late or leave suddenly on a day when they are not driving.  The BACTS Policy Committee has already expressed enthusiastic support for the program as a means to preserve existing road capacity.

Responsible Parties:  GPCOG (lead), BACTS, area businesses

Timeline:  The GPCOG contract began on January 1, 2002 and will run for at least one year.  Implementation meetings are underway between GPCOG and BACTS, with plans to contact area businesses and conduct a public-awareness campaign as the year progresses.

Investment Strategy 5:  Develop alternative funding mechanisms for regional initiatives in order to provide transportation improvements more quickly and with fewer burdens to taxpayers.  Alternative funding mechanisms for transportation investments is another top-priority regional initiative.  Lack of sufficient funding for area transportation projects, especially for the overstressed and under-built collector highway system (which encompasses most of the miles of  “backlog” referred to earlier), is a chronic complaint of all municipalities in the region.  The working group proposed the enactment of a region-wide impact fee on all new development, contracted through inter-local agreements among area municipalities (to avoid having developers play one community against the other).  The proceeds from this fee could be leveraged with grant money and state/federal funding to assist with some of the investments identified in this plan, as well as to provide local match for the reconstruction of area roadways without placing too heavy a burden on taxpayers.

Obstacles:  There is some question as to whether it is legal under Maine law to pool impact fees and use them on transportation priorities elsewhere in the region, rather than using them to offset the direct traffic impacts of the specific developments incurring the fees.  (Other areas of the country routinely apply user fees or development taxes to broader regional priorities, but typically these are areas with strong county governments,  so the policies are easier to implement and justify across community boundaries.)   Even if this use is determined to be legal (or if the enabling legislation is changed to permit it), political resistance from municipalities and developers is likely.  Educating municipalities on the potential benefits of impact fees (and the fact that fees will not deter business development if applied uniformly) is key.     

Strategies for implementation:  Check with the MDOT legal department and the Maine Municipal Association (MMA) to determine the legality of regionally pooled impact fees, and whether there is sufficient political will to propose a change to the enabling legislation, if necessary.  Fees should be managed by a regional authority -- most likely the inter-municipal regional council identified throughout this plan -- and used to pay for projects with a wide-reaching benefit to the entire region.  PVCOG already sponsors a regional fee-based program with its Municipal Review Committee (MRC), which oversees regional solid waste disposal and resolves disputes. PVCOG may therefore be able to provide assistance with the structure and administration of a local transportation funding authority.  Some areas (such as Montgomery County in Maryland) levy a tax on all existing developments to fund regional transportation improvements, rather than imposing an impact fee on new development. A regionally based local-option sales tax could also be used to fund transportation investments, but this too would face considerable political opposition (and already has).

For any of these strategies to succeed, area communities will need to enact a regional comprehensive plan that clearly outlines the linkages between land use choices in one part of the region, and transportation system impacts in another.  With this master plan already in place, it will be much easier to demonstrate that direct impacts from a project will extend far beyond the immediate zone surrounding the development site, and that impact fees and/or taxes to pay for regional transportation infrastructure to service that development are both fair and necessary. 

Responsible Parties:  MDOT, PVCOG, inter-municipal regional council.  MDOT will support any initiatives put forth by the regional council, and will provide legal and technical expertise as required to move them forward.  Indeed, MDOT planners are very interested in observing the implementation through PV PILOT of any of these alternative funding sources, which if successful in this region could be duplicated elsewhere in the state. This initiative alone could form the basis for a follow-on TCSP grant application to FHWA.

Timeline:  This is neither as critical to overall plan implementation nor as easy to implement as the other transportation investments described above, but an ongoing source of funding would make it easier to accomplish the other goals in a timely manner.  

5.0
LAND USE

5.1
Land Use Investment Strategies

The land use working group emerged from its deliberations with a holistic and enthusiastic perspective on the potential for integrated regional initiatives and investments. A number of potential investments involving land use issues were suggested during the initial workshops and follow-on discussions.  These were fleshed out during the working group sessions to include new ideas, initiatives, opportunities, and strategies.  Three high-priority investment opportunities were identified, incorporating many of the 13 consolidated ideas for land use investment that emerged from the visioning workshops.  

Because land use issues tend to represent both the best and worst of municipal government in action, they consistently reflect on community pride, self-identity, and traditional values.  The regional approach to problem-solving runs contrary to the traditional thought process, motivation, reward system, and survival instincts of most local government officials.  Therefore, the key to building a successful WE-gion will be to first obtain the enthusiastic buy-in of its concepts, benefits and opportunities by local officials. They must be convinced that it is beneficial for their citizenry, over the long run, to cede a degree of local identity and control in return for the economic and political power that can be derived by cooperating regionally in specific arenas.

All of the PV PILOT identified investments will depend heavily upon the acceptance and endorsement of WE-gional concepts by the communities and their leadership, and this is especially true for land use issues.  Taking into account the highly political nature of any regulation of land use, not to mention the traditional reluctance to relinquish or share control over any decision-making involving our Kingdoms of ME, the land use working group recommended the following high-priority investments of time and money.  All are designed to help ease the transition to a truly WE-gional way of doing business.

Investment Strategy 1: Selling The WE-gional Concept.  Historically, crisis management has been the primary motivator for municipal policy establishment, and the ONLY motivator for seeking inter-community cooperative agreements (such as the consolidation of SADs, brought about as schooling costs increased beyond the means of most small municipalities).  The WE-gional model is a revolutionary challenge to the status quo, and it will require enthusiastic buy-in by all (or at least most) of the communities in the region to be truly effective. Therefore, the highest priority investment will be the careful development and presentation of the WE-gional way of thinking to municipal officials in the communities of the region.  An organized, effective presentation will be a top priority, indeed a necessity in the creation and implementation of a successful regional approach to planning and problem-solving.  In order to secure a commitment from participating communities through their elected decision-makers, a convincing list of concepts and opportunities will need to be developed.  Equally important, case studies and models -- examples, concepts, and a realistic cost-benefit analysis of regional initiatives -- need to be developed as part of this presentation.   Communities have already formed successful regional alliances in education and solid waste management, which have resulted in significant savings to all parties.  This and other examples of a regional approach will be presented to  each of the communities in the PV PILOT region.  The presentation will be tailored to specifically target investments that will result in a monetary benefit for the region as a whole, with the implications of what that will mean for their individual communities. A clear and shared benefit must be realized and demonstrated if successful buy-in is to be achieved.  Presentations will be made to the key decision-makers of each community, i.e., town and city councilors, town and city managers, boards of selectmen, planning and economic development officials, and the tribal council of the Penobscot Indian Nation.

Obstacles to Investment Strategy 1:  There are three basic obstacles to this proposal. First, we will need to identify appropriate examples of regional projects that can be analyzed to specifically illustrate and document benefits to all communities.  This will be a challenging effort, since state policy has created divisions between rural and urban communities in a number of areas.   However, a cost-benefit analysis of SADs and the municipal cost savings resulting from long-term solid waste agreements would be good starting places. Second, we need to overcome the negative perceptions and fears of community leaders, who will be asked to voluntarily cede a degree of local control in order to reap the potential rewards of regional planning and coordination.  This is a new way of thinking, the benefits of which will be difficult to demonstrate to communities that are still stuck in the Kingdom mentality.  Third, we need to acquire the funding to develop such a presentation.  It is highly unlikely that the municipal governments will agree to fund them.

Strategies for Implementation:  Funding for this initiative will be sought from the State Planning Office, which has shown support in the past for innovative approaches to reducing sprawl in the State of Maine.  A good case can be made that regionally coordinated development in eastern and central Maine will help to avert the sprawling conditions that are already burdening cities and towns in southern Maine.  To overcome the other obstacles, we will simply have to craft our presentations with plenty of good, sensible cost-benefit data and examples, and answer questions and concerns with sensitivity to the threat most community leaders will feel when faced with this overwhelming challenge to the status quo.  As more and more of the local communities make the decision to participate, others may find it easier to make the decision as well.  But we should be prepared for the possibility that not all of the communities in the identified WE-gion will choose to participate in the process, at least not in its initial stages.  As long as a majority of the urban and rural communities are involved, the strategies and investments outlined in this plan will wield their desired impact on the region.

Responsible Organization: PVCOG is a member-based organization already established within the region.  In fact, it shares membership with the overwhelming majority of communities involved in PV PILOT.  Citizens who participated in the PV PILOT workshops will be invited to assist in presentations to their own local decision-makers.

Timeline:  Immediate, dependent upon appropriate funding.

Investment Strategy 2:  Education on responsible growth and the public-private costs of land use for urban and rural communities.  The working group identified numerous proposed investments from the visioning sessions that focused on the elimination of unfavorable socioeconomic conditions in the area, such as:

· Addressing the shortage of planned unit development

· Controlling residential growth in outlying communities

· Building for shared capacity, to avoid duplication of services

· Improving and extending municipal services (water, sewer, police, fire, ambulance service, etc.)

These deficiencies are all related to sprawl, which threatens rural and urban communities alike.  As was stated earlier, the impacts of sprawl can be far-reaching and potentially very costly.  A local-level understanding of the consequences of uncontrolled development would benefit all communities in the region.  Sprawl presents itself in forms that can be difficult to detect, especially during its early stages when it is easiest to slow or reverse the trend.  A day-long forum on responsible growth, to educate community leaders on the ramifications of sprawl and how we can act now to avoid creating or exacerbating uncontrolled development conditions, was viewed by the working group as an effective use of funds that would bring everyone to a common level of understanding on this difficult issue.

Obstacle:     Funding is the primary obstacle.  If sufficient funding can be obtained, education on responsible growth could be offered in each community individually and then collectively in a day-long forum.  Another possible obstacle is skepticism and resistance from community leaders, since the terms “sprawl” and especially “smart growth” are perceived by some as connoting a radical, anti-development political agenda (and implying that everything accomplished to date has been dumb growth).  “Responsible growth” is a more neutral term for activities that help municipal leaders understand the conditions that lead to sprawl and other negative aspects of uncontrolled development, and encourage them to work proactively and cooperatively to avoid creating those conditions.

Strategies for Implementation:  The State Planning Office recently conducted a Smart Growth Institute over a two-week period, featuring facilitated discussions of sprawl-related issues in Maine and exploring alternative solutions to contain sprawl.  Some of the speakers and materials could be solicited and recycled from these sessions, as they would be well-suited to the proposed regional forum.  Meeting individually with municipal leaders prior to the forum will help to dispel any doubt about its value to future development plans for the region.  

Responsible Organization: PVCOG has been providing education on responsible growth as part of its general technical assistance for a few years. Staff members are well-versed on the concepts of sprawl, and they will make effective workshop leaders.  Additional help could come from representatives and work materials from the Smart Growth Institute.  

Timeline:  Additional financial resources will be needed to sponsor such an effort.  Some funding might be available from the State Planning Office, if sufficient support and interest among the PV PILOT communities can be demonstrated.  Once funding is identified, growth education via individual community meetings and the proposed forum can be accomplished over a period of several months.

Investment Strategy 3:  Creation of a Regional Comprehensive Plan.  The majority of communities throughout the state are pursuing consistency determination with the State Planning Office by creating local comprehensive plans.  Unfortunately, in most cases these plans are being developed using the Kingdom mindset.  A regional comprehensive plan that fulfilled the consistency requirement on behalf of the participating communities (as recommended by the Maine State Legislature’s Growth Management Task Force) would benefit the state, the region, and the municipalities.  It would encourage participants to share services, swap land uses and development rights, and create inter-community agreements on issues of common interest.  It would also create a working model and template for other regional comprehensive plans statewide. Finally, it would save most of the communities a lot of money, since smaller municipalities typically contract out for plan development and the usual consultant fee is upwards of $20,000, depending on the complexity of local land uses, natural and historical features, and sociopolitical issues.  A regional comprehensive plan would undoubtedly cost more than an individual town plan, but it would work out to less when shared among the participating municipalities because economies of scale can be achieved.

Obstacles:  Buy-in from the communities must be established before a regional comprehensive plan can be created and implemented.  However,  a successful sprawl forum and an effective presentation of the benefits for regional problem-solving and resource-sharing will be good building blocks toward achieving this goal.  Policy is in place at the state level to provide for such an approach, should the communities embrace the opportunity.   

Strategies for Implementation:  The previously listed investments (community buy-in and the sprawl forum) should pave the way for a bolder commitment among those communities willing to embrace an alternative way of thinking.  The justification and support for a regional comprehensive plan will derive directly from the successful implementation of the previous investments.  As an interim step toward a complete regional plan, several municipalities could agree to collaborate on creating a joint comprehensive plan.  Ideally, the participants would provide a mix of rural and urban communities with complementary strengths, so that the strength of a full regional plan could be modeled on a small scale and demonstrated to the other municipalities. As with a local comprehensive plan, a regional plan should include specific policies as well as physical layouts: what types of growth will be encouraged and where, what goals the region seeks to achieve through the plan, and how the various elements of the plan will work together.

Responsible Organization:  Regional council (lead) with involvement from participating municipalities, PVCOG, MDOT, BACTS, SPO, DECD, and private planning consultants.  The development of a regional plan will require the assistance of professional planners familiar with the communities and their individual political environments.  It will also require heavy time commitments from municipal leaders, including planning boards, selectmen, councilors and town managers.  Professional assistance can be obtained by entering into a contract with PVCOG, private consultants, or a combination, with further assistance as needed from SPO, DECD, MDOT, and BACTS.  The municipalities would each be expected to pay an equal share of the overall cost of preparing the plan, which would be estimated in advance based on the number of participants.

Timeline: Community buy-in and sprawl education will be necessary first steps before attempting to garner political support for the creation of a regional comprehensive plan. Realistically, this will probably not be achievable for at least 1-2 years or even longer.

6.0  
CONCLUSIONS AND RECOMMENDATIONS


A summary of all investments recommended in the plan is provided in Section 6.1.  The investments are listed according to the plan section in which they are described.  However, a key function of all PV PILOT investment recommendations is that they work to establish linkages and blur the traditional distinctions between land use, transportation, business and economic development, and community services, so this grouping is somewhat artificial. Refer back to the appropriate plan section for a full description of each investment and associated implentation strategies.

In Section 6.2, a combined timeline for all the recommended investments is shown.  Refer to Section 6.1 for the investment associated with each numbered item listed in the timeline.

6.1  
Summary of Investments

Business Development  (BD=business development)

BD-1.  Establish regional financial and political support for investments in the service centers which will benefit the entire region, such as the Bangor Convention Center and Bangor-Brewer waterfronts.

BD-2.  Explore the possibility of developing a multi-revenue sharing business park in the region.

BD-3.  Examine and implement measures to address the housing shortage (costs and supply) in the region, and encourage investment in affordable housing in downtown areas. 

Community Services  (CSE=emergency services; CSR=recreation; CSS=education)

CSE-1.  Provide regionalized training for emergency vehicle operators.

CSE-2.  Standardize street names and house numbering between PV PILOT communities to improve emergency response times and educate the public as to the importance of proper house numbering.

CSE-3.  Develop a standardized traffic signal pre-emption system in the PV Pilot region.

CSE-4.  Declare a standardized fire hydrant connection system for the region.

CSE-5.  Develop a system of providing centralized dispatch that is consistent throughout the PV PILOT region.
CSE-6. Develop a forum whereby municipal officials and emergency responders can communicate on a regular basis.

CSR-1. Create a recreation consortium to oversee the promotion and creation of recreational opportunities in the region.

CSR-2. Promote the existing recreational opportunities within the PV PILOT area to encourage more local and regional users.

CSR-3.  Develop bicycle facilities that link PV PILOT communities together, and provide longer touring opportunities to communities outside the region.

CSR-4.  Create recreational opportunities for area teens -- and provide transportation to the facilities.

CSR-5.  Develop a recreational program whereby PV PILOT municipalities and SADs share their recreational facilities, programs, and personnel with each other.

CSS-1.  Use distance learning to meet Learning Results.

CSS-2.  Offer the Penobscot language as an option to met new language requirement.

CSS-3.  Lobby to change the school funding formula

CSS-4.  Improve Adult Education.

CSS-5.  Explore opportunities for communities to cooperate rather than compete for students.

Transportation  (TP=transportation policies; T=transportation investments)
TP-1. Improve or maintain the capacity and ride quality of existing roads in all functional classifications:  local, collector, minor and principal arterials, as well as the Interstate system.  (Priority 1)

TP-2. Encourage BACTS and RTAC 3 to add access management criteria to their prioritization processes for nominating transportation projects to the statewide BTIP. (Priority 1)

TP-3. Develop secondary transportation and economic hubs, which would complement the Bangor-Brewer hub while improving the overall business climate of the region. (Priority 1)

TP-4. Encourage cluster development and flexible multiple-use zoning as a way to restore residential development to downtown areas, while preserving the rural perimeter. (Priority 2)

TP-5.  Enact consistent, cross-community access management policies.  (Priority 2)

TP-6. Encourage more through bike routes and shared-use paths that will connect communities.  (Priority 2)

TP-7.  Lobby as a region to increase the weight capacity on the Interstate to that allowed on other state roads. (Priority 3)

T-1.  Conduct two major transportation circulation studies for the target area, one on the east side of the Penobscot River and one on the west side.

T-2.  Create corridor committees for regional arterial highways.

T-3.  Regional improvements to existing transit service.

T-4.  Increase carpooling and vanpooling as a means to maintain road capacity, improve air quality, and increase the number of regional transportation alternatives.

T-5. Develop alternative funding mechanisms for regional initiatives in order to provide transportation improvements more quickly and with fewer burdens to taxpayers.

Land Use  (L=land use)
L-1.  Selling the WE-gional concept.

L-2.  Education on responsible growth and the public-private costs of land use for urban and rural communities. 

L-3.  Creation of a Regional Comprehensive Plan.

6.2
Timelines

Immediate implementation -- within six months

Note:  Each task is listed under its lead organization(s), even though many of the tasks will require close coordination among multiple organizations.  The chief objectives in the first six months will be to form the various groups required to implement the investment plan items, and to achieve some quick-and-easy successes which can help create and build regional support for the PV PILOT process.

1.  Form the inter-municipal regional coalition.

2.  Regional coalition will form the other recommended task groups:


-Housing coalition (BD-3) -- or PVCOG can form this


-Emergency services forum (CSE-6)


-Recreation consortium (CSR-1)


-Education task force (CSS-1)

2.  Other tasks to be worked on by regional coalition:  BD-1,  BD-2, TP-3, CSS-3

3.  Tasks to be worked on by housing coalition:  BD-3, TP-4

4.  Tasks to be worked on by Fire Chiefs Association and/or emergency services forum:  CSE-1, CSE-2, CSE-3, CSE-4, CSE-5

5.  Tasks to be worked on by recreation consortium:  CSR-2, CSR-4, CSR-5, TP-6

6.  Tasks to be worked on by education task force:  CSS-1, CSS-2, CSS-5

6.  Tasks to be worked on by BACTS:  CSE-3, TP-1, TP-2, T-3

7.  Tasks to be worked on by MDOT/RTAC 3:  TP-2

8.  Tasks to be worked on by PVCOG:  L-1, L-2, T-2

9.  Tasks to be worked on by other groups (refer to specific plan section):  CSS-4, T-4

Intermediate implementation -- six months to one year 

In this timeframe, the regional coalition continues to work on long-term projects and adds some more difficult initiatives.  The regional coalition and the task groups under its direction also begin to take on new projects as the opportunities arise, with state and local agencies available for support as necessary. This lets the regional coalition adjust to its new role as a decision-making authority.

1.  Regional coalition:  uncompleted/ongoing tasks from above, plus TP-7 and any new business

2.  Housing coalition: uncompleted/ongoing tasks plus new business

3.  Emergency services forum: uncompleted/ongoing tasks plus new business

4.  Recreation consortium:  uncompleted/ongoing tasks plus new business

5. Education task force:  uncompleted tasks (will be disestablished when tasking is complete)

6.  BACTS:  uncompleted/ongoing tasks, plus CSR-3, T-1 (programming for funding)

7.  MDOT/RTAC 3:  Complete TP-2 with BACTS, then start TP-5; start process for T-5

8.  Tasks to be worked on by PVCOG:  uncompleted tasks, plus L-3 groundwork

Long-term implementation -- over one year

At this point, the regional coalition and task groups should be well established with a number of successes to their credit.  The truly difficult tasks, such as creating the regional comprehensive master plan and establishing an alternative funding source, can be tackled at this time.  Otherwise a process now in place to handle new regional investment opportunities as they arise.

1.  Regional coalition:  Ongoing tasks, plus L-3 and any new business

2.  Housing coalition:  Ongoing tasks and new business

3.  Emergency services forum:  Ongoing tasks and new business

4.  Recreation consortium:  Ongoing tasks and new business

5. Education task force:  uncompleted tasks (will be disestablished when tasking is complete)

6.  BACTS:  Ongoing tasks, T-1 (implementation)

7.  MDOT/RTAC 3:  TP-5, T-5 (after adoption of L-3 by participating communities)

8.  Tasks to be worked on by PVCOG:  Ongoing tasks and support to regional coalition
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