
Enjoy coffee and visit with Chiques Creek partners

Welcome to the 
2026 Fall Full Partners 

Meeting



A network of 115+ partner organizations all 
working towards a shared goal:



100+ partners 



In 2026, we’re telling Lancaster’s story of 
clean water to a much broader audience!

Chesapeake Bay Program

Congressional staffers in Annapolis

EPA Region 3

Municipal staff DEP Chief of NRCS

Maryland Dept of the Environment

Chesapeake Bay TrustChoose Clean Water Conference

We Conserve PA conference

Leadership Lancaster

Outdoor recreation panels
Citizens Advisory Council



Hot Off the Press!



Momentum

The Conestoga River is PA’s River of the Year!



Momentum

A family farm in Quarryville had aging infrastructure, and a collaborative approach 
led to improved conservation and business practices on site. 



Backbone Organization
“a dedicated team or entity that provides the foundational infrastructure, coordination, and 
management needed to drive a collective impact network. Rather than directly delivering services 
to individuals, its role is to orchestrate, align, and support a multi-sector group working toward a 
large-scale social or community goal.” 

- 6 staff

- Annual budget of $2.4 million - Approx 72% of that goes out 
to partner organizations as “program and grant expenses”

- Board of Trustees: 4 people rotating off after 9 years of 
service, new members start in January 2027



Our Values

Success story



Common Agenda Roadmap 
2025 - 2030
A Shared 2040 Vision for Impact 



Our Values

Success story



Today’s Agenda

Success story

Today’s Meeting
It reflects the Common Agenda 

and the many voices who are making it happen.



A Tool to Help - the Countywide Action Plan or CAP

PA’s Watershed Implementation Plan → 
each county has nutrient reduction goals
The CAP is our roadmap to achieve those 
AND get closer to clean and clear water 
by 2040.



A Tool to Help - the Countywide Action Plan or CAP

Agriculture was our biggest opportunity!



Strong, Connected, and 
Mobilized Partners:
A growing and diverse network of 
partners collaborating to increase 
impact.
● Share programs, practices, and 

lessons learned across the Network 
to strengthen alignment and 
accelerate shared progress 

● Identify and grow the Network to 
include a broader range of sectors 
and individuals with lived 
experiences 

● Expand existing Action Teams to 
connect and drive greater 
sector-specific impact

● Engage researchers and subject 
matter experts to ground our work in 
the latest data and science

Accelerated Implementation: 
Increased development and 
installation of projects that engage 
communities and improve the 
health of local streams.
● Continue to deploy a targeted 

delisting strategy through 
landscape scale restoration in 
prioritized geographies 

● Build implementation and technical 
assistance expertise both inside and 
outside Lancaster

● Remove barriers to landowner 
participation and provide incentives 
for investing and maintaining clean 
water projects

● Provide guidance and ongoing 
support for site-specific 
implementation of best practices

Collective Advocacy: A powerful 
voice for clean water to advance 
federal, state and local policies and 
processes that support 
implementation.
● Identify and prioritize high impact 

policy and process improvements
● Enhance partner communication 

and education on water quality 
regulatory standards 

● Build collaborative relationships with 
and among regulating agencies to 
improve efficiencies

● Equip partners with tools, resources 
and opportunities to effectively 
engage in advocacy for restoration, 
one another and the Network

Amplified Engagement: 
Broadened and enhanced 
involvement of community 
members in local clean water 
efforts.
● Analyze existing activities and 

audiences to identify gaps and 
opportunities to increase and 
expand community engagement 
across the county

● Provide tools and training to help 
partners meaningfully connect 
with new and diverse constituents 
and communities

2025-2030  Priorities and Strategies

Cross-Cutting Strategies (These apply to and advance all of the Priorities)
● Innovate to enable new and scalable solutions 
● Enhance shared infrastructure to improve data gathering, analysis and reporting to communicate impact, including 

BMP implementation and water quality trends by watershed, inform decisions and drive action 
● Acquire and deploy collaborative funding at the scale needed to achieve the priorities of the Common Agenda
● Enhance and provide continuous marketing and storytelling to amplify clean water initiatives



Result: Clean and Clear Water in Lancaster by 2040

To achieve clean and clear water in Lancaster by 2040, the partners will track the following key population and watershed-level measures:

Water Quality Land Management Engagement and Capacity

● 20 streams changed from impaired to 
supporting aquatic life

● Positive trends at monitoring sites:

○ Decreased nutrient and 
sediment loading

○ Less salt

○ Lower temperature

○ Higher dissolved oxygen in 
tributaries

○ Improved macroinvertebrate 
scores

● 600 acres of high-quality wetlands 
restored and/or floodplains 
reconnected

● 90% of farms implementing effective 
runoff reduction practices

● 75% of streams buffered, stabilized, 
and/or restored 

● 15% increase in tree canopy

● 30% of the county is permanently 
protected lands

● 60% of developed land treated by 
stormwater management practices

● 75% of Lancaster residents have an 
accurate awareness of clean water 
issues in the county 

● 50% of people taking action for clean 
water 

● $25M per year for the restoration and 
protection of Lancaster’s waterways

● A connected and growing network of  
200+ active partners reflecting the 
diversity of Lancaster County

Our 2040 Result and Progress Indicators

For more detail on data sources, definitions, and how progress is measured, visit the “Definitions and Sources” 
document on our website.



Keynote Speaker



Shared Measurement

The Common Agenda is a tool we all created together.

We all own it.

And we all use to get to shared goals + impact.



Today’s Agenda

Success story

Today’s Meeting
It reflects the Common Agenda 

and the many voices who are making it happen.



Keynote Speaker



Mad Libs Intro Questions



Strong, Connected, and Mobilized Partners

A growing and diverse network of partners collaborating to 
increase impact. 

● Share programs, practices, and lessons learned across the network to 
strengthen alignment and accelerate shared progress 
● Identify and grow the network to include a broader range of sectors and 
individuals with lived experiences 
● Expand existing Action Teams to connect and drive greater 
sector-specific impact 
● Engage researchers and subject matter experts to ground our work in the 
latest data and science



Action Teams

● 4 Teams who meet regularly
○ Buffer
○ Communications
○ Stormwater
○ Water Quality Monitoring 

● Increasing in participation levels and trainings



100+ Partners

http://www.youtube.com/watch?v=VvVgGoJUIIU


Already at 115!



EDC Lancaster County - Who We Are

1 Combine Analytics and Storytelling to equip local leaders with 
actionable insights

A

Custom Research & Reporting

B Economic Analysis

Goal: A high quality of life for all by enhancing the economic well-being of Lancaster
Center for Regional Analysis

Data Strategy Consulting

C



Clean Water Partners Network Assessment

Purpose
- Evaluate the network’s strengths and 

growth opportunities.

Who?
- Lancaster Clean Water Partners and 

EDC Lancaster County

How?

- Collect surveys
- Conduct interviews
- Analyze data

01 Special thank you!
To everyone who filled out the survey.

02 Didn’t fill out the survey?
You will have a chance to provide feedback!



Opportunities
1. Lack of Funding

2. Collective learning within 
the network

Strengths
1. New Connections

2. Trust in The Partners to 
do the right thing

Let your voice be heard!



When will there be a report?

STEP 1
Plan Data Collection

What will be asked?

STEP 2 STEP 3 STEP 4 STEP 5
Collect Data

Survey, interviews, 
results and progress 
indicators

Initial Results

Strengths and 
weaknesses

Collect More Data

Right now!

Final Report

End of the year!

Let your voice be heard!



New Tools for You!



Communications Audit Results

The communications audit confirmed that Lancaster Clean Water Partners has a 
strong reputation as a trusted connector, convener, and communications resource 
for our partner network. Our newsletter, website, and partner amplification efforts 
are working well.

TOP RECOMMENDATIONS

● More “human” stories - farmers, business owners, students, residents
● Simplify messaging (less jargon and acronyms), break longer, complicated 

paragraphs into shorter sections and bullet points



Communications Audit Results

TOP RECOMMENDATIONS

● Reach new audiences (particularly businesses, young people, and elected 
officials).

● Be more strategic with our communications channels, including expanding 
media outreach and evaluating the podcast’s audience and goals. 

In accordance with other recommendations, we have already made changes 
to our website and podcast.



Poll: Give an example of how your work relates to…

Strong, Connected and Mobilized Partners:
A growing and diverse network of partners collaborating to 
increase impact. 

● Share programs, practices, and lessons learned across 
the network to strengthen alignment and accelerate 
shared progress 
● Identify and grow the network to include a broader range 
of sectors and individuals with lived experiences 
● Expand existing Action Teams to connect and drive 
greater sector-specific impact 
● Engage researchers and subject matter experts to 
ground our work in the latest data and science



Amplified Engagement 

Broadened and enhanced involvement of community 
members in local clean water efforts. 

● Analyze existing activities and audiences to identify gaps 
and opportunities to increase and expand community 
engagement across the county 

● Provide tools and training to help partners meaningfully 
connect with new and diverse constituents and communities 



Tools and Training

 



Tools and Training

Link to the sign out

https://lancastercleanwaterpartners.com/equipment-sign-out/


Water Week



Water Week 

1 Celebrating 10 years!

3 Continuing to connect & empower

2 The power of partnership

Photo Credit: Michelle Johnsen



Tools and Training

  Pennsylvania Governor’s Invasive Species Council (PGISC)

● PSATS Representative to the Council
● Pennsylvania Invasive Species Management Plan 2025
● https://www.pa.gov/content/dam/copapwp-pagov/en/pda/documents/plants_land_water/plantindustry/gisc/documents/PA%20Invasive%20Species%20Management%20pl

an.pdf
○ Outline the components of invasive species management needed to protect the Commonwealth, most notably the need for sustainable funding from the 

state legislature
○ Provide recommendations to improve interagency cooperation and collaboration with stakeholders
○ Make policy and procedural/program recommendations that address current shortcomings of invasive species management in Pennsylvania

● PA Aquatic Species Rapid Response Plan
https://www.paimapinvasives.org/_files/ugd/ed0c71_55482e5446b441e6ae839065b5fd25a3.pdf

https://www.pa.gov/content/dam/copapwp-pagov/en/pda/documents/plants_land_water/plantindustry/gisc/documents/PA%20Invasive%20Species%20Management%20plan.pdf
https://www.pa.gov/content/dam/copapwp-pagov/en/pda/documents/plants_land_water/plantindustry/gisc/documents/PA%20Invasive%20Species%20Management%20plan.pdf
https://www.paimapinvasives.org/_files/ugd/ed0c71_55482e5446b441e6ae839065b5fd25a3.pdf


Tools and Training 

 Keystone Invasive Species Forum
● 1st Annual Forum - September 2026
● PA AIS APP - 

STOP Aquatic Invasives Species
● Rapid Response and Detection Reporting
● Invasion Ecology & Education



Tools and Training 

     



Crisis Communication Plan

KEY COMPONENTS

● The Crisis Communication Team (CCT)

● Response Strategy & Decision Tree

○ Assessing and aligning facts (Hours 1–4)

○ Notifying core stakeholders and partners         
(Hours 4–12)

○ Distributing approved public statements and 
managing media (Hours 12–24)

●     Key Audiences & Consistent Messaging



Tools and Training



Tools and Training 

● Watershed Report Card

● CAP StoryMap 

● Delisting Strategy

● Data Dashboard

https://lancastercountyconservation-my.sharepoint.com/my?viewid=a1a9c732%2Dd8f0%2D45cd%2Db248%2D041d664249eb&id=%2Fpersonal%2Fnoellelafaver%5Flancasterconservation%5Forg%2FDocuments%2FLancaster%20Watershed%20Report%20Card%2FWatershed%20Report%20Card%20Documents%2FLancaster%20County%20Watershed%20Report%20Card%5FV2%2E1%2Epdf&parent=%2Fpersonal%2Fnoellelafaver%5Flancasterconservation%5Forg%2FDocuments%2FLancaster%20Watershed%20Report%20Card%2FWatershed%20Report%20Card%20Documents
https://storymaps.arcgis.com/stories/5cc79c7d2b3b49bb8e0333601ad6ef52
https://storymaps.arcgis.com/stories/3f3e9f93b3964157a35a448cbb268e13
http://dashboards.lancasterconservation.org


Tools and Training

● Nov 7th - Lancaster-Lebanon Watershed Forum
○ Register by October 30th

 
● Nov 12th - WQMAT Training

○ Register ASAP



Tools and Training

Ted Water Watchdogs



Poll: Give an example of how your work relates to…

Amplified Engagement:
Broadened and enhanced involvement of community 
members in local clean water efforts. 

● Analyze existing activities and audiences to identify gaps and 
opportunities to increase and expand community engagement 
across the county 

● Provide tools and training to help partners meaningfully 
connect with new and diverse constituents and communities 



Accelerated Implementation

Increased development and installation of projects that 
engage communities and improve the health of local streams. 

● Continue to deploy a targeted delisting strategy through 
landscape scale restoration in prioritized geographies 
● Build implementation and technical assistance expertise both 
inside and outside Lancaster 
● Remove barriers to landowner participation and provide 
incentives for investing and maintaining clean water projects 
● Provide guidance and ongoing support for site-specific 
implementation of best practices 



CAP Results Since 2020

Over 100 CAP projects implemented 
with over 650 individual BMP’s!!



THANK YOU!

A visual tool to map 
our progress.

Your hard work has 
made so much 
conservation the 
reality in Lancaster!



https://lancastercleanwaterpartners
.com/countywide-action-plan/

Updated our Numbers



CAP Flexibility

Storm Damage Funding and BEST Program Funding



CAP Annual Report



2027 Winter Countywide Action Plan Implementation Dollars

11/02/2026 Grant applications open

12/31/2026 Grant applications close

January/February 2027 Grant advisors meet

March 2027 Grant announcement 
anticipated

January 2029 Project deadline



Criteria and Priority

Projects will be ranked by shovel readiness and nutrient (nitrogen, 
phosphorus, and sediment) reductions.

Shovel readiness will be ranked in this order:
1. Designed, accurate cost estimate, permit in hand
2. Designed, accurate cost estimate, permit applied for
3. Designed, accurate cost estimate
4. Designed
5. Conceptual design 



Poll: Give an example of how your work relates to…

Accelerated Implementation:
Increased development and installation of projects that 
engage communities and improve the health of local 
streams. 

● Continue to deploy a targeted delisting strategy through 
landscape scale restoration in prioritized geographies 
● Build implementation and technical assistance expertise 
both inside and outside Lancaster 
● Remove barriers to landowner participation and provide 
incentives for investing and maintaining clean water projects 
● Provide guidance and ongoing support for site-specific 
implementation of best practices 

                          



Collective Advocacy

A powerful voice for clean water to advance federal, state and 
local policies and processes that support implementation. 

● Identify and prioritize high impact policy and process improvements 
● Enhance partner communication and education on water quality 
regulatory standards
● Build collaborative relationships with and among regulating agencies 
to improve efficiencies 
● Equip partners with tools, resources and opportunities to effectively 
engage in advocacy for restoration, one another and the Network 



Stormwater Fees-



Stormwater Fee Overview-



Stormwater Fee Overview-



Stormwater Fee Overview-



Watershed Report Card…Executive Order…Stormwater Fee…



Food Processing Residual (FPR)

https://lancastercountyplanning.org/DocumentCenter/View/8792/Planning-Guide-Pertaining-to-Food-Processing-8282026?bidId

https://www.barley.com/pennsylvania-enacts-new-oversight-framework-for-food-processing-residuals-used-as-fertilizer/

On July 6, 2005, Act 38 also known as “ACRE” (Agriculture, Communities and Rural Environment) went into effect to ensure that 
ordinances adopted by local governments to regulate normal agricultural operations are not in violation of state law. A local ordinance 

cannot exceed, duplicate or conflict with state law. 

https://www.attorneygeneral.gov/our-work/agriculture-communities-and-rural-environment-acre/

FPR Impact Analysis Guidance Document - Warwick Township

FPR – Discharge Characterization - MS4 Program

https://lancastercountyplanning.org/DocumentCenter/View/8792/Planning-Guide-Pertaining-to-Food-Processing-8282026?bidId
https://www.barley.com/pennsylvania-enacts-new-oversight-framework-for-food-processing-residuals-used-as-fertilizer/
https://www.attorneygeneral.gov/our-work/agriculture-communities-and-rural-environment-acre/


Legalizing Naturalized
Landscaping with 
Local Ordinances

● WeConservePA Model 
Ordinance with robust 
commentary

● Balancing regulation of neglect 
with landowner flexibility 

WeConservePA 



Lancaster Township
● Ordinance No. 2026-03
● Enacted April 13, 2026
● Notes on Implementation

WeConservePA 



The Model: library.weconservepa.org 

Info/ Questions/ Feedback:

Justin Hollinger

jhollinger@weconservepa.org

WeConservePA 



Poll: Give an example of how your work relates to…

Collective Advocacy
A powerful voice for clean water to advance federal, state 
and local policies and processes that support 
implementation. 

● Identify and prioritize high impact policy and process 
improvements 
● Enhance partner communication and education on water 
quality regulatory standards
● Build collaborative relationships with and among regulating 
agencies to improve efficiencies 
● Equip partners with tools, resources and opportunities to 
effectively engage in advocacy for restoration, one another and 
the Network



Final Mad Libs

I learned ________________ thanks to a 
resource or connection from the 
partnership.

The collaborative network helped me 
______________ in my 
workplace/community.



Thank you!

We know, the work you are already doing fits into the 
collective goal.

Thank you for helping us capture this 



Spring 2027 Full Partners Meeting TBA

10 years of partner work! 

Ready to celebrate!



THANK YOU! 

Grant funding was made possible through the Foundation for Pennsylvania 
Watersheds (FPW). The FPW is a nonprofit, grant-making organization working to 
protect the best and restore the rest of Pennsylvania’s streams. 



Bonus Learning Opportunity


