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Executive Summary

Part One: Project and Process

Fort Devens was carved out of four Massachusetts tavamy
decades ago. In the transition from a military post ¢tovilian
community, new activity has focused on the part of Devetizree of
those communities: Ayer, Harvard, and Shirley. Throatgte legislation
in 1993 and town votes in 1994 on a Reuse Plan and a ZoningvBif-la
was agreed that the state would buy Fort Devens frorfetiezal
government. The agency now known as MassDevelopmeainaeihe
owner of Devens in 1996 and a new unified permitting ageheyDevens
Enterprise Commission (DEC), became the regulatody.bdhe Army
continued to have responsibility for remediation of comtated sites
created by its activities. The By-Law mandates a reaew
implementation by these two agencies and by the host aities after
five years. Although the three towns each have attieeyear review
committees, the Joint Boards of Selectmen (JBOSyacted with
Community Design Partnership, Inc., (CDP) to assishtaed the
committees in preparing a joint five-year review documédiite review
process included meetings with each of the three cdeesiseparately, a
joint meeting of the committees, meetings with th&3Band a public
meeting.

Part Two: Tri-Town Five-Year Review

The Reuse Plan offered many benefits to the host caoities)
some of which have been realized and some of whichingmgential.
Hundreds of acres of environmentally-sensitive areas hareetected
from development. The Town of Shirley gained land ftbrary, town
offices, and a school, and the other towns may aleadvantage of
similar opportunities for municipal buildings. Lands haeerpbpreserved
for active and passive recreation. Through Devens deweloipthe towns
can expand their housing stock, including affordable houghmgl with
the potential return of town jurisdiction, Devens deveiept may
broaden the tax base of the host communities.

However, the implementation of the Reuse Plan hasroed far
more rapidly than expected, with nearly two-thirdshef buildout allowed
under the building cap in the Zoning By-Law already ircelar
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committed. The Town Committees are concerned thatldison and
warehouse facilities have dominated this phase of Dedevedopment.
These kinds of enterprises tend to have a low numbebsfper square
foot and many of the jobs do not require a high skill leveladdition, it
has not yet been demonstrated that at buildout thireeasufficient
revenue to pay for the services required by Devens busirmsses
residents. At the same time, many committee membpersis emphasis on
short-term economic viability obscuring other importdetrents of the
Reuse Plan, such as technological innovation, environmemteldiation,
and environmental sustainability.

The Reuse Plan envisioned a business and industrial park aithin
open space framework, providing for small enclaves of howsidgther
uses. Now the first new residents are moving into Deliensing.
MassDevelopment is creating a new school distriCtestens. The
regional housing shortage makes more residential devetdatieactive
both to the state government and to many in the Towhs. cfieation of a
new residential community at Devens has many impdioati- financial,
political, educational -- which must be worked out sooadrar than later,
and the host communities must be directly involvedis process.
Moreover, through implementation of the Reuse Plamnted for
enhanced overall planning and site design has become ewdéntyithin
Devens and in relation to adjoining neighborhoods in thegown

The results of implementation so far and all the gearunderway
at Devens require new mechanisms for collaboratioreaodange of
information between the JBOS and MassDevelopmentrenBEC.
Revisions of the legislation, the Reuse Plan, andtimeng By-Law are
necessary. In addition, the town committees angaingcipants in the
public meeting agreed that it is essential that the T@amdshe Devens
implementation agencies begin planning now for the fimgdosition of
Devens. The rapidity of the buildout in five years amal itnminent
changes in the character of Devens as a physica plat as a human
community require decisions on the ultimate jurisdiciamd
administration of Devens. A policy of improvisatiomdaresponding to
contingencies, which increasingly seems the case a&ri3ewmay shape
and predetermine a final outcome without a thorough unahelista of
consequences, benefits, or costs.

Part Three: Agency Five-Year Reviews
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During the course of this project, the DEC and MassD gvednt
issued their own five-year reviews of the Reuse Pldre ¢bnsultant
prepared brief summaries and analyses of these repotteftown five-
year review committees, but the committees themseligesot study
them.

DEC's review identified and made recommendations on many
the same issues that have concerned the host commaumaiieding
environmental analysis and master planning of the North &ésiying
more housing on Devens; improved buffering standards; planning fo
ultimate disposition; and more rigorous use of sustaingloiliteria and
concepts in the Devens development process.

As a result of its five-year review, MassDeveloprieeBbard of
Directors adopted a set of strategies to guide futurdajevent. These
strategies distinguish between "core" areas and pealpdieas. In their
definition, the "core" includes everything at Devens extapiNorth Post,
the Davao Housing area and the Special Use Distrotkalswn as
Salerno Circle. MassDevelopment proposes to spemnukttieseven years
focusing remaining buildout of the 8.5 million square feaedefelopment
allowed under the Zoning By-Law in the core areas; ptanni
development in the peripheral areas in collaboratibim the host
communities; exploring creation of more housing; éngad mixed-use
center in "downtown" Devens; and moving towards an arralahce of
municipal services costs and revenues.

Part Four: Recommendations

These recommendations were prepared by the consulthnt an
supported by the three town committees.

The Towns must have independent and ongoing professidviaka
monitoring, coordination, grant proposal preparation, aadrhg
expertise in relation to activities at Devens andrtingpacts on the
host communities. This will require a regular fundingrse
independent of MassDevelopment. One possibility is dl siabdition
to the municipal service fees charged to nonresidential ggope
owners at Devens, which would require a change to Ch&p&Iithe
enabling legislation for the Devens Regional EnterfZsee.

The Towns must negotiate with MassDevelopment to haue
influence on the continuing development and buildowtliodreas of
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Devens. MassDevelopment is making many decisions iemethat
will shape the character of the entire subregionthedange of
possible disposition options. MassDevelopment hopes tpletethe
8.5 million square feet of buildout by FY 2008 -- approximaselyen
years from now. The way that buildout occurs, as agkhny
residential construction, will profoundly shape therahter of Devens
and its relationships to the Towns. An official Advis@€ommittee
with defined responsibilities and regular reporting by
MassDevelopment could be created through amendment of the
legislation and the Reuse Plan. Subcommittees on Space,
Transportation, and Housing, and a new Subcommittee @o&i®n
could operate under this Committee. Working on current dexedat
issues will give the Towns and MassDevelopment a better
understanding of what should happen in areas that hayeto¢en
developed and in what sequence. Planning should capitalthe on
relationships among the various parts of Devens, thesioavrd the
region as a whole.

The Towns and MassDevelopment must develop and agree to a
Disposition Plan within the next five years. The badgenents of the
Disposition Plan should be in place even earlier,lig@athin the

next two years. The towns should create acceptaiteeaifor the
return of jurisdiction. In order to make informed demisi on
development and disposition steps, the Towns will neaek nand
more complete information from MassDevelopment oarge of
issues

Revisions to the legislation, the Reuse Plan, and thang®y-Law
should be made to refine and update these documents ioflithtet
Five-Year Review process.

Legislation:

Funding for JBOS planning in relation to Devens

Refine DEC appointment process and requirements

Creation of Town Advisory Committee to work with
MassDevelopment and DEC on development planning and disposi
planning and to receive MassDevelopment financial repegisiarly
Possible change in what constitutes a major amendsoehat
planning can be more flexible (but only if it is also mdeenocratic
and transparent)

Explicit provision and funding for creation of a Dispasit Plan
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Reuse Plan:

Revise plan to reflect current uses where their cortimugs desired
Revise plan for more housing, designing for a sense ofncomty and
connection

Revise plan to include benchmarks and monitoring criteria
Revise plan to strengthen overall harmonious distolbubif uses and
linkages with host communities

Include a School Plan to include agreements on reimbursesodiool
building needs, population projections, plans for where sewols
will be built and for which grades

Revise plan where needed to better protect open space walues
undeveloped areas, e.g., Shirley North Post and Barnaa &tjacent
to Cold Spring Brook

Zoning By-Law:

Refine zoning to give better guidance for preferred uses

Permit mixed uses in areas such as Vicksburg Square

Require submittal of open space/conservation subdivatemative
for all housing subdivision projects

Give incentives for adaptive reuse of existing buildings fan
“green” buildings

Strengthen landscape and buffer standards

Require river and stream setbacks

Prohibit detention basins and utilities in currently feedsouffer areas
Require developers to respect and/or incorporate trathaes into
their projects where properties lie along the open slpdage zones.
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PART ONE: THE PROJECT AND THE PROCESS

When the Massachusetts legislature created the D&eagisnal
Enterprise Zone in 1993, it envisioned the possibility thatiténsition
might take forty years. Today, five years after tia@esbought Devens
from the army, over 50 percent of the allowable build@s occurred,
new jobs have been created, hundreds of acres of natndachpe have
been preserved, substantial areas of hazardous naten@hmination
have been remediated, and new residents are movingaaing on
Devens. Compared with expectations in the dark daysakttession in
the early 1990s, the Devens story looks like a big success.

As is so often the case, this success has createdimm@mstances
and raised new questions. It makes the first Five-Rearew a critical
opportunity for the Devens host communities.

How should the remaining buildout of Devens occur and what
should be its character?

How will new homeowners change Devens and require new ad-
justments?

What should the process be to decide on final disposition and ju-
risdiction of Devens?

These three questions are central to the Five-YeaeRewai key turning
point in determining what kind of community and what kingblaice De-
vens will be in the future.

The Devens By-Laws mandate a five-year review ofrtipde-
mentation of the Devens Reuse Plan by the host comesiag well as by
MassDevelopment and the Devens Enterprise Commis3iba.towns of
Ayer, Harvard and Shirley organized committees to evathateesults of
the plan after five years as they affected the indididaenmunities, but
the Joint Boards of Selectmen (JBOS) also realizatddévelopment of a
common approach to Devens issues was essential toeffegpresenta-
tion of the host communities' concerns and interiedise further devel-
opment of Devens. The town Five-Year Reuse Committegarbmeeting
in 2000 and held several joint meetings. However, theyecto the con-
clusion that they needed assistance in crafting & $tiategy for the Five-
Year Review.
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The JBOS contracted with Community Design Partner<PipR),
in association with Bennett Associates, in February 20@Esist in the
preparation of the JBOS Five Year Review. CDP reviewkr/ant
documents, met with each of the town's Five-Year Re@ewmittees
individually and as a group, interviewed MassDevelopment aaveis
Enterprise Commission (DEC) staff by telephone qrarson, organized
and facilitated a public meeting on the Five-Year Reviewlarch 8,
2001, and met with the Steering Committee of the JBOSheArequest
of town committee members, State Senator Pam Résodad the Tri-
Town Five-Year Review Committee meeting and the pubéetmg.
Approximately 30 people attended the public meeting. The DEE Fiv
Year review was complete and available at the beginrfitigoproject.
During the course of the project, MassDevelopment reteas own Five-
Year Review.

The present report is based on the meetings and imexde-
scribed above, a review of documents, including the emaldgislation,
Chapter 498, the Devens Reuse Plan and Zoning By-Law, Bé&renal
Reports and lists of Town concerns, the DEC and Massbewent Five
Year Reviews, and on a brief review of information ameotbase reuse
plans and implementation. Part One explains the elenuot the Devens
redevelopment effort and the five-year review proc&sst Two contains
a compilation and integration of the results of #n@aws by the three
town Five-Year Review Committees, individually and {bin Part Three
is a brief summary and analysis by the consultartteofive-Year Review
reports issued by the DEC and MassDevelopment. Thedommittees
did not review these agency five-year reports. FinRiart Four contains
recommendations emerging from the tri-town review efeuse Plan.
These recommendations were prepared by the consultaahdadsed by
the three committees.

THE CONTEXT OF THE FIVE-YEAR REVIEW

When the federal government decided to decommission Fort
Devens in the early 1990s, Massachusetts was in a desgsi|et The
host communities, especially Ayer and Shirley, wereceamed about the
effect of the closure on their economies. Fort Deva 1990 had nearly
7,000 residents and supported 7,000 to 8,000 military and civilian jobs
both on and off the base. Ayer and Shirley in partiowkre worried
about loss of jobs, loss of customers for local lesses, and impacts of
the base closing on the local housing market during a delegstate
recession.
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Through negotiations with the federal government, thie sigreed
to take on the transformation of "Fort Devens" int@VBns" - first called
a "planned industrial park" and now called a "planned communiity
late 1993, the legislature passed M.G.L.Chapter 498 creagrigdvens
Regional Enterprise Zone to be administered by the $tategh the then
Massachusetts Land Bank (now MassDevelopment) and amiéw
called the Devens Enterprise Commission. Writteiéndepths of a
recession and with few encouraging models of speedtamjilbase
redevelopment, Chapter 498 provided for a possible 40 years of
jurisdiction by the state. The legislation simplgueed that, at some
point before July 1, 2033, the host towns and the stateitsalveport to
the legislature on final disposition.

In 1993, a community charrette sponsored by the Bostoet$oci
of Architects set planning directions for Devens. A moteaitkel master
plan was then developed for the JBOS and the Land Bangrsyltants.
The Devens Reuse Plan was completed in 1994, as wasrag Ry-Law.
The Reuse Plan and the Zoning By-Law were accepted bguhdédst
communities (Ayer, Harvard, Shirley, and Lancastetpwin meeting
votes in December 1994. By voting for the Reuse Plan @&nddhing
By-Law, the host communities delegated their municipaddglction over
Devens in land use and some other matters to MassDeatbamd the
DEC. Atthe same time, they were no longer respts&aln municipal
services and costs in Devens land.

The three institutions most directly involved in implettieg the
Reuse Plan are MassDevelopment, the Devens Entergneai{Ssion,
and the U.S. Army.

MassDevelopment purchased most of Fort Devens' landtfrem
Army and has jurisdiction over Devens much like a tgqawernment.
However, it also acts as a real estate developea @ndvider of many
municipal services.

The DEC administers and enforces the Zoning By-Law, [dpseas-
sociated Regulations, and exercises the functionsuofaipal boards,
such as the Planning Board, Zoning Board of Appeals, Congervat
Commission, Historical Commission, and Board of Healthis al-
lows the DEC to provide one-stop, unified permitting to pidénew
landowners and developers. The Commissioners are agghomthe
Governor. However, each of the host communitiesgseg candi-
dates for two positions on the DEC and the Governorsgmorom the
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nominees for these positions. The Commissionersegrered to have
expertise of some kind in the matters that come befuer DEC, but
there is no requirement for a distribution or balarfoexpertise
among the Commissioners as a group. Although they "reptrethe
host communities, in practice they typically do na& S&mselves as
representing the interests of their towns in any tinexy. They are
perceived by the towns as giving their primary loyalty @véns mat-
ters to the DEC itself.

The Army remains an important player in implementatibthe Reuse
Plan because it is responsible for remediation ofrthry contami-
nated sites left at Devens after decades of military usaddition, the
Army retains several facilities at Devens.

The Reuse Plan articulated the goals and objectiviie akdevel-
opment of the army base, and the Zoning By-Law was thda®ry
structure organized to promote the goals and objectives. NBaghDe-
velopment and the DEC see themselves as working to adhiegoals
and objectives of the Plan.

WHY IS THE FIVE-YEAR REVIEW IMPORTANT?

This is the first opportunity to evaluate whether thedeePlan is
working as all the original stakeholders hoped it would ardketide if
adjustments or changes are necessary to make itdamveéll in the
future. Because all of the stakeholders are completirey Fear Reviews
- MassDevelopment, the DEC, each town separatedyttanthree towns
jointly (JBOS) - the process will result in discussand negotiation about
potential changes and future directions and most likely in updat
zoning, the Reuse Plan, and the legislation. This@akey opportunity
to establish criteria for future evaluations and forisgtexpectations in
planning for the final disposition of Devens.

Among the possible changes are the following:

Municipal Services FeeMassDevelopment will consider a readjust-
ment of the fees starting July 2002 as a result of itree Year Review.

Zoning By-Law The type, amount, size, and location of diffedland
uses could be changed. For example, more residentiadtdi®r
more square feet of development could be allowed.
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Environmental Impact Statement (EIRYhanges in the amount or
type of development allowed may require changes to tRe El

Reuse Plan The Reuse Plan should be updated to reflect new land use
and management goals as well as acceptable variatomgHe Plan
that have already taken place during implementation.

Legislation- Some changes may require amendment of the lagislat
for example, changes to the roles and responsibilitigmplementa-
tion agents, and articulation of a specific framewarkfihal
disposition.
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PART TWO:
TRI-TOWN COMMITTEE FIVE-YEAR REVIEW
OF THE DEVENS REUSE PLAN

ACHIEVING THE GOALS OF THE REUSE PLAN

The Reuse Plan states its overarching goals in tlewioly language:

Sustainable development, which means achieving a balance of
economic, social, and environmental needs, while maintaining
and enhancing the natural resource base.

Provide a diversity of uses to avoid dependence on one type of
use, and to provide employment opportunities for a range of
skill and experience levels.

Achieve success. Demonstrate the interdependence of economic
development and environmental protection and the symbiosis of
public and private uses.

Balance local, regional, and state interests

How has implementation of the Reuse Plan achieveé tj@ss in
the first five years? MassDevelopment understandabphasizes the
success of Devens, as evidenced by the unforeseen raithey
buildout, preservation of hundreds of acres of nalaralscape, substan-
tial improvements to infrastructure, and considerable pssgmvards
remediation of contamination. Both MassDevelopmedttae DEC point
to the implementation of environmental best practicesarmwater man-
agement and aquifer protection. To many in the host contiesrfiow-
ever, the first five years of implementation of teuse Plan have re-
vealed flaws in the plan. There is a sense among thanhyhe spirit of
the Plan has not been effectively realized duringiteefive years of im-
plementation.

EcoNOMIC DEVELOPMENT

Buildout and Type of Development

The Zoning By-Law capped development at 8.5 million squate fe
of commercial and industrial development and 282 housing, aftt®ugh
the zoning without the cap would permit 15.3 million square féae
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original Environmental Impact Statement approved by the'st&tEPA
Unit contained three buildout scenarios based on difféegals of traffic
generation, water usage, wastewater flows, and aisems

Current actual and projected nonresidential developmdd\zens
is 5.375 million square feet in reused buildings, new coastm or com-
mitted new construction. This represents the followaraportion of po-
tential buildout under the restrictions and conditiongedabove:

70 percent of the 7.7 million square feet allowed in a “nsd"
scenario under the Environmental Impact Statement

64 percent of the 8.5 million square feet allowed by thedbutl
cap in the Zoning By-Law

35 percent of the 15.3 million square feet theoreticalbynable
under current zoning without the cap

These numbers mean that more than half of the builekpécted
to take twenty or thirty years when Chapter 498 was wirhies been
captured in the first five years of the Reuse Plan beocaluthe extremely
favorable economic conditions of the second halheft990s. Moreover,
only 10 percent of that 5.4 million square feet consisteused military
buildings. Thirty-two percent is new construction algebdilt, and an-
other 21 percent is accounted for by current prospects andipbéepan-
sions, most of which would also consist of greenfield agaknt rather
than adaptive reuse of existing buildings.

MassDevelopment concentrated its early recruitroanwhat it
now calls West Rail Industrial Park. Although thereame manufac-
turing, distribution and warehouse facilities have doteidaarly devel-
opment. These kinds of uses tend to have a low nuoil&s per square
foot, and the jobs themselves often do not require agkidjievel. The
West Rall Industrial Park is now almost built out witlere than 2 million
square feet of building on 192 acres for companies suchuike®o Con-
tainer, Parker Hannifin, Gillette, North American Ldgs
and Anheuser Busch. Attention has turned to attracting teahnology-
intensive firms to sites in Jackson Technology Parke&y 2001, seven
companies had purchased 82 acres and built some 650,000 square feet
there. In addition to the industrial buildout, the TowiBhirley has built
a new Library and town office building on Devens land eewéntly voted
to build a new school on an adjacent parcel.
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Jobs

One of the primary economic goals of the Reuse Plaf%4 was
to create enough jobs at Devens to make up for the Iggsbobecause of
the departure of the Army. At the time of closure,tEevens provided
2,176 civilian jobs. In March 2001 there were 2647 employePsatns,
including federal and military personnel, and MassDevelopmenected
a total of 3171 in 2001. The number of jobs has fluctuatedwsbateand
MassDevelopment projections, as shown in annual repod on the De-
vens Commerce Center web site, have tended to beoptiemistic. Be-
cause of the low unemployment rate during this periodethas not been
pressure to increase the number of jobs, though theriiassm that the
jobs created are not sufficiently skilled. On the otreand, back in 1994
there was concern that the blue-collar workforce woutftésthe most
because of the base closure and creation of a divdrgmge was an ex-
plicit objective of the Plan.

"Environmental Business"

An "Environmental Business" zone was created in the $tsde-
tion of the North Post, west of the Nashua Rivere d@éfinition of "envi-
ronmental business” in the Reuse Plan is rather vaguagh a range of
uses is defined in the Zoning By-law. The By-law distisbas between
process-based enterprises in which waste or raw matar@used to cre-
ate another product or those in which processes arelyliapgiied for
environmental remediation purposes. The other type of emagatal
enterprise has an environmental component but is not filyirpeocess-
based. The By-law provides a number of examples adréifit types of
environmental business. In the towns, the term hascoome to imply
remediation technologies or use of industrial wastesdate new prod-
ucts (otherwise known as industrial ecology systerag)fortunately, the
attempt to site a sludge plant company with a poor tradtaesdarmed
residents in the host communities and gave the contepvwonmental
business or industrial ecology a bad name. MassDevelapaoes not
appear to making efforts to recruit environmentally innovabivenesses.

The Environmental Business zone on the Shirley halfeof\ibrth
Post (the land between Walker Road and the Nashua Rigsriet
studied in depth during the development of the Reuse Plarst &fithe
area is forested, except for the wastewater treatpient and an old
gravel pit containing a landfill which is being removedacking sufficient
information at the time, the original Reuse Plan cthasts incorrectly
concluded that there were no wetlands, rare wildlifegther significant
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natural resources of concern on this parcel. Morentanrmation about
natural resources and infrastructure constraints denabestihe need for a
more thorough review and a master plan.

Much of this parcel lies over a major aquifer that plesiexisting
and potential future water supplies to Shirley and Devehe. sife con-
tains a complex of four certified vernal pools and gagsither undocu-
mented wetlands. The parcel is mapped by the state aspearies habitat,
and it forms a natural link between the Oxbow Refuge ande$sitown
forest and water supply lands across Walker Road. Nathege plan-
ning issues was addressed in the Reuse Plan. In aduMadker Road is
a narrow residential roadway, raising concern aboutdredpacity for the
large numbers of vehicle trips that would be generated byapauent of
the Shirley North Post.

ENVIRONMENT

The Devens Reuse Plan emphasizes the themes ajrameintal
resource protection and open space preservation. tmd¢hgon of the
Plan, sensitive resource areas were identified earlgetnaside to be
protected from development. A JBOS Open Space Committee
established and has worked with the agencies on open spaoeglfor
Devens. Implementation of the environmental elemeiiiseoReuse Plan
include the following:

Conveyance of 830 acres by the Army to the US Fish artalii&/i
Service for incorporation in the Oxbow National WildIRefuge
Creation of an Open Space and Recreation Plan and aPiee
gional Trails Initiative Plan

Designation of potential trail corridors on the MairsP provide
links for pedestrians, cyclists, and equestrians betweenusting
communities and Devens open space, housing, athletis,fedtiools
and businesses. Final trail designs will be developedipgpublic
review and detailed site surveys.

Development of conservation restrictions to be cgeddo the Trus-
tees of Reservations for Mirror Lake, the Eskechlins Pond, and
Cold Spring Brook lands

Protection of water resources is critical to Devertstae host
communities, all of which depend on groundwater suppliegrelare
numerous potential sources of groundwater contaminatidmviitevens
dating from the poor environmental practices of the Aridgnetheless,
current monitoring data indicate that aquifers near weadlst drinking
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water standards. Elements of the Reuse Plan desigpeotéat water
supplies include the Water Resources Protection Oveisayct, with
stringent requirements, and the requirement that alitfasimeet EPA
Phase Il Stormwater regulations to control nonpointc®pollution.
Ayer and Harvard residents in particular continue todreerned about
industrial development over their high yield aquifer anolualpotential
pollution of Cold Spring Brook.

Devens is a Superfund site because of the seven andfylls and
other hazardous waste contamination resulting fromanyltise. The
Army is responsible for remediating pollution caused bgpsrations at
Fort Devens. It has expended $75 million of the $77.5 mifijment so far
on environmental remediation. Of the 686 acres retaind¢ldebgrmy
pending clean up in 1996, 485 acres have been remediated afertegh
to MassDevelopment. After considerable negotiatiowéeh MassDe-
velopment and the Army, it was decided to consolidatedbtite seven
landfills on Devens, rather than simply capping thenmadlace. This
was done despite objection by the Harvard Board of Seéacand DEC
who wanted off-site disposition. The Army has also ege remove the
pesticide-laden soils found under housing units slatecet@velopment.
In addition, underground storage tanks and asbestos inhtbel $wiilding
have been removed.

Many residents are concerned about remaining hazardous waste
for example the pollution plume from the Airfield teetNashua River and
leakage from the Shepley's Hill land fill. Harvard anceAgesidents also
desire more thorough cleanup than has been proposed byniysof
AOC 57 (Cold Spring Brook). Acceptable remediation plaitk clear
timetables are needed to reassure the towns that aglidre taken in a
timely manner.

COMMUNITY DEVELOPMENT

Housing

The Devens Reuse Plan provides for 282 housing units, even
though some 7000 people lived at Fort Devens when it wasrgnhase.
This number of housing units in the Reuse Plan resulbed the fear in
1994 that the base closing would create a big housing sunptlis towns
of Ayer and Shirley during a period when Massachusetthatlilla
depressed real estate market. Under those conditi@ne, was no desire
for more housing on Devens. Six years later, Massatls has a housing
shortage and the potential for more housing on Devensdandier
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discussion. The JBOS has not yet established the ftpGaimmittee
mentioned in the Reuse Plan.

The 282 housing units were to be created by rehabilitatisgirexi
housing at Devens. After a developer was chosen in 20@@sifound
that 180 of those units had been constructed on slabsatajpenched in
pesticides. Housing development was therefore dividedwaghases.
Phase | housing consists of 102 ownership units, with tétestles ex-
pected in spring 2001. The Army has agreed to remediat® tiv@mi-
nated soil, and the Phase Il housing will be all newstantion.

Twenty-five percent of the housing created at Deverldwitleed-
restricted for households with less than 80 percenteafian household
income. The first lottery for the affordable unitsaveduled for spring
2001. The host communities would like to give local residprgference
in this and subsequent affordable housing lotteries.

Other housing at Devens serves special populations. aSylvi
Haven provides 50 units of transitional housing for horsedesl battered
women and their children. In addition, the Central $4atusetts Shelter
for Homeless Veterans has leased two townhouses andungalows in
order to provide 40 beds of transitional housing for emmlpfggmerly
homeless veterans.

"Downtown Devens"

The Business Services Center, often referred to as ‘ovim
Devens,” is intended to serve employees at Devens lsssmand,
eventually, the residents of the new housing distédthough a
preliminary physical master plan was prepared, questiong atmrket
support remained and a market study is now underway. Mescimant
downtown Ayer and Shirley village are concerned that cemsumer re-
tail and services in Downtown Devens could rob thenmustamers. The
Town of Shirley was recently advised by a consultaatt it village retail
survives precariously and might not fare well if a newilretanter were to
be created on the Devens land identified as a villagaess center in the
Reuse Plan. Shirley now has its town offices andribon that land. On
the other hand, some residents of Harvard have expregsesst in
seeing an area that includes consumer retail and sethateldarvard
lacks.
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Education and Training

During the charrette and in the initial planning for theseeof De-
vens, there was considerable discussion about recredincational in-
stitutions that could act as catalysts to attract aodbate innovative
technology businesses. This aspect of the Reuse Pian ks not mate-
rialized. The education programs at Devens tend to hesdacon reha-
bilitative and vocational education.

After losing its contract with the Ayer school syateMlassDevel-
opment decided to create a Devens School District typbeated on con-
tract. The system will serve children in the new hauslistrict and in
Sylvia's Haven starting in September 2001. The statgayiifor the
school costs for an unknown period.

Design Character

The Reuse Plan envisions a large industrial and office park
threaded with conservation and recreational open spaasoataining
small pockets of housing, adaptive reuse of historic mylibaildings, and
business-serving retail and services. After five yeamsplementation,
the need for more detailed planning principles and planningatds has
emerged. The new facilities built at Devens are st in@ffensive from a
design point of view. Neighborhoods in the host comnesmiwvant
substantial buffers between them and the industriad. skerelated issue
is the need for better internal planning and design standattia De-
vens.

The Barnum Road area is a particular focus of conmeégn
buffering of industrial uses from residential neighborhoadsarvard and
Ayer. MassDevelopment in fall 2000 hired a consultantddk with the
towns to develop a plan for a buffer zone in the BarRaad area and
flag Cold Spring Brook wetlands in the area. Issudsdecvisual and
noise buffering, traffic, and impacts on Cold Spring Broblarvard
would like MassDevelopment to respect the 200-foot bufiguired by
the Rivers Protection Act, but the agency says theddes not apply in
Devens.

Because of the desire to demonstrate the economic wadilit
Devens, there was no detailed master planning of the inalystrk zones
delineated in the Reuse Plan. The DEC developed staridamdividual
site planning, but the overall aesthetic character andrdésctionality
of new development and associated landscapes as ankda$as not
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been taken into account. Guidelines and requirementseacded for more
harmonic visual relationships among the different land as®evens,
including enhanced buffers between zones as appropriaténifieent
arrival of new residents is beginning to focus more atteron the need
for a well-designed community that is more than aectitbn of industrial
and office parks, recreation sites, and conservation landddition,
improved directional sighage is needed.

Another aspect of the community character issuecidate of
historic sites and buildings, particularly Vicksburg Squaree emphasis
on new construction on greenfield sites has raisedaheecn that not
enough effort is being put into finding uses for the Vicksbuygabe
buildings. MassDevelopment says that a market stulokimng done and a
Request for Proposals issued, but it has not yet hamlisexpressions of
interest in the buildings.

INFRASTRUCTURE

When it acquired Fort Devens, MassDevelopment also rachall
the Army's infrastructure. The Towns need to have inaldgra
professional engineering evaluations of each of thestrfreture systems
in order to evaluate current capital and maintenance jplac possible
options for the future.

Utilities

MassDevelopment sells electricity to customers indDsv Rates
are said to be competitive, but they provide MassDevelaopmith its the
largest single source of revenue in Devens (nearly $&mih FY 99).
This situation raises the possibility that MassDevelagmeuld have an
interest in attracting high users of electric powersTaf course, would
be counter to the spirit of sustainability and environmepriatiection that
is an important part of the Reuse Plan. Upgrades ofe¢b&ieal system
and the natural gas system are underway or planned.

Wastewater System

MassDevelopment has signed a design-build-operateaco fior
the extension and upgrade of the Devens wastewatenaeafacility.
The Town of Shirley, MCI-Shirley, and possibly Ayeldhaiso use the
system. The length of the operation contract is 2@syea
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Roads and Transportation

The transportation element of the infrastructure seafdhe Reuse
Plan includes a number of proposed road improvementsamgpbrtation
elements in order to enhance access to and within Dewtraut
overburdening roads in the host communities. The JBOSspoatation
Committee has not yet been established. Improvemepcsainderway
or completed include:

Reconstruction of Jackson Road/Route 2 interchange duauatd
underway

Road and utility work in Jackson Technology Park

Conceptual design for Jackson Boulevard to provide througgsac
from Jackson Gate to Verbeck Gate

Conceptual design for improvements to Patton Rd to prowidetd
access from Route 2 to Devens Industrial Park as thepyritruck
route

Rail intermodal facility opened 1998

The Reuse Plan also identified several other impottansportation
issues that have not yet been addressed. These incloev@ments to
the Carleton Rotary and Barnum Gate area and to tikeaRd West Main
Street intersection in downtown Ayer. The Reuse Biates that the use
of MacPherson Road should be encouraged. Acknowledging the
difficulties caused by a low bridge height clearance aad@nal flooding,
the Plan includes a commitment to a detailed engineectuiay sf the
MacPherson Road corridor.

Traffic Impacts

One of the biggest concerns for the host commungiésific.
Truck traffic is perceived as particularly burdensome, thoofgnmation
on the amount of traffic that can be ascribed to Deignst yet available.
Improvements to the Devens exit on Route 2 and toPRib@d are
intended to provide the primary truck entrance to the Waitiilustrial
Park, where distribution and warehousing centers aréeldca

Most Devens employees commute in single-occupancy eshicl
In 1999, 40 percent of respondents to an employee surveyhsgidge
the Jackson entrance and 96 percent drive to work alorio@gh the
survey was limited, there is no reason to assumehisatommuting
profile is incorrect.) At present levels of employmestmmuter traffic
impacts are not perceived as burdensome by the host coti@surin the
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future however, the organization of a Transportation lgangent
Association and shuttle service within Devens and tdrttie stations
could also provide needed subregional public transportatiome$idents
of the host communities, while mitigating peak hour congasti

Results of a traffic study undertaken in 2000 by MassDevedopm
will soon be released. It is unfortunate that the JB@fhsportation
Committee mentioned in the Reuse Plan was never fobeealise it
could have been active during this study period. The studydshoovide
a wealth of information on traffic generated by Devegtuning:

traffic counts

vehicle classification counts (trucks, cars, etc.)
intersection turning movement counts

truck origin and destination data

background (non-Devens) traffic growth trends

trip generation projections based on land use zones
traffic distribution at selected off-Devens intersens
capacity analysis based on several different buildoenarios

One of the most important elements of this study snaparison
of projections based on data collected for Devens'iegisevelopment
and the projections made for the Environmental Impact Repde
average daily trip projections made for the EIR on t&sbof low,
medium, and high-impact development according to the RdarseaRd
Devens Zoning are among the key criteria used for issuiniglEieA
certificate and are tied to buildout numbers. MassDevednt staff have
stated that the traffic study found that, based on cuamshexpected uses,
and on the highest traffic-generating uses under zoningatam parcels
and buildings, a buildout at 8.5 million square feet nalt bring traffic
impacts above the EIR ceiling of approximately 50,000 aveladg
trips. This would mean that a buildout of 8.5 million sguiaet would be
possible without reopening the environmental permitting process.

Public and Semi-Public Transportation

During the first five years of the Reuse Plan there dvssussion
about creating a Devens commuter rail station with aacated 500-car
garage near the present Shirley Town Offices site reBgand closing
the Ayer and Shirley stations. Both of these communidre vehemently
opposed to these proposed closures and, at presemieéhseiems to have
been abandoned. However, as employment grows at Demanagement
of commuter traffic through promoting use of commuterwéllbecome
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important. MassDevelopment has applied to MassHighwéynd a
Transportation Management Initiative. Creation of angportation
Management Association, including shuttles to the comnnatiestations,
as well as other routes, could be organized in such asv&y provide
some public transportation within the host communities.

MUNICIPAL SERVICES

MassDevelopment is responsible for the public workscepfire,
and school services traditionally provided by municipalitigsssome
cases it has contracted out these services and inaatbes has its own
staff.

Public works responsibilities include maintenance of:

92 miles of roadway and 5 miles of sidewalk

330 acres of improved grounds and sports fields
525,000 sf of leased and vacant buildings

operational responsibility for water

fleet of more than 49 vehicles and pieces of equipment

Through a contract with the State Police, 13 state trsqurol
Devens. The 1998 cost was $792,000 per year. The Fire Depahase
22 employees, a truck and five pieces of equipment.

The only schoolchildren living at Devens since the bassice are
living at Sylvia's Haven and MassDevelopment contraciddtive Ayer
Schools to educate them. Ayer opted not to renew thieam this year.
Now that the Phase | housing units are expected to hgieccin the
spring and summer of 2001, more schoolchildren may be ar@aving
Devens. MassDevelopment has decided to create a Deslens| S
District, opening in September 2001, to accommodate elanyeage
children. The agency issued an RFP to run a schookareosing the
operator. The state will pay the costs for an undeteiperiod.

Occupation of the housing units will also require arrangésrten
provide other town services, such as voting, for whichddaselopment
will reimburse the towns. These considerations alV fillom the changes
that will come to Devens when people begin living éhefhe
relationship of the new residents to MassDevelopmernhe host
communities, to school systems, and to other institubdgevernance
and citizenship have not yet been worked out, yet theyhawee critical
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consequences for the future disposition and shape of Detrenther
discussion of these issues can be found later in thastre

FINANCES

The financial situation of Devens is difficult to pard&om year
to year in its annual reports on Devens, MassDevelopmewidps
different kinds of financial information and differdatels of information,
making it difficult to make comparisons and understanadse The
assumptions underlying certain figures are rarely explained.

In 1998, land sale prices were set at $65,000 to $95,000 per acre for
prepared sites.

Through FY 1999, total investment in Devens by MassDevelopmen
has been $84 million ($32 million in capital expenses and $42.4
million in operating expenses) and revenues from lawdbailding
sales has been $10.5 million. Other revenues, sucimizs uélity
income, and government grants totaled $20.6 million.

Municipal service fees (equivalent of real estate feasslevied on
the basis of building and lot size rather than valYe95-99 fee
collections totaled $1 million, which is a very smallgeartage of the
$20.6 million in revenues and an even smaller percentidfe $42.4
million in operating expenses. MassDevelopment sdyesit
determined that the municipal service fees are comparabdeenue
generation to local real estate taxes. The basihi®determination
has not been shared with the host communities.

The municipal service fee structure is subject to a one-t
readjustment effective July 1, 2002. Thereatfter, the Dagslopment
Board has decided that the fee will only be adjustablerdety to the
Consumer Price Index and may not exceed more tharpévaent in a
single year. The reasons for choosing the CPI akseghehmark and four
percent as the annual increase limit has not beembex\.
MassDevelopment is now estimating rate increas@ssgbercent per year
without giving a reason for that estimate. It may sinii@d based on a
decision to abide by the Proposition 2-1/2 limits under which
municipalities currently operate.

COMMUNICATIONS AND OVERSIGHT
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The host communities gave up direct jurisdiction oved lase
decisions in Devens when they voted for the ReusedPidnihe Zoning
By-law. However, because jurisdiction may return stthwns in the
future and because they are inevitably affected by developdecisions
made at Devens, the towns have often felt that ldekyaccepted
mechanisms for making their concerns known. MassDevedopm
because it is acting as a real estate promoter and gevelikes to keep
negotiations with potential buyers confidential, for oo reasons.
Town residents who appear before the DEC at public lgsahave
perceived the DEC as often dismissive of public testimoFtyere is a
sense among many that the decisions are pre-determinkd time of the
hearing. Devens' promise to potential businessestodandined 75-day
permitting process clearly reduces the time availabletfianges and
negotiation resulting from public concerns.

Although each town has two commissioners and an ateemho
are perceived on the DEC as being the "representatvéisat town, they
are not perceived in the towns as functioning that waerd& are no
prescribed reporting requirements, for example, to Thleating.
Moreover, the legislation does not require balanced septation of
specific kinds of expertise on the DEC. Town Five-YRaview
committees would like to see more Commissioners witwkedge of
planning, environmental issues and public health, to balaece th
overwhelming business-orientation of the DEC up to thegmte

There are some efforts being made to improve relatipsshi
MassDevelopment, which had let its Community Liaisopediement fall
below full strength, has now appointed new leadershiphfairdepartment.
The DEC has taken steps to provide more timely informati@hcreate a
more transparent process. Agendas, meeting minutes,Edd D
documents are now available on the DEC web page.

Although these are steps in the right direction, theyat resolve
the structural problems inherent in the relationship betwtbe Towns and
the Devens agencies. The Towns feel that they wagyalput in a
reactive position and have little opportunity to participat®rward
planning. In some cases, such as the unsuccessful attelmpate a
sludge plant in the Shirley section of the North Pstsgnuous opposition
from the Towns resulted in changes in planned developniResidents in
the Shirley neighborhood adjacent to the North Post, asawedsidents
in Harvard, say that MassDevelopment now contacts thefore taking
any actions. This kind of ad hoc recognition of the ed&s of the host
communities tends to create a climate of suspiciorrakan

Tri-Town Five-Year Review of the Devens Reuse Plan
Community Design Partnership
18



cooperation, because residents feel they must mautmities, ferret out
information, and make loud complaints in order to getttention of
MassDevelopment. Adding to these problems is thetlfattthere is only
one full-time municipal planner, who has many othepoesibilities,
among these three communities. It is extremelyadilfifor the town
administrations to keep abreast of events at Devensvahahaée their
impacts on the town.

JURISDICTION AND DISPOSITION

The most important question looming over the Devens Relase
Five-Year Review is the most difficult to answer. Whladuld ultimately
happen to Devens? Should jurisdiction return to the t@wsisould
Devens become a separate municipality? When should a dealmaot
this be made? What decisions are being made right radwnidy lead to
one or the other result without an explicit choice gemade? What do
the towns need to know in order to make informed choi¢ea?many
people, it is difficult to make some of the smallecidi®ns without
knowing whether Devens jurisdiction will return to thevts or not.
Whatever happens, Ayer, Harvard and Shirley will need taagiaption to
changes at Devens.

The final disposition question emerged over and oveywim tFive-
Year Review Committee discussions and at the public ngeefihthe
public meeting, the consultant team suggested that thdivextears
should be spent on crafting a Disposition Plan as gaaion to the
Reuse Plan. This suggestion resonated with the partisipathe meeting
and there was general agreement that it should bestheat
recommendation of this report. Revisions to the Reumse &td other
documents, procedures, and plans will also be needed, bfitaien of
the disposition process and its goals is essential.
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PART THREE:
THE DEC AND MASSDEVELOPMENT
FIVE-YEAR REVIEWS

During the period that the town Five-Year Review Corterns
were working with each other and the consultant, thesBagelopment
and DEC Five-Year Reviews were released. The committieenot
review these documents. The summary and analysifotlmats reflects
the consultant's response to these documents in figihé down
committees' views and concerns about implementatioimeoReuse Plan.

THE DEC FIVE-YEAR REVIEW

The Devens Enterprise Commission regulates land use an
development in Devens through a unified permitting systesra A
permitting agency, the DEC tends to focus on specificgtgend their
layout rather than overall planning initiatives. Curngdigpendent on
annual appropriations for its operations, the DEC is seeknegular
revenue stream through a small per square foot fee omBeve
development effective July 1, 2002. Ongoing funding will petha
DEC to continue its regulatory activities and to talstranger overall
planning role for the future of Devens, as seen iniuis ¥ear Review.

DEC's Review identified and made general recommendations o
some of the same issues that have concerned the nasiucities. The
DEC is also working on ways to incorporate a more ageruse of
sustainability criteria and concepts in the Devens dgwveént process.
The main recommendations of the DEC Five-Year Review ar

Prepare a master plan, including a detailed analysisof th
environmental resources and constraints, for the Narsh (ftior to
and as a condition for any development scenario foztns.

Given the regional housing scarcity, consider all@wimore housing
on Devens.

Refine the overall master plan to include better buféestandards
both for areas bordering Devens and between lots isgens.

Phase in development at a more measured pace.

Form a Transportation Management Association to dehltve
growing employment base at Devens.
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Start planning for disposition and the end of Chapter 498, imgjuech
understanding of how infrastructure operations and cortidebt
assignments will be worked out.

Give sustainability a more prominent role in the depelent and
evaluation of projects through providing incentives for giagiding
design using the standardized LEED system developed by.$he U
Green Building Council; use the Sustainability Indicatbeseloped
by the DEC in future evaluation efforts; and support the Imidlist
Ecology Project begun by the DEC.

Prepare zoning bylaw regulations within the next five yaacer
section II.F. Innovative Development Options, whickusrently
open, for downtown development, possibly for corpocatapuses,
and for open space housing subdivision development options

Develop a prototype Integrated Pest Management Program for
herbicide and pesticide use.

The DEC seems to be positioning itself to remain sishaegional
planning and permitting entity for Devens. The Towns mustideghat
role, if any, they want the DEC or a successor orgdaiz¢o play after
buildout.

THE MASSDEVELOPMENT FIVE-YEAR REVIEW

As a result of MassDevelopment's Five-Review, the @oér

Directors adopted six "strategies" to guide future dgurakent at Devens:

Focus the 8.5 million square feet of non-residentiah-fiedleral
buildout in an area they call the "core areas" ofddsy which they
define as all those areas except the North Post, theolldousing
area between Patton Drive and Robbins Pond, and theaSpsei
District also known as Salerno Circle.

Future development of those areas that MassDevelopmiamgsias
being "non-core" or peripheral areas "should be plannedghra
collaborative effort with the host communities.” $8®evelopment
staff have suggested that the agency would make the needed
infrastructure investments and recruit appropriate phasezagenent,
the towns could regain municipal jurisdiction, and then
MassDevelopment and the towns could share the retbatie/as
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generated from the new development. Developmeneimdin-core
areas is envisioned as additional to the 8.5 million sqaaten the
core, potentially bringing Devens buildout to much more than
current by-law cap permits, exclusive of housing. The itgpaicthat
development and the pros and cons of a continued Masispenent
presence would have to be evaluated.

MassDevelopment and the host communities should explor
expanding housing on Devens beyond 282 units and maximize the
development of affordable housing. The agency is beingetdy
the governor with helping to alleviate the housing slyeria
Massachusetts. The impacts and consequences of incheassug
and a new planning approach to housing at Devens will neeg stud

Downtown Devens development should include a mixture of use
including retail, office, residential, hospitality, aadltural and civic
activities. Coordinating to mitigate negative impact®gar and
Shirley village centers and on Harvard, while providing beradfi
opportunities, will be important.

Municipal services costs and revenues should break evan annual
basis. How this will be calculated and needs for ehpatserves met
must be clarified.

MassDevelopment should analyze its Devens investmeantstfre
point of view of a real estate developer seeking retarimgestment.
This strategy implies that MassDevelopment may eetitself as
having any special role in bringing innovative developmedoens.

The MassDevelopment Review is explicit about the teenleate
a sense of community at Devens. The desire for nausiig, the
creation of a Devens School District, planning for a ©hiuee downtown
district, and the focus on a core area all implydteation of a potentially
self-sustaining community. By saying that the host comnasshould
collaborate in planning for the non-core areas, Massbpwment implies
a lesser role for the towns in influencing the corasreAt present,
MassDevelopment leaders say that there has beercisiodeo try to
create a new municipality. The new strategies notesieathowever,
would make a the possibility of a new town credible, paldrly if more
housing were to be allowed. The towns should be disaysse
implications of these strategies openly and early igéissDevelopment.
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DEVENS AND SUSTAINABILITY

The Reuse Plan repeatedly uses the language of sustamabili
which it defines as "achieving a balance of economicasaod
environmental needs, while maintaining and enhancing the natural
resource base." In practice however, MassDevelopsiammary focus in
the early years of the Reuse Plan has been on ecorna@ility. It was
critical to demonstrate that the agency could attvasinesses and jobs to
Devens. From the viewpoint of MassDevelopment, thegowvation of
hundreds of acres of open space combined with strong regulato
protections for water resources has shown their comemit to
sustainability. The towns' Five-Year Committees, heweexpressed
continuing concern about the effects of as-yet unresedli
contamination, as well as continued development, ¢icardrinking
water aquifers.

The DEC proposes to clarify the sustainability goalhefReuse
Plan and give them more specificity and visibility bymtoring
development through sustainability indicators, providing itices for
green building, and promoting industrial ecology. If dond,weese
proposals could help realize the innovative and distinetsien for
Devens contained in the Reuse Plan. The Sustaindhiliiyators report
prepared by the DEC, however, needs substantial revis@n a
improvement in order to be worthwhile. At present tbis general and
subjective, lacking measurable indicators and explicitioglahips
between the indicators and desired outcomes. It isualslear who would
be making the evaluations and how they would be made.

In order for the green building and industrial ecology psaj®to
be effective, MassDevelopment has to be persuaded thatatrthwhile
to make extra efforts to recruit businesses thattid ihis vision. Leading-
edge businesses in our region are now constructing busldoaogh
commercial and residential, that will incorporate grieeiiding and
operations practices, meeting the high standards afEB® certification
process. MassDevelopment's Five-Year Review gives shoft to
environmental innovation and sustainability. If the Towese to make
this an active part of their vision, Devens could becartr@ly innovative
business and residential community, attracting high valsmésses while
maintaining a very high quality of life.
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DEVENS AND COMMUNITY

This spring the first new homeowners are expected to nbwve
neighborhoods at Devens. The arrival of a residepoipulation will
raise many questions and may have unforeseen effEaesmilitary
populations that once lived at Devens were part of a aontyn- the
Army - that gave them a sense of identity within a plajgtace
organized to reflect that military community.

The Reuse Plan was not focused on creating a viable realden
community and did not emphasize the development of agaiydan that
makes sense for a residential community. The smallabof housing,
282 units, was envisioned as an enclave within the industriatreocml
orientation of most of the planned development. dfflowns and
MassDevelopment agree that more housing should befiagvens,
much more attention will have to be paid not only toghesical design of
residential areas and mixed-use areas, but to the wathéyefit into
Devens and the Towns as a whole. The new residebtevains will want
to feel that they are part of a wider community, nst p minority land
use in an industrial park. Planning and design decisions iméght
somewhat different depending on whether jurisdiction @arens will be
returned to the Towns or whether Devens (or its "careas ) will
become a separate municipality. Because of Devenshhas a military
enclave, its physical organization does not facilitatiealges with the host
communities. The preferred location of new housing dependsoices
about linkage, access, and the future identity of Demeighborhoods.
Neighborhood and "downtown" planning decisions to be madeinéar
future may end up predetermining certain disposition outcomes

Care must also be taken to integrate subsidized affordableng
into residential neighborhoods. More affordable housngeeded in all
the host communities and MassDevelopment has beegechhy the
Governor with creating more housing in order to expafutddbility
throughout the state. It is important that subsidiZé&ddable housing in
Devens neighborhoods be mixed randomly with market ratertgpasd
be otherwise indistinguishable from market rate housihbas been
shown many times that this kind of "scattered sitedrdtible housing is
extremely successful and avoids the possibility thaaireneighborhoods,
or all of the Devens housing areas, might be stigredtin comparison to
housing in other parts of the host communities.

Many school issues will also arise. MassDevelopngemoving
ahead with the creation of a new school district andspia create a K-8
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charter school that might have a special science agidesring focus.
The assumption is that students will go to one of tist bommunity high
schools thereafter. However, there are many codtiele that have yet to
be explored, let alone resolved: election of a Sc@Goonmittee,
involvement of towns where students reside, relationsmpsng school
systems, integration of resources, high school capdiaybility of

school buildings if jurisdiction changes, continued stateling of a
Devens school system, and so on.

Finally, the new residents of Devens will be creatingvic
community as well as a physical community. What welithe
consequences of the fact that MassDevelopment wprdeding
municipal-type services while the residents will voteme of the Towns?
Will they look on MassDevelopment as the equivaldthe operator of a
gated community? What will their expectations be alweit right to
have a say in how their community develops and how seéibol system
is operated? The civic identity of Devens residentsheiltied to the host
communities in which their homes are located. As Basglopment and
the Towns begin to work together to revise the Reused?ldiio create a
Disposition Plan, the new residents of Devens meshvited into the
process.
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PART FOUR: RECOMMENDATIONS

RECOMMENDATIONS

The following specific recommendations were prepared &y th
consultant and endorsed by the three town Five-YeaeReSommittees.
They revolve around three fundamental ideas:

The Towns must have independent and ongoing professional advice,
monitoring, coordination, grant proposal preparation, and planning
expertise in relation to activities at Devens and their impactfien t
host communitiesWithout this kind of professional assistance, the
Towns will always be in a reactive position and dependan
MassDevelopment and the DEC. Funding for a staff posdr a
consultant retainer should be continuing and independent o
MassDevelopment. We recommend seeking an additidreto
municipal fees on nonresidential property (current and djitair
Devens that will be readjusted effective July 1, 2002 iratheunt of
approximately $0.02 per square foot. Provision of this funairige
Towns will require amendment of Section 21 of Chapter«i9igh
states: "The Towns shall not be entitled to assegdees or taxes on
property, persons or businesses located in Devenst'alfpossible,

it would be preferable for the Towns to begin receiving flanding
before July 2002 because regular planning assistance wileoede
very soon for the proposed Disposition Plan and otheatives.
Perhaps an advance payment from the state could bgedrasubject
to repayment from the funding stream beginning in July 2002.

The Towns must negotiate with MassDevelopment to have more
influence on the continuing development and buildout of all areas in
Devens. This includes the "core" as well as the "outparcelBstbat
MassDevelopment designated in its Five-Year Reviewwbith have
not been accepted as categories by the towns. Althbigyhat

explicit, the tone and underlying implications of the BMasvelopment
Five-Year Review include the following:

MassDevelopment is not inviting collaboration from Tlwavns in its
goal of completing the 8.5 million square foot buildoutref tcore™
areas of Devens by 2008, though certain of its currentliyete
initiatives, such as more housing, would require town agbimiv
changes to the Reuse Plan and the Zoning By-law.
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MassDevelopment is willing to let the "outparcels” WmEcause of the
high financial cost of infrastructure investment necgskafore
development and because of the high political cost oftiong with
the Towns about areas perceived as having more directtimpac
existing town neighborhoods than the core. In additidselieves that
the 8.5 million square feet of buildout can be accometishithin the
impact limits set by the EIR. Development of thecatled outparcels
would require new EIRs.

Depending on the overall economic and political circamses,
MassDevelopment might find that, after completing tier8illion
square feet in the Devens core, it has less interéisé outparcels
after FY2008. The Towns must determine what land usesthety
on those parcels and gain commitments from MassDewvelop
before FY2008. The towns must be assured that the rpahiee
revenues from a completion of the 8.5 million square fadtiout will
be sufficient to pay for education and other servicesg tdtvns must
also consider if they want to wait till 2008 for develggnnof the
peripheral parcels at Devens.

MassDevelopment is improvising as it deals with contingenand
complications, such as the end of the school conivitletAyer and
the desire to create more housing. A Devens Schatli®iwill solve
the immediate problem of where to school the childreefens
residents, but it also raises many short- and long-temstions.
Similarly, because MassDevelopment has been charghdreiting
housing on state-owned land in order to alleviate the'sthousing
shortage, it now has more interest in building housirigesens and
creating a viable downtown district. The implicationsh@se
decisions for the creation of community and civic idgntiere
discussed earlier.

Because MassDevelopment will be making many decisiotigeinext
few years that will shape the character of the estirbregion and the
range of possible disposition options, it is importaat the Towns be
part of the decision making process. In some caseauwheill require
town action - such as changes to the Reuse Plan andniregBy-
Law to permit more housing - but in other cases MassbDprent is
not required to seek Town approval to implement someeof th
agency'’s proposed actions described in its Five-Year Reviaw.
official Advisory Committee with defined responsibilitiasd regular
meetings with MassDevelopment could be created throughdment
of the legislation and the Reuse Plan. Subcommitie€3pen Space,
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Transportation, Housing, and Disposition could operateruhdse
committee. Working more closely together on currentiandinent
development issues will give the Towns and MassDevedopia
better understanding of what should happen in the remaining
undeveloped areas and in what sequence. Planning shoulizapit
on the relationships among all the areas within Dewadsbetween
Devens and the host communities. For example, creatia Transfer
of Development Rights (TDR) program could help the hos
communities preserve open space and rural character wiiig
development to infrastructure-rich Devens.

The Towns and MassDevelopment must develop and agree to a
Disposition Plan within the next five yearslhe basic elements of the
Disposition Plan should be in place even earlier,lig@athin the

next two years. MassDevelopment hopes to complet8.thmillion
square feet of buildout in the central parts of DevensYb008 --
approximately seven years from now. Development inom on may
prove more complex and difficult than during the lagt fyears (when
the agency concentrated on gathering the "low-hanguigj)frbut it is
not inconceivable that the 8.5 million square-foot buildmutld be
complete in less than seven years. The way thiatoou occurs, as
well as any residential construction, will profoundly phahe
character of Devens and its relationships to the Towhss i3 why
the Towns must have more influence over the developafell areas
in Devens as they work with MassDevelopment to adfisposition
Plan. The Towns will also need more, and more camptdormation
from MassDevelopment in order to make informed decisions
development and disposition steps and to craft acceptaibera for
return of jurisdiction.
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DETAILED RECOMMENDATIONS

Action

Responsible Entity

Seek a continuing, independent revenue source
as soon as possible to fund ongoing planning
assistance under the direction of the JBOS — for
example, a $0.02 per square foot payment on
nonresidential development at Devens

JBOS seek state legislative
action: amendment to Ch.
498

Seek requirement that MassDevelopment report
to towns on current revenues and expenses with
future projections and underlying assumptions
and on any agreements that may constrain the
future exercise of governmental powers by the
Towns

JBOS seek state legislative
action: amendment to Ch.
498

Perform tax assessments on sample properties
and compare fee revenue to property tax
revenue; project the outcome into the future;
evaluate if the CPI is the most appropriate index
for change in fees

JBOS

Seek agreement on establishment of a
disposition planning process

JBOS with
MassDevelopment and
DEC,; legislative action if
necessary

Establish a JBOS Devens Advisory Committee to
work with MassDevelopment and DEC on
preparing revisions to the legislation, Reuse Plan
and Zoning By-Law to reflect current conditions
and future plans

JBOS with
MassDevelopment and DEC

Establish the JBOS Transportation and Housing
Committees as subcommittees of Advisory
Committee (along with Open Space
Subcommittee)

JBOS

Develop a scope for creation of a Disposition
Plan

JBOS with Disposition
Subcommittee

Make sure that each BoS has designated a town
official to submit town requests for
reconsideration of any determinations made by
the DEC (see Section 1V.B of the Zoning Bylaws)

Boards of Selectmen

Change the DEC appointment process to require
a balance of expertise on the Commission to
reflect knowledge in environmental affairs,
planning, housing, and design, as well as
economic development

JBOS seek state legislative
action: amendment to Ch.
498

Prepare North Post environmental resource
inventory, assessment and plan

MassDevelopment, DEC,
towns

Master Plan for North Post Airfield with cost
estimates, timelines, and commitment of
resources for implementation

MassDevelopment, DEC,
towns
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Action

Responsible Entity

Support the creation of more housing units at
Devens after revision of Reuse Plan

Towns vote on Reuse Plan
and Zoning By-Law

Support housing as a possible adaptive reuse for
Vicksburg Square

JBOS, agencies

Support incentives for “green building” to
enhance the Devens environment after revision
of Reuse Plan

Towns vote on Reuse Plan
and Zoning By-Law

Establish civic identity of Devens residents —
e.g., where do they vote — and invite them to
participate in planning process

JBOS and
MassDevelopment

Determine state funding commitment to Devens
school district costs. Seek legislative
commitment in exchange for expanding housing?

Legislature
Towns

Update Open Space Management Plan and
begin implementation of Trails Plan

Open Space Committee with
MassDevelopment

Transfer conservation restrictions to TTOR

MassDevelopment

Engineering evaluations of infrastructure systems

JBOS

Consider revision of method for amending the
Reuse Plan to make planning more flexible — as
long as towns are given real participation

JBOS, agencies

Action

Responsible Entity

Develop a Transfer of Development Rights
program linking open space preservation in the
host communities and development in Devens

Towns, MassDevelopment,
DEC

Create a Transportation Management Association
open to regional residents

MassDevelopment, Towns

Revise Reuse Plan to include Shirley municipal
uses and consider transfer of land to Shirley

agencies and Towns

Implement an integrated pedestrian, bicycle and
open space plan linked with the towns

agencies, Open Space
Committee and Towns

Towns decide on lands they want for municipal
uses

Towns

More detailed physical planning for the different
land uses at Devens and to create a harmonious
relationship among land uses

agencies and Towns

Develop a comprehensive plan and schedule for
contaminated sites

Army, DEP,
MassDevelopment, with
Town input
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Funding for JBOS planning in relation to Devens

Refine DEC appointment process and requirements

Creation of Town Advisory Committee to work with MassDevelopment
and DEC on development planning and disposition planning and to
receive MassDevelopment financial reports regularly

Possible change in what constitutes a major amendment so that planning
can be more flexible (but only if it is also more democratic and
transparent)

Explicit provision and funding for creation of a Disposition Plan

revise plan to reflect current uses where their continuation is desired
revise plan for more housing and design for community creation or
connections

revise plan to include benchmarks and monitoring criteria

revise plan to strengthen overall harmonious distribution of uses and
linkages with host communities

include a School Plan to include agreements on reimbursement, school
building needs, population projections, plans for where new schools will
be built and for which grades

revise plan where needed to better protect open space values in
undeveloped areas, e.g., Shirley North Post and Barnum Road adjacent
to Cold Spring Brook

refine zoning to give better guidance for preferred uses

permit mixed uses in areas such as Vicksburg Square

require submittal of open space/conservation subdivision alternative for
all housing subdivision projects

give incentives for adaptive reuse of existing buildings and for green
buildings

strengthen landscape and buffer standards

require river and stream setbacks

prohibit detention basins and utilities in currently forested buffer areas
require developers to respect and/or incorporate trail segments into their
projects where properties lie along the open space linkage zones,
avoiding fragmentation of the proposed trail network by access ways and
other development features

Return of jurisdiction according to historic town boundaries or with
adjusted town boundaries (avoid split buildings)

Return of jurisdiction in part to some or all of the towns

Creation of new municipality from existing Devens or viable portion
of existing Devens

Zoning control transferred to towns subject to agreements that
provide stability for those on site or locating on site.

Create a sub-regional, tri-town planning entity?

Continuing federal enclaves (prison; army)
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%

Buildable land remains in state ownership for development? With
continuation of the DEC?

Buildable land transferred to municipalities?

Open space and recreation land: ownership by state? transfer to
municipalities? transfer to nonprofits? maintenance plan?
Recreational land in a Town to be owned by that Town: e.g. Willard
Park Complex and fields adjacent to Ayer housing on Bates

Roads and other infrastructure to state? towns? regional district?
Determine ownership of properties and develop a plan so towns can
assess and tax in accordance with current operations

Land must be available free and clear of contamination for town
needs, and operation including: for Harvard, schools, public works,
public safety, playing fields, etc.; for Ayer, McPherson Well and DCC
transfers permit rights to Ayer

Ownership of all structures and parcels clearly established and
agreed to

Unused structures not identified or funded for reuse must be
removed

Current landowners must be appropriately informed of transition to
new systems of operations

Phasing in developed or reuse parcels only upon agreement by
towns

Sites requiring remediation must have plan, timetable, and guarantee
of funding to complete remediation

Determination that remaining contaminated sites could have no
adverse (legal, operations or other) impact on the Town

Agreement to protect town from liability if contamination is identified
in the future

Recreation and natural resource areas must have a plan for long-
term management and maintenance in place, funding and
responsibility clearly identified and secured

Free recreational use rights for passive or open space lands that do
not return to Towns’ jurisdiction

All Devens revenues and expenses must be balanced and include
capital plan, administrative, public service, and educational costs.
Taxes/fees of all activities on Devens must raise revenues as above
and generate enough to develop a capital and stabilization fund for
each town and to maintain infrastructure and other site related
expenses

User fees must be comparable to levied taxes

Each Town receives in-lieu-of taxes payments made by any
governmental entity owning real estate in that town’s portion of
Devens.
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How will a transition from user fees to real estate assessment and
taxation be accomplished?

Are there any commitments about fees or taxes contained in deeds
or other agreements with Devens landowners?

$

Maintenance and capital plan
Plan for maintenance of roads, recreation areas, and public facilities
Necessary equipment, buildings and yard facilities transitioned in
good operating condition
Ownership of all public facilities to be maintained by a town must be
transferred to that town
Adequate equipment, facilities, and access must be in place to
provide public services to the site

Sewer, water, waste disposal
Regional districts established for sewer and water, and for the
operation and maintenance of necessary regional facilities
Sewer and water facilities in good operating condition and
adequately capitalized to make needed improvements
Self-supporting plan for trash disposal

Transportation
Road access predetermined and constructed for all functions and

circles of interaction

Truck routes established and monitored away from housing areas
and local access roads

Commuter rail station planning

Traffic calming, noise abatement and other measures in place to
mitigate increased traffic impacts

TMA — transportation management association with opportunities to
provide transportation to town residents

North Post Airfield: environmentally clean; appropriate infrastructure
to facilitate/handle development

Roadway infrastructure improvements and for mitigation including:
McPherson Road, Park and West Main, Bishop Road and Park
Street, Tiny's Corner, Verbeck Gate
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