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                                           Figure 1. The Lower Chickahominy River Watershed and Project Study Area 





       

 

    

 

    

                                               
                                           

                                               
                                           

                                           
                                               

                                                   
                                        

                                                   
                                               

                                                               
                                       
                                           

                                           
                                   

                                                   
                                           

                                           
                                                   

                                        

                                       
                                       

                                                               
                                       

                                   
                                                   

                                           
                                   

                                           
                                    

                        

 

A Successful Collaborative Approach 

The Lower Chickahominy Watershed Project (LCWP) began as an identification of an 
ecologically significant watershed in the Commonwealth of Virginia. Identified by a 
series of analyses by local, state, federal officials and stakeholders including the 
Virginia Coastal Zone Management Program (CZM), led by the Virginia Department 
of Environmental Quality (DEQ), the LCWP grew into a long-term successful 
collaborative effort. Fueled by strong local passion and intention to conserve an 
ecosystem known for “nearly pristine” marshes and swamp forests and some of the 
most impressive tidal freshwater wetland communities and vegetation in the Mid-
Atlantic region, the watershed was described by scientists during the first year of 
this project as “among the highest quality remaining along Virginia’s tidal rivers." 

Much of the success of this effort could not have been anticipated in 2016. Led by 
the Richmond Regional Planning District Commission (PlanRVA) in partnership with 
the Hampton Roads Planning District Commission (HRPDC), the project was funded 
by the National Oceanic and Atmospheric Administration (NOAA)’s Office for Coastal 
Management (NOAA-OCM) through the Virginia Coastal Zone Management Program 
(CZM). Clear synergies developed as a result of all participants – local, regional, 
state, and tribes – working together to develop and refine consensus-based 
recommendations. Federal recognition in 2018 of six sovereign tribes in Virginia 
created a new awareness, desire, and responsibility to consult with the three tribes 
that have an historic and current presence in the watershed. 

Through this collaborative work, this Watershed Priorities Implementation Plan was 
co-created by regional stakeholders including tribal leaders over the five-year 
project period. This plan reflects a joint vision for the watershed and how it will be 
advanced through time by a formal and collaborative local government-tribal 
partnership. The formation of the Lower Chickahominy Watershed Collaborative 
(LCWC) reflects a dedicated commitment by all parties to work together on shared 
priorities for land conservation and land uses that both protects ecological 
resources and promotes sustainable economic opportunity. Formalized through the 
first Memorandum of Understanding (MOU) between local governments and tribes in 
the Commonwealth, the LCWC offers a ground-breaking approach to government-
to-government relations at the local level. 
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In 2020, through research conducted for the National Fish & Wildlife Foundation 
(NFWF), the University of Virginia’s Institute for Engagement & Negotiation (IEN) 
identified primary factors contributing to successful collaboratives such as the 
LCWP.[1] Among the findings were that people and relationships typically matter 
more than structures or processes in determining whether ecosystem collaboratives 
are able to sustain engagement, build on successes, and ultimately achieve on-the-
ground outcomes. Figure two below shows the four critical overarching factors 
identified for successful ecosystem collaboration. 

Figure 2. Four Ecosystems Collaboration Success Factors 

MOTIVATION 

Factors that 
inspire and 

sustain 
engagement 

CAPACITY 

Factors that 
empower 

collaboratives 

EFFECTIVE 
PROCESS 

Factors that 
facilitate 

collaboration 

EVALUATION 

Factors that 
advance 

effectiveness 
over time 

Motivation: External factors, such as broad ecological threats or new policy 
landscapes, are significant motivators in bringing stakeholders to the table and 
incentivizing partnerships. Once collaboratives take shape, people and relationships 
typically matter more than structures or processes when it comes to why they are 
able to sustain engagement, build on successes, and ultimately achieve on-the-
ground outcomes. Funders can help collaboratives harvest the passion and 
expertise of stakeholders by supporting the consistent meetings and periodic 
retreats required to sustain activity, engagement, and vision over the long term. 

Capacity: While it is generally good for collaboratives to remain as lean and flexible 
as possible in light of local and regional contexts, they do need to reach a certain 
level of capacity in order to sustain engagement and ultimately achieve results. 

[1] Metrics and Strategies for Funders to Consider in Incentivizing and Strengthening Ecosystem Collaboratives; Final 
Recommendations of the National Fish and Wildlife Foundation (NFWF); Model Ecosystem Restoration and Conservation 
Collaboratives Project; Prepared by the Institute for Engagement & Negotiation (IEN), University of Virginia, 2020. 
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The most efficient way to boost collaborative capacity may be to fund a full or part-
time staff position dedicated to the coordination of core operating functions (e.g. 
meetings, communications, fundraising, and evaluation). In fact, funding a 
coordinator position emerged as one of the top strategies mentioned across the 
board in the interviews and surveys conducted as part of this study. 

Effective process: Collaborative processes do not have to be complicated, but 
successful collaboratives define and document an approach to decision making, a 
governing structure, relevant policies, and key plans (e.g. strategic plans, work 
plans, communication plans, evaluation plans). 

Evaluation: Normalizing evaluation fosters a culture of learning and growth in 
relation to changing needs and opportunities. In its early phase, a collaborative 
should place greater focus on establishing and evaluating processes and structures 
while also tracking programmatic/ecological metrics. As effective processes take 
root, evaluation can shift its focus towards ecological outcomes. 

With the LCWP, these four overarching factors were present in abundance. Over the 
five-year period, the stakeholders remained highly motivated to preserve the 
watershed’s pristine ecosystem. The PlanRVA and HRPDC project leadership felt 
strongly that stakeholders and the tribes should be empowered to co-create the 
plan. The funding enabled facilitation and engagement processes that encouraged 
collaboration and communication and the process was continuously iterative, with 
learning, evaluation, and adjustment occurring at every step of the process. The 
development of this unique collaborative, supported by the regional government, 
offers a model for others seeking to preserve ecosystems while supporting 
ecologically sensitive business opportunities. 

8 



 

          
            
          

           
            

            
         

           
            
         

           
           

        
      

      
    

     
      

    
   

   
    

    
     

   
   

      
   

      
   

    
    

   
   

  

           
             
           

            
             

             
          

            
             
          

            
            

         
       

      

     
     

       
     

    

    
     

     
      

   
    

       
    

       
    

     
     

    
   

  

           
             
           

            
             

             
          

            
             
          

            
            

         
       

      

     
     

       
     

    

    
     

     
      

   
    

       
    

       
    

     
     

    
   

  

           
             
           

            
             

             
          

            
             
          

            
            

         
       

      

     
     

       
     

    

    
     

     
      

   
    

       
    

       
    

     
     

    
  9 

Project History 

In 2016, PlanRVA in partnership with HRPDC initiated a five-year comprehensive 
strategic planning process funded by CZM that would be driven by the three 
Counties that form the Lower Chickahominy River Watershed (LCW): James City, 
Charles City, and New Kent. When the initiative completed research in the 
watershed and entered its engagement phase in 2018, the process was expanded to 
include consultation and collaboration with the three tribes who have a current or 
historical presence in the watershed: the Chickahominy Indian Tribe, the 
Chickahominy Indian Tribe – Eastern Division, and the Pamunkey Indian Tribe. The 
goal for the initiative was to create a community-driven vision for conservation and 
land uses that support both environmental protection and economic opportunity. 
Appendix One provides the names of project leads, stakeholders, tribal leaders, and 
partners. Appendix Two provides a list of acronyms used in this report. 

Much of the LCW and, in particular, the lower 
Chickahominy River itself, has been identified as 
having very high to outstanding ecological 
significance by the Coastal Virginia 
Ecological Value Assessment (VEVA), a 

dataset that ranks land and water areas 
based on modeled ecological and 
conservation value. The engagement 
approach introduced in 2018 
created an ongoing opportunity for 
stakeholders to work together to 
align priorities in land use and 
conservation for maximum socio-
economic and ecological benefit, 
and to create a shared vision for 
economic growth and conservation 
in the LCW. The objective is to 
develop policies, procedures, and 
partnerships to address the impacts 
of growth and development on 
natural resources while maintaining 
economic opportunities. 



             
           

            
            

          
         

           
           

     

    

            
            

             
         

            
           
           

         

 
         

         
            

        
         

           
          
          

       
          

        

         
         

          
     

        

              
            

             
             

           
          

            
            

      

     

             
             

              
         

             
            
            

          
 

          
          

             
         

          
            

           
           

        
           

         

          
          

           
      

         

 

              
            

             
             

           
          

            
            

      

     

             
             

              
         

             
            
            

          
 

          
          

             
         

          
            

           
           

        
           

         

          
          

           
      

         

 

              
            

             
             

           
          

            
            

      

     

             
             

              
         

             
            
            

          
 

          
          

             
         

          
            

           
           

        
           

         

          
          

           
      

         

 

As a part of Section 309 of the federal Coastal Zone Management Act, NOAA 
requires states and projects funded by states to contain new “enforceable polices 
and mechanisms” as a part of their final deliverables. As a significant enforceable 
policy, a MOU was developed and signed by local governments, tribes, and partner 
organizations to express a shared vision and outline consistent approaches toward 
watershed protection and leveraging of identified economic benefits. These efforts 
have led to the development of this LCW Implementation Plan and continues 
focused work to enable local governments in the watershed to establish additional 
conservation and economic policies and programs. 

Year One (2016-17): Ecological Inventory 

Year One focused on conducting an ecological inventory of the LCW. The last 
inventory conducted for the watershed was over 15 years old and needed updating 
to reflect the changes in land use, population growth, and habitat loss. The Virginia 
Department of Conservation and Recreation’s Division of Natural Heritage (DCR-
DNH) performed this inventory. The LCW is harboring some of the most biologically 
diverse and ecologically significant areas in the Coastal Zone of Virginia. The 
Coastal VEVA classifies much of the watershed’s three counties and especially the 
Lower Chickahominy corridor itself as “very high to outstanding ecological 
significance.” 

The biological resources inventoried include: habitat for populations of federally 
listed threatened or endangered species; habitat for populations of proposed 
candidate species for federal listing; and habitat for populations for other rare plant 
and animal species monitored by DCR-DNH. Significant terrestrial community 
occurrences were also included and combined; these resources collectively are 
known as Natural Heritage Resources. To maximize impact, only older (1995 or 
previous) Natural Heritage Resource occurrences were updated as these were most 
important to inform conservation priorities. In addition to conducting surveys for 
these Natural Heritage Resource occurrences, DCR-DNH collected aquatic 
community information through the collection of fish community data and instream 
habitat data at 40 stream locations within the LCW. 

The Natural Heritage Resource occurrences included 48 plant populations, three 
animal populations, and 14 significant natural communities. In essence, this 
analysis confirms the known ecological significance of the LCW and represents 
many unique land and water habitats. 

Inventory of Important Biological Resources in the Chickahominy Watershed 

10 

https://planrva.org/wp-content/uploads/Inventory_Important_BiologicalResources_Chickahominy_TechReport18-13.pdf


    

         
      

             
    

             
           

             
           

  

           
            

           
       

            
            

     

     

            
             

            
        

             
             
 

          
       

              
     

              
            

              
            

   

      

 

     

            
             

            
        

             
             
 

          
       

              
     

              
            

              
            

   

      

 

     

            
             

            
        

             
             
 

          
       

              
     

              
            

              
            

   

      

 

Year Two (2017-18) Economic Study 

Year Two established a steering committee (SC) of program leads and technical 
experts to develop a shared vision for coordinated planning in the LCW and 
outreach committee (OC) to guide ongoing communication efforts. As a first step 
toward understanding how conservation could accompany development, an 
economic analysis of protected lands in the LCW was conducted by Center for 
Regional Analysis at George Mason University. This economic study led to three key 
findings: 

Land conservation through tax-exempt mechanisms would not reduce the annual 
net revenue surplus for the three counties. 
Lands with conservation easements do not place a fiscal burden on any of the 
three counties in the watershed. 
Of the 30,300.6 acres in the watershed, 12,500.7 acres (or 41.3 percent of the 
total land in the watershed) are considered conserved lands and valued at 
$83.03 million (or 26.2 percent of the total land value in the watershed). In 
other words, the most highly valued lands in the watershed are not 
compromised by conservation. 

Full George Mason University Economic Study 
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https://planrva.org/wp-content/uploads/FINAL-VCZMP_LC_Final_Impacts-of-ConservationLand_190512_GMU_UAI_rev190820.pdf


 
 

  
 

 
 

 

 
  

 
 

         
             
          

           
         

             
   

         

          
              
           

            
          

              
   

 
 

  
  

   
  

  
  

 
  

 

  
   

 

 
 

  
  

 

 

     

          
              
           

            
          

              
   

 
 

  
  

   
  

  
  

 
  

 

  
   

 

 
 

  
  

 

 

     

          
              
           

            
          

              
   

 
 

  
  

   
  

  
  

 
  

 

  
   

 

 
 

  
  

 

 

Year Three (2018-19): Community Engagement 

Year Three involved initiating the formal community engagement and co-creating 
the process, which was designed and facilitated by IEN in partnership with the SC. 
The process began with identification of local government, nonprofit, and business 
thought leaders in the three counties, tribal leaders, and technical experts. Through 
16 thought leader interviews, challenges, needs, and ideas were generated. 
Analysis of these interviews by the IEN team led to identification of the following 
five common themes: 

Conserve 
existing 

habitat and 
forest cover 

Develop a river 
corridor plan 

Develop a 
Memorandum of 
Understanding 
(MOU) between 

stakeholders 

Increase public 
access to the 

river 

Enahnce 
ecotourism, 

local history, 
and venue 
availability 
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Of the themes identified, increasing public access to the river was the number one 
priority of interviewees. Critical to this priority is the need for stewardship of the 
resource. As access to the river is increased, it is vital that the river resource is not 
degraded. Closely tied to this idea was the stakeholder priority of developing a river 
corridor plan. 

A second priority that emerged from thought leaders is enhancing ecotourism, 
combined with local history and increased venue availability such as restaurants. 
Increased educational/informational outreach, relating to the combined 
ecotourism/history/restaurant elements, was identified as an important strategy for 
advancing project goals. Thought leaders see experiential learning opportunities as 
a key component of this priority, and specifically highlighted the goal of connecting 
people to the river. Leveraging the Virginia Capital Trail is a foundation for further 
economic activity under this priority. Similarly, the development of trail spurs 
heading north from the existing trail is an important idea to pursue. 

A third priority for many thought leaders is the conservation of existing habitat and 
forest cover. Engaging landowners, reaching out to educate them on forest 
conversion and conservation easement planning and legacy planning, seeking 
additional incentives such as land use for Charles City County – all could aid in 
protecting existing habitat and forest cover. 

A key method for advancing these priorities identified by thought leaders is the 
development of formal agreements, such as MOAs/MOUs between stakeholders. 
MOAs/MOUs would be an important early step in clarifying relationships and 
advancing work in the LCW, as formal agreements provide a pathway for 
cooperative work to occur. While not the only method for working together, the 
negotiation of MOAs/MOUs can start a process that leads to additional collaborative 
efforts and synergy between stakeholders. 

Following these thought leader interviews, a series of three focus groups were held 
that allowed stakeholders the opportunity to review, refine, and begin to prioritize 
the ideas generated through the lens of what would be needed for ecological 
conservation, sustainable business development, and government. These 
synthesized themes and suggestions for priority actions were then tested and 
further validated and prioritized through a broad outreach survey to watershed 
stakeholders. 
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This phase of watershed engagement and co-creation was capped with a two-day 
series of focus group sessions held in August 2019, where participants reviewed 
and evaluated the final emerging themes and priorities. The following themes, each 
encompassing numerous priorities, resulted from that engagement: 

Natural 
resources 
and river 

protection 

Using written 
agreements 
to achieve 

shared goals 

Advancing 
business and 
ecotourism 

efforts 

Increasing 
history and 
education 

Expanding 
watershed 
knowledge 

Enhancing 
public 

outreach 

Additionally, a second economic study was completed using the information gained 
from the IEN stakeholder engagement in Year Three as well as from previous 
interactions with economic development entities in the watershed as a part of the 
socio-economic impact assessment. A mixed methods (quantitative and qualitative) 
approach was utilized in identifying specific industry opportunities for economic 
growth and business development that meet the conservation mandates of the LCW 
plan. The results of the analysis offer an actionable framework from which the 
economic development authorities in each of the counties can choose specific 
industry targets of opportunity that best fit within their overall economic 
development strategies and conservation goals. 

As demonstrated in previous analyses, the conserved lands of the LCW generate net 
fiscal revenues for local jurisdictions and contribute to overall regional and local 
economic development activity. Improving overall water quality in the LCW will open 
a pathway to expand economic development opportunities that include traditional 

14 



            
           

         
          

        
         

           
         

          
          

          

    

 
  

         
          

         
           

           
 

 
  

    

 
 

 

          
           

          
            

            
  

  
  

 
  

  
 

     

  
  

 

  

             
            

          
           

         
          

            
          

             
           

           
 

     

 

          
           

          
            

            
  

  
  

 
  

  
 

     

  
  

 

  

             
            

          
           

         
          

            
          

             
           

           
 

     

 

          
           

          
            

            
  

  
  

 
  

  
 

     

  
  

 

  

             
            

          
           

         
          

            
          

             
           

           
 

     

 

Increase public
access to the

r v

hospitality sector businesses like eco-tour operators and the businesses that 
directly support those sectors of the economy. Moreover, a targeted economic 
development strategy focusing on just seven core industry sectors would 
substantially enhance the economic impacts of the preserved lands and create a 
range of business and employment opportunities in the LCW. These seven core 
industries include: 

Nature Parks 
and Similar 
Institutions 

Tour Operators 

Other Traveler 
Accommodations 

Hotels and Motels Shellfish Farming 

Other Amusement 
and Recreation 

Industries 

Finfish Farming 

In addition, value chain analyses provide clear evidence of the potential for these 
industries to become an important cluster of industries that will enhance the 
regional economy and provide clear economic justification for the continued 
protection of sensitive wetlands in the LCW. Maximizing these opportunities will 
require integrating these potential clusters within the overall economic 
development plans for the three counties and other relevant jurisdictions. 

Finally, to enhance the success of an LCW based economic development strategy, 
the plan should consider including the creation of Conservation Community 
residential developments that meet the overarching goals of protecting the river i er 
and its surrounding wetlands and forests while creating new sustainable economic 
development opportunities and enhancing the resilience of tax revenues for local 
jurisdictions. 

Year 3 Stakeholder Engagement Process 
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https://planrva.org/wp-content/uploads/LCWPFinalMergedreportMay272020.pdf


           
          

              
   

           
   
              

           

           
         

            
            

          
           

            

          
         

             
            
           

   

           
              

            
           
           

             
         

        
 

           
           

             

            
          

             
             

           
            

             
 

           
          

              
             

            
    

            
              

             
            
            

              
          

         
 

          
          

               
   

            
   
               

          

            
          

 

       

            
          

             
             

           
            

             
 

           
          

              
             

            
    

            
              

             
            
            

              
          

         
 

          
          

               
   

            
   
               

          

            
          

 

       

            
          

             
             

           
            

             
 

           
          

              
             

            
    

            
              

             
            
            

              
          

         
 

          
          

               
   

            
   
               

          

            
          

 

Year Four (2019-20): Watershed Plan & Collaborative 

Year Four focused on initiating individual consultations with each of the three 
county governments and the three federally-recognized tribes active in watershed, 
as they would be the principal entities to advance the watershed plan. Additionally, 
a virtual Watershed Summit explored in more depth the draft themes and action 
priorities and what might be missing, whether any actions needed further 
refinement or presented challenges, as well as how the tribes and local 
governments would want to work with each other to advance goals for the 
watershed. 

Drawing on specific suggestions from the tribes and local governments, an 
additional day-long workshop was held to facilitate their relationship-building and 
collaboration. A key outcome of this workshop was a decision by the counties and 
tribes to formalize their partnership for advancing goals in the watershed through a 
MOU. Additionally, they decided on what work groups should be formed to 
implement the watershed plan. 

Led by IEN, the LCW project team conducted three additional tribal consultation 
meetings in Spring 2020 with the three tribes of the LCW. These included two in-
person meetings prior to the pandemic, and one consultation by phone after the 
pandemic began. The Project Team consisted of CZM, PlanRVA, IEN, and legal 
expertise and guidance provided by Virginia Coastal Policy Center (VCPC) at the 
College of William & Mary’s Law School, as well as general guidance on tribal 
consultation protocols by IEN-Subject Matter Expert, Chris Howell (Pawnee Nation 
of Oklahoma). These local government-tribal meetings asked the following 
questions: 

What are the tribe’s interests in the emerging watershed priorities? 
Are there other interests not represented in these emerging priorities? 
What do the tribes want local governments to know about them and how to best 
consult with them? 
How would they like to participate in future trainings and meetings associated 
with this project? 
What do they want or need to know about local governments in Virginia in order 
to better participate in local government decisions that impact them? 

Goals for this process included ensuring that tribal interests were respected and 
appropriately consulted by local governments in their decision-making process, and 
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developing a long-term partnership between state and local agencies and the tribal 
nations, to ensure that tribal interests are considered and reflected in state 
environmental impact statements, policy proposals and any other emerging 
elements that are developed during the LCWP work. 

Another Year Four action resulting from the stakeholder engagement work was the 
design and facilitation of the Tribal-Local Government Workshop training for local 
government administration and staff on working with tribes in the LCW, held on July 
22, 2020. Participants from local governments included county administrative 
officers, planning staff, and economic development staff. Topics for the workshop 
included but were not limited to: 

History of the tribes in the region. 
How can local governments today best consult and work with tribes? 
How the tribes might best work with, and provide input, to local government 
decision-making? 

Thirty-five participants across the tribes, federal, state, and local government(s), 
including PDCs, actively worked to listen and learn from each other and develop 
strategies for working together and advancing the project goals. 

The workshop was followed in August 2020 by the first Lower Chickahominy 
Watershed Summit, held virtually. The goals for the Summit were as follows: 

Prioritize the identified strategies from the Year Three stakeholder engagement 
work. 
Establish working groups. 
Enhance watershed networking between stakeholders including local 
government, non-governmental organizations private businesses, tribes, and 
community members. 
Find common ground among the numerous ideas generated during year three on 
improving the watershed’s ecological integrity and sustainable economic 
development. 
Determine next steps and feasible strategies for the nine core ideas resulting 
from the Year Three stakeholder engagement process. 

At the Watershed Summit, 30 participants representing 24 organizations 
deliberated about the strategies developed thus far and developed the following 
specific priorities across nine topics. 
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Local Planning and Ordinances 

Engage stakeholders in how local and tribal history can be integrated into each 
county’s Comprehensive Plans for both ecological significance and business 
opportunity. 

Physical Recreational Infrastructure 

Develop watershed-wide policies/programs to expand on the Virginia Capital 
Trail by creating spur trails heading north from the existing trail. 
Develop an app that provides all appropriate ecotourism opportunities and 
historic landmarks and other educational features. 

Sustainable River-Oriented Economic Development Opportunities 

Develop watershed-wide policies and programs that support using the river as a 
"soft" economic driver for activities such as ecotourism, ecological tours, 
fishing, and fish farming. 
Combine different types of tourism experiences to create larger tourist 
packages, such as combining winery and estate tours with ecotourism and 
“paddle and peddle” opportunities. 
Develop watershed-wide programs to educate residents and visitors about how 
economic development can be undertaken in a way to support ecological 
integrity and natural resources and to integrate into each county’s 
Comprehensive Plan. 

Data Improvement and Use 

Develop policies or programs to obtain water quality monitoring data relating to 
human use (e-coli), habitat and fish populations, and ensure that these 
monitoring costs are not borne by local businesses, through an MOU process 
with DEQ. 
Develop watershed-wide policies and programs for improving data on 
contiguous forest blocks. Increase geospatial mapping Improve natural 
resources data access, by developing watershed-wide policies and programs for 
improving data on contiguous forest blocks. 

18 



           
 

          
          

          
          

          
           

 
          

   

          
      

  

        
         

 
          

    
          

   

         
 

         
  
             

    

      

   

        

 

       

            
 

          
          

           
          

           
            

 
           

   

    

          
       

  

         

         
          

 
           

    
           

   

  

          
 

         
  
              

    

 

       

            
 

          
          

           
          

           
            

 
           

   

    

          
       

  

         

         
          

 
           

    
           

   

  

          
 

         
  
              

    

 

       

            
 

          
          

           
          

           
            

 
           

   

    

          
       

  

         

         
          

 
           

    
           

   

  

          
 

         
  
              

    

 

River Advocacy, Restoration, and Use of Recreation 

Increasing local river advocacy efforts through the creation of a “Friends of…” 
group. 
Increase river access via public access and trail easement agreements. 
Increase the quality and frequency of signage for river access. 
Strengthen or augment the existing MOU between VDOT and other state 
agencies to consider public access when planning bridge restoration work. 
Develop programs to better educate recreationists about water safety and to 
enforce existing safety and boating regulations and establish a buoy system for 
safety. 
Conduct a river carrying capacity assessment to better understand boat users 
and access points. 

Land Conservation and Purchase 

Enhance public education efforts for Family Legacy and Forest Conservation. 
Conduct Generation Next landowner education programs, emphasizing 
underserved communities. 

Protection of Tribal, Sacred, Cultural, Historic Sites and Traditions 

Develop watershed-wide policies and programs to systematically integrate tribal 
and other histories into public access points including family-owned fishing 
industries. 
Design and conduct a communications and outreach process with the three 
tribes of the LCW. 
Design and conduct training for local government administration and staff on 
working with tribes. 

Ecological Opportunities 

Establish policies to better support “living shorelines” for river restoration 
projects. 
Enable seasonal access where appropriate, including policies that promote low-
impact activities. 
Create “No wake” zones to mitigate the erosion on the living shoreline from foot 
traffic and larger waves. 
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Create an Ongoing LCW Partnership 

Work with the project SC and other interested stakeholders to develop a final 
policy proposal for consideration. 
Design, convene, and conduct a full-day invitational, the watershed-wide summit 
in 2021. 
Develop a Watershed Implementation Priorities Plan in Year Five (2021-2022) 
Make recommendations regarding infrastructure improvements that will support 
and encourage the growth of the ecotourism industry in the LCW counties. 
Maintain the project’s online web platform. 
Specify the goals of the partnership between tribes and governments. 

Creating a Framework for a Watershed Action Strategy 

Year Five (2021-22): Extended to March 2022: Lower Chickahominy 
Watershed Collaborative 

In Year Five, as a first priority, the Steering Committee began developing a draft 
MOU that would formally establish the Collaborative. Throughout the year, the core 
Collaborative signatories of three county governments and three tribes, as well as 
PlanRVA and HRPDC, reviewed and revised the MOU with the intention that the 
Collaborative would be beneficial to all signatories if it could be established to 
operate in perpetuity. While other watershed partners may sign on to the MOU as 
supporting cooperative partners, their signature is not required for their active 
participation in the Collaborative. 

History was made when all core signatories completed their review and signed the 
MOU to establish the Lower Chickahominy Watershed Collaborative in November 
2021, creating the first MOU in Virginia between tribal nations and local 
governments. Through this historic ground-breaking agreement, the Collaborative 
represents a long-term commitment by the parties to identify, establish, and 
implement an overarching vision for land use, land conservation, and economic 
priorities that support natural resource conservation. 
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Watershed Action Plan 

At the same time that the MOU was being developed, members of the Collaborative 
worked to refine the watershed priorities into a Watershed Action Plan. Following 
the establishment of the Collaborative, the core signatories formed a Steering 
Committee that began to meet, shape its method of work, and tackle the 
implementation of the Watershed Action Plan. The nine action priorities and 
strategies (page 18 - 20) identified during the prior years of outreach and 
engagement were combined into three major action workgroups with the initial key 
strategies shown below: 

Improve Physical Recreational Infrastructure + 
Enhance River Advocacy, Education, and Marketing 

Key Strategies 

Develop watershed-wide policies/ programs to expand on the Virginia 
Capital Trail by creating spur trails. 

Make recommendations regarding infrastructure improvements that 
will support and encourage the growth of the ecotourism industry in 
the LCW counties. 

Develop an app that provides all appropriate eco-tourism opportunities 
and historic landmarks/other educational features. 

Strengthen or augment the existing MOU between VDOT and other 
state agencies to consider public access when planning bridge 
restoration work. 

Develop programs to better educate recreationists about water safety 
and enforce existing safety and boating regulations and establish a 
buoy system for safety. 
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Support Sustainable Economic Development + Ensure 
Protection of Tribal, Sacred, Cultural, Historic Sites 
and Traditions 

Key Strategies 

Develop watershed-wide policies and programs that support using the 
river as a "soft" economic driver for activities such as ecotourism, 
ecological tours, fishing, and fish farming. 

Combine different types of tourism experiences to create larger tourist 
packages, such as combining winery and estate tours with ecotourism 
and “paddle and peddle” opportunities. This could also include a local 
ordinance, for example, if a County wants to encourage small inns, 
B&B’s, and small restaurants along the Capital Trail. 

Developing watershed-wide programs to educate residents and visitors 
about how economic development can be undertaken in a way to 
support ecological integrity and natural resources and to integrate into 
each county’s comprehensive plan. 

Develop watershed-wide policies and programs to systematically 
integrate tribal and other history into public access points including 
family-owned fishing industries. 

Engage stakeholders in how local and tribal history can be integrated 
into the three county Comprehensive Plans for both ecological 
significance and business opportunity. 

Support land acquisition along the Chickahominy River by the 
Chickahominy Tribe and the Chickahominy Indian Tribe - Eastern 
Division, to enable access to the river and space for pow-wows. 
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Promote Land Conservation and Landowner Education 
+ Increase Ecological Restoration and Stewardship 

Key Strategies 

Develop watershed-wide policies/ programs for improving data on 
contiguous forest blocks. Increase geospatial mapping and access to 
data. 

Enhance public education efforts for Family Legacy and Forest 
Conservation. Conduct Generation Next landowner education programs 
emphasizing underserved communities. 

Establish policies to better support “living shorelines” for river 
restoration projects. 

Establish policies that allow for seasonal access where appropriate, 
including policies that promote low-impact activities. 

Establish “no wake” zones to mitigate the erosion on the living 
shoreline from foot traffic and larger waves. 

To begin implementation of the Watershed Action Plan, the Collaborative’s Steering 
Committee formed three workgroups that included MOU signatories and non-
signatory watershed partners and stakeholders. Assigned to a set of action 
priorities, each workgroup met three times from fall 2021 through winter 2022 to 
further refine their priorities and strategies and develop clear work plans. At the 
first annual meeting of the full Collaborative in early February 2022, the 
workgroups presented three separate work plans. 
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Lower Chickahominy Watershed Collaborative Action Plan 
Implementation Work Plans 

Workgroup #1: Recreational Infrastructure 
+ Advocacy, Education, and Marketing 

First Steps 

Determine what is needed to further expand and connect the Virginia Capital Trail, such 
as the Courthouse to Courthouse extension. 
Contact at Dominion Energy, and pass contact info to the Work Group. All can help to 
support next steps. 
Determine progress and timeline of the Birthplace of America Trail/connection with the 
Capital Trail (currently stalled at where to cross Rt. 199). 
Explore with county and local DOT engineer how bridge improvements are prioritized 
and whether public access is considered. 
Learn what Brickyard Landing projects are being planned, and next steps, and 
determine if recommendations are needed. Additionally, ask about existing programs 
around boating safety already in place in James City County (pertaining to a different 
group priority). 
PlanRVA will connect with Va Tourism re: possibilities for funding for the app, or any 
other resources/recommendations she might have. 
CZM Coastal Policy Team will discuss at its next meeting how many bridges are in play 
within the watershed, and what group is the best place to handle this issue? 

Longer-term Actions 

Develop a list and map of park access points for all abilities, and include on app. Explore 
within member organizations what the possibilities would be for this; also seek input 
from the community on sites that may not be known. Timeline: first 6 months of 2022. 
PlanRVA will work on ecotourism infrastructure (road and stream analysis), to identify 
gaps, including identification of “hot spots” for starting and ending points for a water 
trail. Timeline: 9-10 months. 
PlanRVA: After conducting an inventory of public access sites for a “resilience audit,” 
create a list of recommended projects for infrastructure improvements. Timeline: 9-10 
months. 
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Workgroup #2: Land Conservation + 
Ecological Stewardship 

Reach out to local Soil & Water Conservation District (SWCD) to see what kind of group 
might attend the planned Generation Next (GN) workshop and to explore the idea of 
moving one of the two GN workshops to the Forestry Center in New Kent. Also connect 
with the Black Family Land Trust about the GN workshops. 
Schedule education workshops on heirs’ property issues. 

With agency partners, PlanRVA and CZM will map historically underserved populations 
(fine tune maps being produced by others - e.g. EJ Screen), with the goal of connecting 
these populations to resources to ensure their access to the coast. Data collection and 
preliminary mapping by CZM and PlanRVA staff will start now, with potential CZM 
funding starting in Oct 2023. 
PlanRVA, in collaboration with CZM and DCR, will map heat islands to better understand 
where green infrastructure/trees may be needed. 
Compile data already available on contiguous forest blocks, to avoid replication of work 
already completed. Add to already available data if possible (could be something simple 
like a Google doc/ spreadsheet). 
PlanRVA, working with CZM, will assemble organizations who have access to land 
acquisition funding to meet separately, to coordinate and collaborate on who could 
match whose money to support land acquisition and to identify specific parcels to go 
after: DWR, DCR, CZM, VOF, (TNC-not active in LCW), land conservancies, and local 
government land conservation program contacts. 
Work with VA United Land Trusts (VAULT) and Virginia Land Conservation Foundation 
(VLCF) on a legislative initiative, with Cultural Heritage Partners, LLC, so that tribes may 
become eligible for receiving funding from state VLCF funds for acquiring land, without 
having to go through an intermediary (2022 General Assembly). 
CZM will explore how to establish a living shoreline Community of Practice for the Lower 
Chickahominy Watershed. Contacts have already been made through the James River 
Living Shorelines Collaborative. Timeline: 1 year, following completion of their NFWF-
funded training program. Defer to JRA. 
JRA Living Shoreline Collaborative and Colonial SWCD will advance living shorelines. 
Identify sites where living shorelines are possible, then identify landowners and educate 
landowners about the opportunity for living shorelines. Then develop a template site-
specific plan for living shorelines and find funding to support. Find ways to match 
landowners with existing resources. 

First Steps 

Longer-term Actions 
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Workgroup #3: Sustainable Economic 
Development + Protection of Tribal Sites 

First Steps 

Determine what signage currently exists at Chickahominy Wildlife Management Area 
(WMA). 
CZM will coordinate a call with LCW tribes and VT re: fish farming, aquaponics, and 
shoreline stabilization. Set up a call with Cooperative Extension regarding funding for a 
tribal aquaculture liaison staff position. 

Longer-term Actions 

Plan RVA will create a list of which canoe and kayak launches need repair, as part of a 
grant associated with Water Trails (necessary improvements due to climate change). 
Timeline: 9-10 months 
CZM and DHR will meet with Tribal reps to discuss a list of possible signage sites not 
associated with plantations. Timeline: Spring 2022 
PlanRVA will inquire with the three counties about the timeline of their next Comp Plan 
updates, reminding them of this goal and inquiring how PlanRVA and LCWP can provide 
the information needed to integrate local and tribal history into their next Comp Plan 
update. Invite their planners to attend this workgroup. 

Finally, an Annotated Tribal-Local Government Directory also was developed by IEN in 
response to guidance from the Steering Committee and presented at the February Summit. 
The goal of this Directory is to assist in building an ongoing long-term relationship between 
the three tribes and three county governments. 



   

           
          

          
        

          
          

        
          
        

           
       
          
      

         
        

           
  
          
    
       

       

            
            

            
   

  

    

             
             

             
    

   

             

           

            

         

            

            

          

            

         

 

             

        

            

       

           

         

             

   

            

     

         

        

 

    

             
             

             
    

   

             

           

            

         

            

            

          

            

         

 

             

        

            

       

           

         

             

   

            

     

         

        

 

    

             
             

             
    

   

             

           

            

         

            

            

          

            

         

 

             

        

            

       

           

         

             

   

            

     

         

        

 

Internal Organizational Action Plan 

Based on the five years of collaboration, outreach, and engagement to create the 
LCWC, the PlanRVA and HRPDC project team developed the following action items to 
guide their ongoing support of the Collaborative and its goals for ecologically sound 
development in the watershed. 

Internal Organizational Recommendations 

1. Continue to work on adding supporting cooperative partners to the MOU, such 

as the National Park Service and Captain John Smith Water Trail. 
2. Hold an annual LCW Summit to showcase progress and advancements in 

ecological integrity and sustainable business practice in the watershed. 
3. Extend NOAA funding for specific project implementation activities in the LCW. 
4. Assist the three tribes in the LCW by supporting LCW projects. 
5. Increase the involvement of state agencies in LCW activities. 

a. Utilize the Department of Forestry’s New Kent Forestry Center for river 

access and other supporting activities like Generation Next landowner 

training. 
b. Expand the visibility and use of the LC Wildlife Management Areas through 

added cooperation with the Department of Wildlife Resources. 
c. Revise the Department of Historic Resources Code to better characterize and 

protect tribal sites and their cultural legacy. 
d. Apply for Department of Tourism grants to expand sustainable business 

opportunities such as ecotourism and “paddle and peddle” packages. 
6. Focus on federal and state resources for land conservation, water quality, and 

sustainable business opportunities. 
a. Earmark funding from the Virginia Land Conservation Fund for the LCW 

including identified historic tribal lands. 
b. Increase river access points through identification and implementation 

efforts, particularly with any VDOT bridge restoration projects. 
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Ecotourism Opportunity StoryMaps 

As part of the 5-year effort on the natural resources present in the LCW, PlanRVA 
staff produced story maps to display existing eco-tourism infrastructure in the 
watershed and report the findings. Each of the three counties boasts some of the 
most unique and valuable natural resources in Virginia. As stated above, the LCW 
consists of healthy streams, forested lands, and open spaces that are home to 
distinct native flora and fauna of the tidal fresh zone of coastal Virginia. Given these 
distinctive attributes and the three counties prime location in the region, the LCW is 
experiencing suburban development pressure in Virginia's coastal plain. These 
story maps promote the development of various strategic approaches to harnessing 
both the ecological and economic value in the watershed. 

The following story maps provide a detailed eco-tourism infrastructure inventory 
for LCW by county. This inventory highlights the existing public access sites that 
contribute to the eco-tourism industry. The inventory allows PlanRVA staff and 
other project partners to pinpoint opportunities for growth to increase both the 
ecological and economic value in the county. The links to the three story maps are 
shown below: 

New Kent StoryMap Charles City StoryMap James City StoryMap 
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A Call to Action 

The Lower Chickahominy Watershed Project (LCWP) represents a remarkable 
collaborative effort to advance both ecological integrity and sustainable business 
opportunity. The development of a landmark MOU between local governments and 
tribes to establish a long-term joint commitment to the protection of the watershed 
is unique. Working together with numerous other watershed stakeholders, the three 
counties and three tribes have demonstrated vision and leadership for mutual 
benefit. Continued progress to achieve the project’s goals will take further 
commitment and effort by all parties. 

Overcoming the ever-present shifting of organizational and project priorities of 
MOU signatories and stakeholders will take perseverance but will reward 
participants with a stable, healthy watershed, protection of ecologically important 
resources, and continued sustainable business opportunities for decades to come. 
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Appendix One 
Full Names of Project Leads, Partners, and Important Stakeholders 

Project Team 

PlanRVA, Sarah Stewart, Rebekah Cazares 

HRPDC, Ben McFarlane 

CZM, Laura McKay, Jefferson Flood 

Institute for Engagement & Negotiation at the University of Virginia, Tanya Denckla 

Cobb. Kelly Altizer, J. Michael Foreman 

Outreach Committee 

Capital Region Land Trust, Parker Agelasto 

Historic Virginia Land Conservancy, Patrice Sadler 

Hampton Roads Planning District Commission, Ben McFarlane 

Virginia Department of Wildlife Resources, Becky Gwynn 

Virginia Department of Forestry, Terry Lasher 

Virginia Department of Conservation and Recreation – Division of Natural Heritage, 
Joseph Weber 

Virginia Tourism Corporation, Staci Martin 

Virginia Commonwealth University, Todd Janeski 
James River Association, Justin Doyle 

The Nature Conservancy, Andy Lacatell 

Tribal Parties 

Chickahominy Indian Tribe, Chief Stephen Adkins, Tribal Environmental Director 

Dana Adkins 

Chickahominy Tribe - Eastern Division, Chief Gerald Stewart, Tribal Environmental 
Director Jessica Phillips, and Tribal Council woman Doris Austin 

Pamunkey Indian Tribe, Tribal Natural Resource Manager Warren Taylor and Tribal 
Cultural Resource Director and Museum Director Shaleigh Howells 
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Appendix Two 
Abbreviations 

PlanRVA – Richmond Area Planning District Commission 

HRPDC – Hampton Roads Planning District Commission 

DEQ – Virginia Department of Environmental Quality 

CZM – Virginia Coastal Zone Management Program 

VDOT – Virginia Department of Transportation 

DCR-DNH –Virginia Department of Conservation and Recreation, Division of Natural 

Heritage 

HUC – Hydrologic Unit Code 

NOAA – National Oceanic and Atmospheric Administration 

IEN – Institute for Engagement & Negotiation at the University of Virginia 

MOU – Memorandum of Understanding 

MOA – Memorandum of Agreement 

LCW – Lower Chickahominy Watershed 

LCWP – Lower Chickahominy Watershed Project 

LCWC – Lower Chickahominy Watershed Collaborative 

CIED – Chickahominy Indian Tribe – Eastern Division 

VEVA – Coastal Virginia Ecological Value Assessment 

SC – LCWP Steering Committee 

OC – LCWP Outreach Committee 

Project Team – PlanRVA, HRPDC, IEN 
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Appendix Three 
LCW Memorandum of Understanding 
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