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FOREWORD
The community of Bucksport has a history of long-term planning, investment in its infrastructure
for the benefit of its residents, and a community full of residents who are willing to step forward
and help. The mill years provided a strong foundation for the community and while the closure in
late 2014 was a blow – it was not a fatal one thanks to the planning of the community and the
resiliency of its residents.
The mill closure saw the emergence of new local groups working for a bright future for
Bucksport, as well as additional efforts by organizations already in existence. The stalwart local
businesses that stayed the course following mill closure have been joined by many new
businesses that have come to call Bucksport home.

Photo Credit: Christopher Grindle Photography

The town has also had the good fortune to partner with agencies willing to help Bucksport reinvent itself. The A.D.A.P.T. plan is the result of an EPA area-wide planning grant received
through Eastern Maine Development Corporation. With the assistance of Elan Planning, Design,
and Landscape Architecture, property owner American Iron and Metal, Economic Development
Director Rich Rotella, state and federal partners and many Bucksport area residents the
A.D.A.P.T. plan incorporates the ideas of many. This plan will provide a framework for future
development not only at the former mill site – but in connecting that development in a
complementary way to the rest of the Bucksport community.
We look forward to the next chapter of Bucksport. The former mill site will include a world class
land-based aquaculture facility, a power generation facility, a Maine Maritime Academy campus
for mariner training and expanded port operations. We now have a plan for future development
that ties the former mill site development to a vibrant & diverse year-round community with a
thriving downtown, expanded waterfront amenities, business development, and more. I invite
you all to help with turning this plan into a reality. Bucksport is alive and well and embracing its
future with open arms.

Sue Lessard
Bucksport Town Manager
November 2018
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1. Project Overview
The economy of Eastern Maine was for years dependent upon the forest
products and papermaking industry. In recent years, however, new economic
realities emerged as five mills in the region closed – including the Verso Paper
Mill in Bucksport. The mill shut its doors for the final time in 2014 ending 84
years of papermaking in the community and putting 570 people out of work.
Yet the Bucksport story did not end there like many other factory towns. The
closure of the mill in Bucksport led to an outgrowth of community initiative,
fueled by a desire to maintain the quality of life and prosperity in the Town.
Amidst these efforts emerged a purchaser of the mill property, setting the
stage for the property’s redevelopment into productive economic use.

A.D.A.P.T. Bucksport

1

American Iron & Metal (AIM) purchased the property in 2015 with intentions to
dismantle and recycle much of the existing facility and ultimately redevelop the
property. AIM and the Town of Bucksport established a close working
relationship that grew into a joint effort with Eastern Maine Development
Corporation (EMDC) to plan for the future of the former paper mill site. In 2017,
EMDC secured a grant from the U.S. Environmental Protection Agency
through its Brownfields Area-Wide Planning Program to work with the
community, AIM, and other stakeholders to develop a redevelopment plan and
implementation strategy for the former Verso Paper Mill area.

The following “AIM Development Action Plan for Tomorrow” or “A.D.A.P.T.
Plan” presents a vision and roadmap for building off Whole Oceans as an
anchor for redeveloping the Project Area while leveraging the project for
communitywide economic development and quality of life improvements. The
plan includes the following outcomes:









Analysis of the physical conditions of the area
Identification of economic and market opportunities
Port feasibility assessment
Public outreach process to build a vision and goals
Master redevelopment plan for the project area
Plan recommendations and action items
Implementation strategy to achieve success

About the EPA Area-Wide
Planning Program

The Former Verso Paper Mill in Bucksport. Credit: Portland Press Herald

In the midst of the planning process, a substantial aquaculture development
project was announced. Whole Oceans is planning a 370,000 square foot
state-of-the-art land-based aquaculture facility for a significant portion of the
Project Area. The facility will be one of the first of its kind in the nation, placing
Bucksport and Eastern Maine at ground zero for an industry expected to have
enormous future growth. As a result of the planned development, the
A.D.A.P.T. planning process examined opportunities to build off of the facility
as a redevelopment anchor through the exploration of spinoff economic growth
related to Aquaculture.
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EPA's Area-Wide Brownfields Planning
Program assists communities in
responding to local brownfields
challenges, particularly where multiple
brownfield sites are in close proximity,
connected by infrastructure, and limit
the economic, environmental and social
prosperity of their surroundings. The
program provides grant funding to communities so they can perform the
research needed to develop an area-wide plan and implementation strategies
for brownfields assessment, cleanup, and reuse. The resulting area-wide plans
provide direction for future brownfields area improvements that are protective
of public health and the environment, economically viable, and reflective of the
community's vision for the area.

Project Methodology

Local Context

The planning process was designed to maximize engagement of community
residents to ensure that the vision and plan for the Project Area respects the
needs, concerns, priorities, and ideas of the local community. The public
engagement process is detailed in Chapter 2.

The Project Area is within close proximity to several notable places and points
of interest that are important to consider in the redevelopment planning
process.

To supplement the community and stakeholder input, a team of experts
inventoried and analyzed the Project Area and its surroundings. A consulting
team made up of firms specializing in Planning, Community Engagement,
Engineering, Environmental Analysis, Port Development, and Economic
Development worked closely with a Local Advisory Committee throughout the
process. AIM, the private owner of the property in the Project Area was
represented on the Advisory Committee to assist in aligning the community’s
vision with the company’s plans for the property.

Bucksport boasts a walkable Main Street featuring a mix of shops and
restaurants, some of which include residential apartments on the upper floors.
The historic Alamo Theatre is located on Main Street and screens a mix of
films every weekend. While Main Street has some vacancies, it has been
rejuvenated since the closing of the Mill due in large part to the formation of a
dedicated Main Street Bucksport organization that promotes a vibrant business
environment by supporting and attracting businesses. The Project Area is
located at the western end of the Main Street corridor within walking distance.

Main Street

2. Project Area
Regional Context
Bucksport is strategically
positioned in the Eastern
Maine region with relatively
easy access to key
population centers and points
in all directions. The town is
approximately 14 miles from
the City of Bangor, which has
a population of 32,000
making it the largest city in
the region. The Bangor Metro
Area is a major employment
and commerce hub in the
region and home to several
large educational and medical
institutions. The Town is
located at the head of the Penobscot River, which provides a navigable
channel between Bangor and the Atlantic Ocean. The Town is also an hour
from Acadia National Park in Bar Harbor and located on the scenic Route 1
Route following the coast of Maine.
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Main Street Bucksport features small shops and restaurants.

Waterfront
Bucksport’s Main Street is adjacent to its waterfront area on the Penobscot
River. An attractive Waterfront Walkway path runs for a mile along the
waterfront and serves as an amenity for both residents and visitors. The
walkway includes historic plaques, public restrooms, gazebos, water fountains,
pedestrian lighting, and picnic tables. The path runs from Hannaford
Supermarket on the east end to the fuel pier peninsula in the Project Area on
the west end. Redevelopment of the Project Area may offer an opportunity to
extend the walkway.

A.D.A.P.T. Bucksport
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Also along the waterfront is the Town Dock and Marina. The 260’ public dock
can accommodate small cruise ships. The marina offers seasonal or transient
slips for vessel docking and has approximately 40 slips with vessels typically
ranging up to 40 feet. The facility has electricity and water hook ups.

Verso Log Yard
Verso maintained ownership of a log yard that is adjacent to the landfill
property, but outside of the Project Area. The yard is currently being used as
place for harvesters to sell wood for processing and ultimate use in the
company’s mill in Jay.

Silver Lake
Silver Lake is major natural and recreational resource providing drinking water
to the Town of Bucksport. Project Area properties have entitlements to use
freshwater from the Lake for industrial purposes. Along the eastern shore of
the Lake is a park featuring hiking trails open to the public. On the west side of
Silver Lake is a canoe and kayak landing and will be home to additional trails
in the future. The lake is connected by aqueduct with Alamoosook Lake.

Bucksport Waterfront Walkway with Fuel Dock, Penobscot Narrows Bridge
and Observatory, and Fort Knox in background.

Fort Knox & Penobscot Narrows Bridge and Observatory
The Fort Knox historic site is located directly across the river from the Project
Area. The 19th century fort attracts over 100,000 visitors every year and is
located on the heavily-traveled U.S. Route 1 tourism route along the coast.
Adjacent to the fort is the relatively new and iconic Penobscot Narrows Bridge
and Observatory that offers 360-degree views of the Penobscot River and Bay
from a height of 437 feet. Together, U.S. Route 1, the fort, and the observatory
are a major tourism asset that may offer future economic opportunities for
Bucksport and the Project Area.

Buckstown Heritage Park
The 63-acre industrial park is located just off of U.S. Route 1 and features
water and sewer, three-phase power, and free land for qualifying businesses.
The Park permits manufacturing uses and service business that support trades
associated with various forms of contracting, fabrication, and testing. The Park
has lots available for new businesses and is an ideal location for businesses
that are complementary to the future redevelopment uses in the Project Area.
It is currently home to several seafood-related and other businesses including
a boat building operation.
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Silver Lake is an important water supply and recreation asset. Source: Town
of Bucksport

Dead River Company/Webber Tanks
Dead River Company, located across River Street from the former mill site,
specializes in the shipping of fuel oil and propane. The company leases the
fuel pier from AIM and imports fuel through the fuel pier from the periodic
docking of an Irving tanker ship.

Sprague North Site
The 11-acre privately-owned “Sprague North” site, currently vacant, is located
off of Route 15 with frontage onto the Penobscot River. The site’s river
frontage features a pier with a usable berthing space The property is directly
adjacent to the Project Area and there may be an opportunity to catalyze
development of this site through the redevelopment of the Project Area.
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Project Area
The Project Area, owned almost entirely by AIM, is approximately 274 acres
and includes the site of the former Verso paper and pulp manufacturing
facility, a 106-acre privately-owned landfill, an active fueling dock, a large
surface parking lot, a former milll fitness center, and other ancillary land
owned by AIM. A map of the study area is provided on the following page.
The Project Area has a long industrial history and, together with other nearby
industrial properties, is known as the “River Road Industrial Area.” The
property is served by a rail spur that connects the site to the statewide rail
network in Bangor. Additionally, the Project Area has significant frontage on
the Penobscot River that provides marine transportation options to the Atlantic
Ocean and northward to the City of Bangor. Importantly, the Project Area is
directly adjacent to deep water, which could potentially allow the site to
function as a fully active deep-water port. State Route 15 (SR 15), a major
road corridor, connects the Project Area and Town of Bucksport to the Bangor
metro area.
The Project Area is served by an impressive array of infrastructure assets. In
addition to deep-water adjacency and rail connection, the site features a
power generation plant that was once used to power the paper manufacturing
activities on the site. Today, the energy plant is still operational and functions
as a “peaking” plant to provide additional electrical capacity to the power grid
during high demand times. The plant has long-term economic value in and of
itself, as well as to future uses located in the Project Area. Other assets
include millions of gallons of freshwater supply from the Silver Lake system
for industrial uses, municipal water and sewer, steam generation potential, a
landfill with capacity, high- and low-pressure natural gas, and redundant highspeed broadband. These assets are discussed further in the Existing
Conditions chapter.
Since purchasing the property, AIM has performed significant demolition work
in the process of salvaging and recycling metal from the former facility. The
buildings directly associated with the former manufacturing activities have all
been removed from the site. Additionally, an on-site industrial wastewater
treatment facility was closed and removed. An overview of the physical
conditions of the site after the first phase of demolition is shown to the right.
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Wood wharf with DEP barge and with power facilities in background.
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3. Review of Existing Resources



As part of the planning process, the project team reviewed the following local
and regional studies, plans, and documents. The purpose of the review was to
identify any relevant findings or strategies for the Area-Wide Plan to ensure
that the plan’s recommendations and redevelopment concept align with
existing priorities and strategies and that they support and capitalize on
regional and state initiatives. Some of the key documents reviewed include:
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Town of Bucksport Comprehensive
Plan (2017) - The Verso Paper Mill
closed during the period in which the
plan was completed, but the plan
highlights impacts of the mill closings
and long-term issues and needs to be
addressed in the community, both
related to the mill and otherwise. The
results of public input surveys that were
conducted as part of the
comprehensive planning process were
also reviewed.





Maine DOT Eastport and Searsport Intermodal Commodity
Studies (2017) – Maine DOT recently released studies that examined
the opportunities and constraints for future growth and utilization of
the Eastport and Searsport port facilities. These opportunities and
constraints have direct relevancy to the potential opportunities to
create an operational deep-water port in the Project Area. These
findings are discussed in greater detail in the Economic Opportunities
Chapter.
Phase I & II Environmental Assessments (2017-2018) – A Phase I
ESA was completed by Campbell Environmental Group (CEG) and
provides a thorough review of the land use and activity history of most
of the Project Area to identify potential areas of contamination. A
Phase II Assessment was undertaken during the course of the
A.D.A.P.T. Plan which provided the results of on-site testing activities
based on the findings of the Phase I Assessment.

Introduction



Bucksport Bay Futures, Hancock County Planning Commission
(2017) – The Bucksport Bay Futures project was undertaken by the
Hancock County Planning Commission to enhance collaboration
between Bucksport and its neighboring communities on common
interests and opportunities. The project analyzed population,
environment, economy, and land use.
Bucksport Heart & Soul – Bucksport Heart and Soul is a grassroots
community initiative with volunteer members that interviews more
than 200 people in the community to identify what community
members value about the Town of Bucksport.
Maine Forest-Based Economy: Report of the Economic
Development Assessment Team (2017) – This federal EDA report
contains the findings of a task force that visited Maine to identify
opportunities to strengthen the state’s forest economy in response to
the decline in the industry. Eight strategies were developed including
undertaking additional research, commercializing new products,
redeveloping vacant mill sites, and others.
Eastern Maine Comprehensive
Economic Development Strategy
(CEDS), Eastern Maine
Development Corporation (2016) –
This plan to grow the region’s
economy was based on EMDC’s
“Re-Engineering the Region” effort,
and is being used to guide economic
development efforts in Eastern
Maine. The strategy identifies the
most significant economic issues
facing the region and presents key
assets for opportunities, including
natural resource asset base, ingenuity and innovation, manufacturing
and production, tourism and hospitality, and bioscience and
healthcare.
Maine Integrated Freight Strategy. Maine DOT (2017) - The state’s
freight strategy provides an understanding of the freight transportation

issues facing the state and presents solutions and recommendations.
The strategy recognizes the potential for a new port to be developed
in Bucksport as a result of the mill closure.
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Bucksport Town Code Land Use Regulations (2017) – The town’s
zoning regulations were reviewed to understand the uses currently
allowed or prohibited in the Project Area. The Bucksport Harbor
Management Ordinance, last updated in 2006, was also reviewed as
the regulatory context for activities in the town’s harbor.
Bucksport Walk Bike-Ped Hazard Inventory (2017) – The inventory
documents problem areas along key routes with respect to pedestrian
and bicycle transportation. These problems include pavement
condition, availability of sidewalks, physical barriers, crosswalks, etc.
One problem area is adjacent to the Project Area where the curve of
North Franklin St. does not have a sidewalk.
Multi-Modal Corridor Management Plan for the Eastern
Penobscot Corridor Update (2016) – The plan focuses on the
Eastern Penobscot Corridor (including the Route 15 corridor between
Bucksport and Bangor) as a framework for long-range transportation
planning for Maine DOT and local municipalities. The report
inventories existing transportation infrastructure and systems
including highways, rail, marine transportation, ferries, air
transportation, bicycle and pedestrian facilities, and others. The plan
presents recommendations and investment strategies.
Re-Engineering the Region: Leveraging Emerging Opportunities
(2015) – This report was commissioned by Eastern Maine
Development Corporation to analyze economic challenges and
opportunities, and specifically to analyze industry supply chains to
identify opportunities and develop recommendations. These
recommendations helped inform the Comprehensive Economic
Development Strategy (CEDS).




The Hancock County Economy: Where Are We Now? Robert
Roper, University of Maine (2012)- This presentation was prepared
for the Hancock County Business Conference & Trade Show in
Ellsworth, and provides an overview of the county’s economy.
Penobscot Narrows Transportation Plan (2006) – While the Plan
pre-dates the closing of the paper mill, it is still a valuable resource
that identifies major assets in four towns, including Bucksport, and
how they can be packaged to accommodate a variety of
transportation modes. The plan makes several recommendations for
Bucksport, some of which have already been implemented.

Overall, key findings from the review of these documents indicate that:




The Project Area is Well-Suited for Industrial Redevelopment




A Deep-Water Port Should be Explored for Regional Economic Asset



The Plan Should Factor in Previously Identified Regional Issues and
Opportunities

Planning Efforts Should Consider and Align with Local Issues,
Priorities, and Recommendations Identified in Bucksport’s
Comprehensive Plan
There are Economic Opportunities and Constraints that Will Factor
into Redevelopment Planning

The findings from the document review are discussed in greater detail in
Appendix A.

Working Waterfront Protection Tools. CEI (2013) - This
presentation outlines the tools available to municipalities in Maine to
protect their working waterfronts including the Working Waterfront
Access Protection Program (WWAPP), Current User Tax Law (CUT),
and Comprehensive Plans.
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PUBLIC ENGAGEMENT
1. Introduction
A number of outreach and engagement techniques were used to gather input
from community members and stakeholders to help develop a vision, goals,
and recommendations for the Area-Wide Plan. The planning process was
community-driven to result in a final plan that reflects the community’s vision
and priorities, while responding to the opportunities and realities identified in
the existing conditions analysis.
The methods used to engage the public and stakeholders included an advisory
committee made of up local residents, business owners, town officials,
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property owners, and other key stakeholders; a project website and social
media outreach; stakeholder interviews and focus groups; a public “initial
ideas” open house; a second open house to provide input on draft ideas; and
an online public input survey. These are discussed in further detail in this
chapter along with the key themes that emerged from the engagement
process.

2. Local Advisory Committee

3. Project Website & Social Media
A project website (www.ADAPTBucksport.com) and Facebook Page were set
up as a way to share information and updates about the project, as well as to
collect input and ideas from community members. The Facebook page had
approximately 150 regular followers although the “reach” of some posts was
over 2,500 (indicating how many people saw ADAPT Bucksport posts). The
Facebook page was also used to promote the online public input survey.

A Local Advisory Committee was assembled by the Town of Bucksport and
Eastern Maine Development Corporation (EMDC) to help guide the process
and plan outcome. The list of committee members is included below:
Susan Lessard | Town Manager
Richard Rotella | Community & Economic Development Director
David Keene | Mayor/Council Chair
Michael Ludwig | Eastern Maine Development Corporation
AmyJean McKeown | U.S. Environmental Protection Agency
Jeff McGlin | American Iron & Metal (AIM)
Jennifer Fortier | Whole Oceans
Leslie Wombacher | Bucksport Bay Area Chamber of Commerce
Brook Minner | Main Street Bucksport
James Boothby | Regional School Unit 25
Nancy Minott | Bucksport Heart & Soul
John Paul LaLonde | Bucksport Heart & Soul
Christopher Johnson* | Bucksport Heart & Soul/Planning Board
Jef Fitzgerald | Town Assessor/Bucksport NEXT
Mike Ormsby | Bucksport Harbor Master
Anne Krieg* | Hancock County Planning Commission
Tom Martin* | Hancock County Planning Commission
Jen Boothroyd* | Hancock County Planning Commission
Andrea Lasselle | Maine Department of Environmental Protection
*Former Committee Members
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The project website provided background information, draft plan materials, a FAQ
section, and ways to share ideas and comments with the Project Team

4. Stakeholder Interviews and Focus
Groups
The project team conducted an extensive number of interviews, both in person
and by phone, with a wide variety of stakeholders including community groups,
business owners, town officials (present and former), economic development
experts, state agency representatives, utility providers, property owners, and
other stakeholder representatives. Additionally, an economic development
focus group was held with several members of the Eastern Maine
Development Corporation (EMDC) to brainstorm issues and opportunities
related to the redevelopment of the Project Area within a regional economic
development framework. The input from the stakeholder interviews was used
to help develop the existing conditions analysis and will help inform the
creation of a vision for the Project Area, along with goals and
recommendations.

The Project Team was given a tour of the site from the Penobscot River by
Harbor Master Mike Ormsby

=\

ADAPT Bucksport Stakeholder Interview List
Na me

Affi li a ti on

Andrew Ba rrowma n Ba ngor Na tura l Ga s
Brook Mi nner

Ma i n Street Bucks port

Cha d Ca ron

Dea d Ri ver Compa ny

Cheri Domi na

Grea t Pond Mounta in Cons erva ti on Trus t

Chri s Johns on

Bucks port Hea rt a nd Soul

Da rl ene Ligor

Pa n Am Ra i l wa ys

Da vid Col e

El ls worth Ci ty Ma na ger (Formerly with EMDC a nd MDOT)

Da vid E. Mi cha ud

Bucks port Wa s tewa ter Trea tment Pla nt

Da vid Gel ina s

Penobs cot Ba y & Ri ver Pi l ots As s ocia ti on

Da vid Keene

Ma yor, Town of Bucks port
Communi ty Devel opment Director a t Town of Orono (Former Bucks port
Economic Devel opment Director)

Da vid Mi l a n
Da vid Veja r

Na ti ona l Ocea nic a nd Atmos pheri c Admi ni s tra ti on (NOAA)

Dewey Al l is on

Ma i ne Fiber Compa ny

Dr. Ha bib Da gher

Adva nced Structures a nd Compos ites Center, Uni vers i ty of Ma ine

Dr. Sta n White

Uni vers ity of Ma i ne

Eric Joha ns on

SUNY Ma riti me

Ja mes Boothby

Superintendent, Regi ona l School Unit 25

JB Turner

Front Street Shi pya rd

Jef Fi tzgera ld

Town of Bucks port As s es s or/Bucks port NEXT

Jeff McGl i n

Ameri ca n Iron & Meta l (AIM)

Jen Boothroyd

Ha ncock County Pla nni ng Commi s s ion

John Leith Smith

Ma i ne Hi s tori c Pres erva ti on Commis s i on

John Pa ul La Londe

Bucks port Hea rt a nd Soul

La toya Jones

Hurtgruten Crui s e Li nes

Leon Seymour

Friends of Fort Knox

Les l ie Womba cher

Bucks port Ba y Area Cha mber of Commerce

Levi Ros s

Dea d Ri ver Compa ny

Ma rti n Grimnes

Arca di a All i a nce/Front Street Shi pya rd

Megha n McGovern

Na ti ona l Ocea nic a nd Atmos pheri c Admi ni s tra ti on (NOAA)

Mike Dunn

Ameri ca n Crui s e Line

Mike Huds on

Ma i neDEP

Mike Orms by

Bucks port Ha rbor Ma s ter

Na ncy Mi nott

Bucks port Hea rt a nd Soul

Na tha n Ga ndy

Ma i ne Ma ri ti me Aca demy

Pea rl Swens on

Bucks port Ba y Hea l thy Communi ties

Ri cha rd Ca mpbel l

Ca mpbell Environmenta l Group (CEG)

Ri cha rd Rotel la

Communi ty a nd Economi c Development Di rector, Town of Bucks port

Sa ra Ma rtin

Bucks port Ba y Hea l thy Communi ties

Steve Bol duc

Ba ngor Economic Devel opment Depa rtment

Sus a n Les s a rd

Town Ma na ger, Town of Bucks port

Tom Ma rtin

Ha ncock County Pla nni ng Commi s s ion
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5. Community Open Houses
Two public open house events were held throughout the planning process to
collect public input to shape and guide the plan. The format of the open houses
was informal with poster boards set up in a large room with members of the
project team available to answer questions and discuss ideas. The boards
featured several stations that asked participants to respond to specific
questions. Input was gathered through comments written on post-it notes, the
rating of different options using dot stickers, preference selection of multiple
options, indicating specific things on a map, and through other techniques.

6. Online Survey
An online survey was used to collect public input from those unable to attend
the “initial ideas” open house. The online survey included the same questions
that were presented at the public open house. The survey was advertised on
the Project Website, the Facebook Page, and on project partner websites and
social media platforms.
Participants in the first open house had the opportunity to learn about the
project and provide thoughts and ideas for the future of the Project Area.

The first open house held in October 2017 shared preliminary analysis findings
and asked community members to share redevelopment ideas, thoughts on a
vision for the Project Area, what the goals and outcomes of the plan should be,
and what their priorities are. This input was used to craft a draft vision
statement, set of goals, redevelopment master plan, and recommendations. A
second open house event in June 2018 offered community members the
opportunity to view and provide feedback on the draft components. Input from
this open house was used to refine the master plan and recommendations.
Example question from the online public input survey
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7. Summary of Community Input
The public engagement process collected a wide variety of views and opinions
about the future of the site and the community as a whole. Despite these
varying and sometimes conflicting views, common elements emerged as
shared concerns, priorities, and visions for the Project Area.

Redevelopment Concerns & Issues
One of the most common concerns about the redevelopment of the Project
Area was the perceived threat to the natural environment, including water
quality impacts to the Penobscot River (and quantity in Silver Lake) and air
quality from potential future polluters. The concerns suggested that clean
industries and environmentally-friendly approaches were necessary to
incorporate into planning for the future of the Project Area.
Community members also expressed strong feelings about not changing what
they love about their town – it’s small, quaint, waterfront charm. As a result, the
plan incorporated strategies for maintaining the character of the town’s Main
Street business district. Community residents also strongly desired
redevelopment that is attractive and in keeping with the community character,
especially as visible from River Road.

Community members of all ages were asked to share their vision for the
future of the Project Area.

Opportunities & Challenges
The opportunities and strengths for redevelopment identified by community
members included taking advantage of the site’s tremendous infrastructure
assets. Many identified the potential for a deep-water port as an opportunity to
capitalize on. Many also highlighted the town’s community spirit and pride as
well as its charming Main Street area. Other strengths and opportunities
included the site’s (and town’s) central location, tourism growth, walkable
village feel, the strong school district, and the site’s beautiful and natural
setting.
The challenges and barriers to redevelopment that were identified include the
disrepair of the rail line, retaining younger generations, working with the
existing power plant, concerns around pollution, addressing the landfill, and
workforce/employment opportunities. These challenges and opportunities
helped guide the plan, which sought to capitalize on opportunities and identify
strategies for overcoming challenges.

=\

The Project Team discussed ideas and concerns with community members at
the first public open house event.
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Redevelopment Vision
Community members were asked to share their vision for the future of the
Project Area. The key themes from the comments collected from the public
include development that is job-creating, attractive, clean and free of pollution,
and integrated with the community.

education

Community

Non‐polluting

BUSINESS

INTEGRATED Beautiful Commercial
Industrial CLEAN

port

Diverse
LOCAL

dynamic

attractive Natural
JOBS prosperous
inviting

Several specific ideas were suggested for reusing the site including
educational uses, boat-building, housing, aquaculture, destination tourism
uses, and others. Community members indicated support for new business
development, including clean industrial uses. Many recognized the unique
assets of the site as an opportunity to bring new businesses and jobs to the
community. Members of the community also felt is was important to focus on
impacts to the community since the site is privately-owned and because of the
potential of redevelopment to change the town’s character and community
dynamics.

COMMUNITY VOICES
“I’d love to see us really embrace an industrial waterfront property at the
mill site and develop exciting hospitality and retail experiences
throughout town.”
“Bucksport has many advantages. One of the most important is the
community feel.”
“The site is on the water. In Maine that's a major strength.”
“Bucksport would be a great location for a small college/university or even
private academy”
“I hope that any new industries that come to the site will be good
employers and have reasonably "green" industrial practices”
“Making it visually appealing is a high priority for me”
“We would fight anything that might pose a threat to our air, water or
land”
“Make Ag or Aquaculture Uses Visible/Open to Public”
“Something that puts Bucksport on the Map!“
“Develop businesses that will bring jobs, industrial or tech or marine”

Overall, the public engagement process revealed a shared vision for
redeveloping the former mill area into productive economic uses that benefit
the community without generating negative environmental and other impacts.
The community input was used to craft a vision statement and goals for the
A.D.A.P.T. Plan, which are discussed further in Chapter 6.
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“Attractive buildings in keeping with waterfront town beauty”
“The small town feel is the reason that we recently moved here. I wouldn't
want anything to take away from its charm, walkability, and small town
friendly environment.”

those that attended the open house expressed concerns about new
sources of pollution from future users, including air and river
contamination. Participants also desire redevelopment that looks
attractive.



The community would like the redevelopment of the Project Area to
spur additional economic development in Bucksport. There was much
support for proactively capitalizing on whatever redevelopment occurs in
the Project Area for additional growth. Three primary types of economic
benefits emerged as priorities:



At the second public open house, community members shared their feedback
on draft redevelopment ideas and plan recommendations.

Community Benefits
The public engagement process also explored how residents would like
redevelopment to lead to positive changes in the community. Specifically, the
public was asked to share thoughts about how new investment and economic
development activity in the Town should be used to improve the waterfront
area, support Main Street, grow the Town’s supply of quality housing, bring
new retail stores to the community, support job training opportunities, market
the community, and meet other community needs and objectives.
Overall, the community’s highest priorities were identified as enhancing Main
Street, extending the Waterfront Walkway through the Project Area, adding
new community amenities along the waterfront, leveraging redevelopment to
attract additional businesses to other areas of the Town, creating senior and
workforce housing, and bringing mixed-use development to Main Street. The
community generally opposed larger format development that is not in keeping
with the Town’s current character.

Public Engagement Key Takeaways



=\

There is interest and support for industrial redevelopment, as long
as there are no negative environmental or visual impacts. Residents
generally favor industrial redevelopment in the Project Area, recognizing
the site’s industrial legacy and suitability for future industrial use. However,



Jobs and Workforce Training for local residents at the new
business(es) in the Project Area.
An Enhanced Main Street including new small format retail
businesses and mixed-use development (note very strong
resistance to big-box commercial development).
Business and Industry Growth related to the future user(s) in the
Project Area.



Economic Diversity Desired. Community members prefer a diverse
economy in Bucksport and would like the town to avoid relying a single
large taxpaying entity.



Community members would like future user(s) to share (parts) of the
site. Preferences for shared use of the property generally fall into two
categories: community waterfront uses and use of the port. There is very
strong support for providing public access to the waterfront in the Project
Area, especially via the extension of the riverfront walkway. Park and/or
event space is also highly desired. Community members would also like to
see the site have a working port that is open to other users/businesses
besides the future owner of the site.



Community members are open to housing and population growth –
but not a priority. Overall there was positive support for new housing
development in Bucksport – especially housing that will serve the senior
population. Community members also had some interest in providing
housing for new workers in the Project Area. Most types of housing had
strong support with the exception of apartment buildings.



There is mild support for using redevelopment of the Project Area to
grow Bucksport’s tourism industry. Input surrounding tourism and
visitation to Bucksport generally indicated that growing the tourism
economy is not as high as other priorities; however, there was little
documented resistance to tourism uses and increasing visitation levels
and many participants recognize the tourism potential as an opportunity
for Bucksport as a whole.

A.D.A.P.T. Bucksport
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1. Introduction
The existing conditions analysis provides a foundation of knowledge from
which to build a vision, goals, and strategies for the Area-Wide Plan’s Project
Area. It examines the broad spectrum of factors that will affect redevelopment
of the Project Area, including: demographic and economic trends, physical site
conditions, local and regional context, infrastructure condition and capacity,
brownfields and environmental constraints, real estate market conditions,
economic opportunities, and port feasibility assessment. These components,
together with public input, will inform and guide the planning process. This
chapter summarizes the results of the analysis with detailed findings presented
in Appendix A.
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2. Demographic and Economic Profile
Population
The town’s population is expected to stay fairly stable, although Hancock
County is expected to grow at a faster rate. This means that economic growth
in the town will depend largely on growing and attracting businesses that don’t
entirely cater to the local population (i.e., convenience retail, local services,
etc.). It also means that any population growth is likely to depend on increasing
the number of jobs in the town and accommodating workers at those jobs in
housing within the town. The town’s comprehensive plan indicates potential for
a long-term population decline, which emphasizes the need to proactively
address population levels.

Projected Cha nge
(2017‐22)

Popula tion
2010

2017
Es tima ted

Education
The percentage of working-age residents that have a college degree lags
behind the county, region, and state; however, on the positive side, the town
has a much lower percentage of people that did not complete high school. This
means that while there is a less-educated population overall, there is likely
potential to enhance the employment opportunities available to local residents
through job training and other continuing education programs. It also means
that there is a potential supply of service industry workers to support economic
growth in this sector.

Housing

Population Growth
Geography

future need for public transportation options, enhanced community services,
and affordable age-appropriate housing options within the Town of Bucksport.

2022
Projected

#

%

Bucks port

4,924

5,019

5,075

56

1.1%

Hancock County

54,418

56,284

57,333

1,049

1.9%

Regi on

264,662

270,766

274,490

3,724

1.4%

Mai ne

1,328,361

1,367,209

1,389,513

22,304

1.6%

Source: ESRI Business Analyst

The town’s population is relatively old and is expected to continue to age. This
means that there may be long-term constraints on workforce availability for
future employers as residents in and around the town age out of the workforce.
Therefore, it may be important to attract and retain younger workers to support
long-term economic growth and provide services and amenities for the elderly
population.

Housing is affordable, but the existing stock is old and aging. Housing is more
affordable in Bucksport compared to the surrounding region with a median
home value of approximately $133,000. This means that the town may be
financially attractive for lower-income seniors or young families to live.
However, the town’s housing stock is fairly old, which means more modern
options may be needed to meet future demands and that upgrades and
improvements to existing homes are likely needed.

Median Home Value
Geogra phy

2017

2022 Projected

Projected
Cha nge

% Cha nge

Bucks port

$133,355

$156,675

$23,320

17%

Ha ncock County

$208,333

$228,671

$20,338

10%

Regi on

$161,433

$192,785

$31,352

19%

Ma i ne

$192,259

$223,438

$31,179

16%

Source: ESRI Business Analyst

Overall, households have strong income levels, but there is a significant
concentration of low-income households. The median household income is on
par with the rest of the county, region, and state – but Bucksport has a
significant concentration of low-income households. This may indicate that
local residents are underemployed and new quality jobs may be needed in the
town and/or that job training programs may be needed. Interviews suggest that
many of the low-income households are seniors, which suggests a potential
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Workforce
There is a mix of white-collar professionals and service industry workers.
Bucksport residents are concentrated mostly in service and retail industries,
but many are also considered white-collar workers. This indicates that despite
being in these types of industries, many residents have achieved management
or more senior levels. There are also a notable number of professionals in

Bucksport, which provides a well-rounded socioeconomic cross-section and
labor supply.
Bucksport is part-bedroom community, part-employment center. The town
features interesting commuting patterns with relatively few people actually both
living and working in the town. A vast majority of working residents commute to
jobs in neighboring communities – especially Bangor and other small cities in
the region. On the other hand, a vast majority of jobs in Bucksport are filled by
people commuting into the town. This means that the town has an attractive
quality of life as people would rather live in town and commute to jobs in other
communities, but there may be a mismatch between the housing available in
the town and types of housing that people who work in the town would be
looking for.

Inflow/Outflow Job Counts ‐ Town of Bucksport (2015)
Indus try
Employed in Bucksport
Empl oyed i n Bucks port but Li vi ng
Outs i de of Town
Empl oyed a nd Li vi ng i n Bucks port
Living in Bucksport
Li vi ng i n Bucks port but Empl oyed
Outs i de of Town
Li vi ng a nd Empl oyed i n Bucks port

#

%
1,318

100%

1,119

85%

199

15%

1,767

100%

1,568

89%

199

11%

Source: U.S. Census Bureau OnTheMap

3. Ownership, Land Use & Zoning
Ownership Overview
The Project Area is composed of 13 tax parcels in addition to the fuel dock.
The Project Area is almost exclusively owned by Bucksport Mill LLC, a
subsidiary of AIM. AIM also created a subsidiary, Bucksport Generation, LLC
to operate the power facility. Central Maine Power Company owns three small
parcels that are encompassed by AIM-owned land. These properties are
devoted to electric infrastructure, including a power substation. The power
facilities are discussed in detail in the infrastructure section of this chapter.

=\

A Public-Private Partnership: About American Iron & Metal (AIM)
AIM is an international metal recycling company that purchased the former
paper manufacturing facility in 2015 for a reported $58 million and has
conducted extensive demolition work on the property to remove the
existing mill structures from the site for recycling. AIM is headquartered in
Montreal, Quebec and employs 2,500 employees at 70 locations around
the world. AIM Development USA is the division that owns and is seeking
to redevelop the Project Area through its landholding subsidiary,
Bucksport Mill LLC. AIM has established a positive working relationship
with Bucksport Town Officials and the A.D.A.P.T. Area-Wide Plan is a
continuation of that partnership.

Land Use
The Project Area is within close
proximity to residential land uses
and Main Street, which indicates
that potential adverse impacts
are a critical consideration.
Redevelopment planning for the
Project Area must be respectful
of adjacent property owners and
land uses, especially with respect
The Project Area is within walking distance
to any future industrial
of Bucksport’s Main Street commercial
redevelopment scenarios.
area
Adverse impacts should be
carefully considered such as traffic congestions, odors, noises, air and water
pollution, light pollution, etc. Potential impacts to public health should be an
important factor in evaluating redevelopment scenarios for the Project Area
due to the proximity to residential areas. Potential negative impacts to Main
Street businesses are also another critical consideration when evaluating
redevelopment options, especially traffic safety and congestion considerations
as well as any other impacts to the retail environment.
Despite close proximity to non-industrial uses, including housing and retail,
past and current industrial uses in the “River Road Industrial area” likely to
make industrial redevelopment more palatable among community members.
The site’s industrial legacy and immediate industrial surroundings (including

A.D.A.P.T. Bucksport
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Dead River Company/Webber Tanks and the “Sprague North” Industrial Site)
means that any future redevelopment for industrial purposes would be a
continuation of existing land use patterns, rather than a shift to a new land use
type. This means industrial growth and development in this area is likely to
meet less community resistance and cause fewer “new” adverse impacts than
in other areas without a history of industrial use.

Zoning
Zoning regulations are aligned with the historic industrial uses of the Project
Area, but may need updating to align with a new vision. The town’s zoning
regulations do not allow for much redevelopment to occur without going
through the town’s review and approval process, which includes public input
opportunities. Even then, existing regulations for much of the Project Area are
restricted to the types of industrial uses that have traditionally existed in the
River Road industrial area. Dimensional standards as part of this zone are not
considered to be a significant redevelopment constraint. Zoning regulations will
likely need to be evaluated at the conclusion of the project to ensure that
zoning laws will accommodate the desired vision for the Project Area. Contract
zoning and/or zoning amendments may be an appropriate strategy to consider
to help facilitate redevelopment.

Zoning Dimensional Standards
Indus try
Devel opment (ID)

Indus try
Devel opment
Shorel a nd Overl ay
(IDO)

Route 15
Res i denti al ‐
Commerci al
(RT15RC)

Minimum Land Area (per
pri nci pal s tructure wi th
s ewa ge di s pos al )

40,000 Sq.Ft.

40,000 Sq.Ft.

40,000 Sq.Ft.

Minimum Street Frontage

100 Ft. per
pri nci pa l s tructure

No Mi n.

100 Ft. per
pri nci pal s tructure

No Mi n.

200 Ft. per pri nci pa l
s tructure

No Mi n.

Sel ect Requi rements

Minimum Shoreline Frontage
Minimum Front Setback
Minimum Shoreline Setback
Maximum Lot Coverage
Maximum Structure Height

50 Ft.

50 Ft.

10 Ft.

No Mi n.

25 Ft.

No Mi n.

No Ma x.

80%

No Ma x.

100 Ft. (or hei ght 100 Ft. (or hei ght of
of ta l l es t exi s ti ng
ta l l es t exi s ti ng
s tructure)
s tructure)

Source: Bucksport Town Code: Appendix K Land Use Ordinance. Effective 09‐29‐2017
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4. Infrastructure Inventory &
Assessment
Transportation
The local and regional road network is suitable for future industrial users
without need for major improvements. The Project Area is adjacent to State
Route 15, a state-designated heavy haul truck network, that connects the
Project Area to the Bangor area and the interstate system, which is a desirable
asset for future uses requiring trucking activity. There are no known capacity or
condition issues that would pose a constraint for future users; however, a
traffic study and/or local traffic control measures may be necessary depending
on the future uses in the Project Area.
Public transportation options are very limited. There is no everyday public
transportation service that could be utilized by people commuting to the Project
Area. Public transportation is an identified need in the Town of Bucksport and
future development of the Project Area may make a new transportation system
or route feasible for both new workers in the Project Area and town residents.
Rail infrastructure is a significant asset, but will need investment. The Pan Am
rail spur that connects the Project Area to Bangor and statewide rail networks,
including connections to Canada, has tremendous potential for future users of
the site. The condition of the rail line, however, is not suitable for significant

50 Ft.

Pan Am train derailment in 2013 just south of the former mill. Source:
Bangor Daily News

new usage of the track. The speed of the track is very slow and minor
derailments have been reported. New investments will be required to improve
the line before it is suitable for regular use.

Map of Existing Railroad Infrastructure

The existing power generation plant has biomass capabilities; however,
biomass is not currently being used because natural gas is more economical.
The natural gas supply to the Project Area is available for industrial purposes
via a high-pressure pipeline.

Water & Wastewater
Wastewater treatment may pose issues for some types of industrial uses. The
town recently built a new wastewater treatment plant; however, the plant was
not designed to accommodate heavy duty industrial wastewater outflows.
Depending on the type of use that locates in the Project Area, pre-treatment or
new on-site treatment facilities may be required.
The fresh water supply from Silver Lake is a unique asset, but infrastructure
and environmental issues may need addressing. Future uses in the Project
Area can draw from the town’s municipal water supply, but also have potential

Power Generation & Energy
On-site power generation is a major competitive advantage for certain users.
The natural-gas powered turbine has the potential to produce significant
amounts of low-cost energy for future users on the site. It is anticipated that
power rates for new users would be much lower than using power from the grid
due to substantially lower transmission and distribution costs associated with
the on-site facility. Despite the presence of on-site power generation, it will
likely only be economical for power-intensive uses to utilize the onsite
generation due to the cost of operating the plant. Alternative energy may also
be feasible on the site including active and passive solar energy stems, small
wind systems, or potentially “blue energy” generation or osmotic power
generation, which produces energy from the gradient between salt and fresh
water and is currently in research and development.

=\

The former mill site features a complex mix of infrastructure that will need to
be factored into redevelopment plans. See Appendix A for full map.
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access to the large freshwater supply from the Silver Lake (and connected
waterbodies) system. Usage of the existing freshwater rights that AIM holds
has the potential to produce impacts around water quality and quantity, which
affects stakeholders both within Bucksport and beyond. Should this water
supply be tapped into by new uses, the pipeline connection between Silver
Lake and Alamoosook Lake may need to be upgraded.

Landfill
Landfill capacity is a potential asset. The Landfill in the Project Area has
permitted capacity for specific waste and could potentially be utilized by future
users. However, for future users that do not have a need for this capacity, the
landfill may pose an unwanted liability. If the landfill is not utilized by new
businesses, plans may need be developed for the long-term future use of the
facility.

Telecommunications
Robust fiber optic infrastructure is suitable for broadband-intensive uses but
connections are not currently available. The Project Area is located at the
intersection of two-rings of the state’s three ring binder fiber optic network
project that was recently completed. Redundant connections and premium
speeds are a competitive advantage of the Project Area compared to other
industrial redevelopment sites in the region and state. Despite this advantage,
it is not currently possible for businesses to tap into this infrastructure. It is
expected that a relatively nominal cost would be required to tap into this
broadband network.

Summary of Infrastructure Assets
Freshwater & Saltwater Supply
 Access to millions of gallons of freshwater from Silver
Lake system
 Salt water available from boarder river

On-Site Power Generation
 Three-Phase power from onsite facility
 Lower power costs available compared to
commercial rates

Deep Water Port Potential
 Water depths Suitable for variety of barges and
ships
 Existing fuel pier for unloading petroleum products
ith t ti l f i
d tili ti

Truck Route & Highway Access
 Located directly on SR15 Heavy Haul Truck Route
 Easy Highway access to markets

Adjacent Permitted Landfill
 Privately owned state-permitted landfill
 Capacity available

Redundant High-Speed Fiber Optic
 Located on 2-rings of state’s 3-ring binder
broadband backbone
 Redundant fiber optic with premium speeds

Low and High Pressure Natural Gas with Steam
Source Capability
 Suitable for industrial Uses
 Steam source capable/cogeneration potential

Rail Spur Connection
 Pan Am rail spur services the Project Area
 Connection to statewide rail network and markets
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5. Brownfields & Environmental
Considerations
Land Use History
The site of the former paper mill has a long industrial legacy mirroring some of
the most significant historical industries in Maine. However, prior to its initial
development, the area was home to a unique culture of people known as the
“Red Paint People” – a pre-Columbian culture indigenous to the area. The
general area is thought to have been a temporary residence for fishing,
hunting, and commerce thousands of years ago.
Little is known about the Mill site’s modern history until the 1860s when
Bucksport was active with a vibrant port. A rail line was established in 1874
providing a connection between the community and Bangor. Around this time a
steel mill existed at the site with multiple buildings. In 1890 the steel mill was
sold to George Blodgett and a skin tannery known as the Salmon Point
Tannery began operation on the site.

1881 Historical Map showing Sherman Steel Works on the Property. Source: Phase
I Environmental Site Assessment, Campbell Environmental Group.

In 1929 the Maine Seaboard Paper Company purchased the tannery and
opened the first paper mill onsite in 1930. In 1946 Time, Inc. purchased the
property and owned it briefly before St. Regis Paper Company purchased the
property just five months later. The workforce at the mill grew to between 700
and 800 people by 1959.
In 1974, St. Regis Paper Company began building a new paper making facility
and in 1984 the facility started to expand after a business merger with
Champion International. These expansions included a new fitness facility, raw
material chemical unloading station, new employee parking, a warehouse
along the shoreline, and other improvements. Verso Paper Corp. purchased
the property in 2006 before closing and selling the facility to American Iron and
Metal in 2014.

The Salmon Point Tannery on the site in 1891. Source: Phase I Environmental Site
Assessment, Campbell Environmental Group.

Construction of the Maine Seaboard Paper Co. Plant in Bucksport that opened in
1930. Source: Maine Memory Network.

=\
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Brownfields Conditions
The long history of industrial uses on the site are responsible for the property’s
status as a brownfields property. A “Brownfield” is defined by the U.S.
Environmental Protection Agency as a “property, the expansion,
redevelopment, or reuse of which may be complicated by the presence or
potential presence of a hazardous substance, pollutant, or contaminant.”

Phase I Environmental Site Assessment
A Phase I Environmental Site Assessment (ESA) was completed by Campbell
Environmental Group after the closure of the Verso Paper Mill. The Phase I
identified the industrial processes, uses, and infrastructure on the site capable
of contaminating the land and groundwater, which include chemical spills,
underground and above ground storage tanks, hazardous waste storage
areas, underground piping, petroleum spills, railroad uses, and others.
Overall, the assessment revealed that the site does not have any known
widespread or significant contamination issues that would significantly
constrain redevelopment. Several potentially contaminated areas were
identified based on the historical uses and activities of the property. These
were investigated further in a Phase II Environmental Site Assessment,
completed in the fall of 2018.

Phase II Environmental Site Assessment
Campbell Environmental Group (CEG) conducted a Phase II Environmental
Site Assessment (ESA) on the Site. The purpose of the Phase II ESA was to
investigate the Recognized Environmental Conditions (RECs) identified in the
Phase I ESA that was prepared by CEG in April 2017 and updated in July
2018. The RECs identified in the Phase I ESA represent the presence or likely
presence of any hazardous substances or petroleum products in, on, or at a
property: (1) due to release to the environment; (2) under conditions indicative
of a release to the environment; or (3) under conditions that pose a material
threat of a future release to the environment.
Accordingly, CEG investigated the environmental condition of the Site using
the RECs as guidance, and sampled a variety of environmental media. While
the Phase II ESA is a critical due diligence tool that establishes baseline
environmental conditions preceding ownership or physical changes occurring
at the Site, it also augments redevelopment planning, site design, and
engineering by characterizing what materials or substances may be
encountered during construction and how it could be managed. The following
is a summary of the CEG Phase II ESA conclusions, organized by
environmental media investigated, and how they may influence the
redevelopment of the Site. The key findings of the Phase II Assessment are
included below:
Building Materials


The concrete slabs of the Drum Debarking Building and the adjacent
transformer pad in the northeast corner of the Site was found to be
impacted with elevated concentrations of polychlorinated biphenyls
(PCBs), likely due to the use of PCB-containing varnish on the concrete
during construction.

Redevelopment Takeaway: Further delineation of the degree and extent of the
PCBs on the concrete slabs may be needed. Proper removal and disposal of
the PCB-contaminated material may also be required during or before site
redevelopment.
The Phase I Assessment identified historical uses that may have
contaminated the site such as these supercalendars. Source: CEG
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Soil


Elevated concentrations of semi-volatile organic compounds (SVOCs)
were detected in soil near the Hazardous Materials and Waste Storage

Building (TP-13 and TP-14) at the northern end of the Site, and near the
Vehicle Maintenance Building (TP-31) at the northern end of mill.


Arsenic was detected across the Site at concentrations exceeding
Residential and Commercial Maine DEP Remedial Action Guidelines
(RAGs), but at or below the background upper prediction limit (UPL)
Maine DEP RAGs. While arsenic is present in onsite soils exceeding the
Residential and Commercial RAGs, the concentrations detected during
the Phase II ESA are interpreted as acceptable background conditions.

Redevelopment Takeaway: A Soil Management Plan may be needed to
manage the excavation and disposal of contaminated soils during site
redevelopment and soil disturbance activities.
Groundwater


Elevated concentrations of perchloroethylene (PCE) were detected in
groundwater in a monitoring well near the Drum Debarking Building (MW206).



Elevated concentrations of lead and chromium were detected in a
monitoring well to the west of the Garage (MW-11).



Elevated concentrations of arsenic were detected in groundwater to the
west of the drum debarking building (MW-207), and near the scale house
at the northern end of the Site (MW-205, Scale House WSW).

Redevelopment Takeaway: NOAA SQuiRT values are not intended to be
clean-up levels. Further evaluation of sediment management may be needed if
sediment dredging or disturbance is to occur.
Soil Gas


Soil gas samples for volatile organic compounds (VOCs) were collected
from areas near the Drum Debarking Building (SG-N1), the Vehicle
Maintenance Building (SG-1), and the Garage (SG-2). No Maine DEP
RAGs for soil gas were exceeded.

Redevelopment Takeaway: Based on the results of the soil gas sampling, as
well as elements of the preferred master plan, further evaluation of vapor
intrusion into future buildings located on the Site is not anticipated.
Other
The southeastern portion of the Site, including the fuel dock, was intentionally
excluded from the project area of the Phase II ESA. As such, no environmental
samples were collected from this area of the Site.
Redevelopment Takeaway: It is unknown if environmental media has been
impacted in this area from the Site as a result of historical operations, therefore
potential special management of soils or groundwater in the area during site
redevelopment or disturbance cannot be evaluated.

Redevelopment Takeaway: Additional evaluation of groundwater quality may
be needed prior to any future potential use, including pumping or transfer.
Sediment/Pore Water


Concentrations of certain SVOCs, metals, and extractable petroleum
hydrocarbons (EPHs) were detected in marine sediment samples
collected from the western extent of the Site (SD-1, SD-2, SD-3, SD-5) at
concentrations exceeding multiple NOAA SQuiRT (Screening Quick
Reference Tables) values.



Concentrations of arsenic, iron, and manganese were detected in a pore
water sample collected at the far western extent of the Site (PW-1) at
levels exceeding the Maine DEP residential groundwater RAG.

=\
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Environmental Constraints & Considerations
The coastal bluff topography of parts of the Project Area will limit the feasible
redevelopment area. This steep terrain can be found mostly to the north of
the existing Mill site. There is also a grade change for a portion of the site as
the waterfront area is at a lower grade than other portions. This may pose
design and engineering constraints or considerations for future uses.
The mill site is within known critical habitat of Atlantic Salmon. Proposed
activities such as excavation, construction, dredging or shoreline
stabilization may require Section 7 Consultation by the U.S. Fish and Wildlife
Service and a Biological Assessment as part of permitting approvals.
Threatened Atlantic Sturgeon and Northern Long-eared Bat habitat also
overlap with the mill site. While critical habitat has not been determined for
these two species, future development should be cognizant of potential
impacts.
Sections of the mill site’s shoreline are classified as unstable bluff. While
shoreline stabilization has occurred onsite after this stability classification,
structure setbacks on classified unstable bluffs are measured horizontally
from the top of the bluff. Whereas with stable bluffs, structure setbacks begin
at the location of the Highest Annual Tide or Normal High-Water Level. Bluff
reclassification may be warranted depending on the level of development
proposed onsite.
The Project Area’s location on the Penobscot River, which is in very close
proximity to the Atlantic Ocean, may pose issues related to climate change
in the future – particularly related to flooding from increased storm events
and rising sea levels. As part of the Area-Wide Planning Process, Hancock
County Planning Commission (HCPC) modeled flood scenarios for the
Project Area to show potential flood areas and depths that can be expected
with hurricanes of various strengths. As shown to the right, the Project Area
is well protected from storm surges and sea-level rise due to the topographic
conditions.
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1. Introduction
This section provides an overview of the economic analysis that was
conducted to identify redevelopment opportunities based on regional and local
economic conditions and assets. The full analysis can be found in Appendix A.
The analysis includes a port feasibility assessment that examines the market
opportunities for creating an enhanced industrial port operation on the
Penobscot River in the Project Area. The economic analysis also identifies
specific target industries as redevelopment opportunities and priorities for the
Project Area.
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2. Port Development Feasibility
Physical Conditions & Current Use
Penobscot River Suitability
The depth of the Penobscot River channel in the Bucksport area is at least 37
feet. This is important because the depth is more than adequate for nearly all
maritime purposes and can accommodate the “international workhorses of the
sea”, the Handy Class vessels. Handysize includes dry bulk carriers or oil
tankers with capacity between 15,000 and 35,000 Deadweight tonnage (DWT).
Handysize vessels make up the majority of bulk carriers over 10,000 DWT and
often transport dry bulk cargo including iron ore, coal, cement, phosphate,
finished steel products, wooden logs, fertilizer, and grains. Large container
ships cannot be accommodated by the depth of the waterway, which require
upwards of 50 ft. with few exceptions.

accommodate most types of ships likely to utilize a future port in the Project
Area, including the Handysize.

Current Facilities
There are two existing docks in the Project Area, the fueling dock and the
wooden deck dock. The fueling dock has adequate depths at the berth (a
ship’s allotted place at the dock) to accommodate a fuel tanker that unloads
fuel at the dock on a regular basis. The Irving tanker provides a monthly
delivery of oil, on average, over the course of the year. Jet fuel, used at the
Bangor International Airport, is unloaded every three weeks.
No recent engineering analysis has been conducted to understand the
condition and weight-bearing capabilities of the wooden deck dock; however,
the dock is not likely to be suitable for heavy duty industrial use as it exists
currently. The dock is only used currently for the stationing of a Maine DEP
150-ft. oil recovery barge. The wooden deck dock also does not currently have
adequate depth for the Handy Class cargo ships because the depth at its
northeast corner is only 28 feet. Dredging would be required to accommodate
Handy class vessels at the current berth, or alternatively, an additional deck
could be added to (or an expanded deck created to replace) the wooden deck
dock to reach the deep-water channel and avoid the need to dredge.

Handysize Vessel Nord Hakata. Source: Maritime Connector

Bucksport is a year-round port because of the estuarine – salty nature – of the
Penobscot River at Bucksport. The river generally doesn't freeze over,
however floes from upriver, which is fresher, collect at the harbor and must be
broken, generally by use of tugs. Therefore, any future port development has
the potential to be active throughout the year. Tidal variation is high at
Bucksport harbor, over 10 feet and the tidal currents can move swiftly, but this
is readily manageable. One of the limiting factors in accommodating ships is
the clearance height of the bridge. The bridge clearance is 135 feet, which can
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The Wooden Deck Dock with Maine DEP barge docked.

Competitive Assessment
The opportunity for an enhanced port operation in Bucksport must be
evaluated in the context of existing ports. The competitive assessment

analyzed existing opportunities and constraints for ports in Maine, with a focus
on the two closest port facilities – Eastport and Searsport.
The results of the assessment indicate that there are import/export
opportunities for goods moved through a port in Bucksport. Maine DOT
recently commissioned reports that identified opportunities for Searsport and
Eastport that may also be opportunities for a future Port of Bucksport. Some of
the most significant goods with import and export growth potential include:



Biomass/wood Pellets (specifically the export of biomass to
European markets)








Petroleum Products
Aggregates such as Salt, Gravel, and Cement
Chipboard/Particle Board
Project Cargo (such as wind turbines)
Chemical and Fertilizer Import
Seafood

Additionally, specific constraints for future port growth at Eastport and
Searsport may present opportunities for a Port of Bucksport to accommodate
future regional shipping needs.
Based on the identified market opportunities and strengths of the Project Area,
the greatest market opportunity for port development in Bucksport appears to
be for the export of bulk aggregate and other materials such as wood pellets,
salt, gravel, and cement. However, other opportunities may exist, especially if
rail infrastructure is improved and the local aquaculture, seafood, and food
processing industries continue to grow, generating potential export
opportunities.

Passenger Vessel Potential
There is potential to increase cruise visits to Bucksport. Overall, the cruise
industry is growing in Maine and there is already increased interest in
Bucksport with a new carrier expected to make two stops in Bucksport in 2018.
Capacity limitations at Bar Harbor may also present opportunities for
Bucksport. While potential exists, the Bucksport Town Dock is capable of
accommodating cruise vessels and therefore there is not a need for new port
facilities to have a cruise-focus.
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Ferry service/water taxi potential appears limited but requires additional
analysis. The greatest potential for new ferry service for Bucksport is a ferry
connecting the communities along the Penobscot River and Bay with the City
of Bangor. Another potentially feasible option is for a smaller water taxi service
to provide service between the Bucksport waterfront and Fort Knox and the
Penobscot Narrows Observatory. Such a service, however, may not be
financially feasible and requires further analysis.

3. Economic & Industry Analysis
Existing Economic Priorities & Analysis
There have been two major projects to examine future economic opportunities
recently: (1) Eastern Maine Development Corporation’s Comprehensive
Economic Development Strategy (CEDS) and Re-Engineering the Region
Initiative; and (2) a federal Economic Development Assessment Team (EDAT)
study of the state’s forest products industry. The priorities and findings of these
initiatives were incorporated into the analysis and are discussed in detail in
Appendix A.

Industry Strengths
Based on industry and economic data analysis, the following industries were
found to be regional strengths that may offer opportunities for the Project Area:
Healthcare and Life Sciences: Health Care and Social Services is the largest
sector of the region’s economy and has a significantly greater concentration in
the Eastern Maine region than the U.S. overall. The industry is projected to be
one of the few that grows over the next ten years with the subsector of
Continuing Care Retirement Communities and Assisted Living Facilities for the
elderly expected to see the greatest job growth. Research and Development in
the Physical, Engineering, and Life Sciences is closely related to Health Care
and employs nearly 1,500 people in the region, largely as a result of the
concentration of higher education institutions.
Tourism & Hospitality Sectors: Tourism is a significant component of the
regional economy as evidenced by the concentration of jobs in retail,
restaurants, and hotels and motels. Accommodation and Food Services is the
fourth-largest sector of the region’s economy. “Other Traveler
Accommodations” is an especially concentrated subsector and includes things
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like bed-and-breakfast inns, cabins and cottages, and guest houses/tourism
homes. Scenic and Sightseeing Transportation by water as well as Marinas
are another notable subsector that is highly concentrated in the region. These
strengths are significant given the fact that Bucksport is located near the Fort
Knox tourist attraction and on a major tourism route (U.S. Route 1) along the
way to Acadia National Park, and yet is reportedly not capturing a significant
portion of tourism spending that occurs in the region.
Fishing & Aquaculture, Seafood, and Food Processing: Fishing, seafood
processing, and shipping are all highly concentrated in the region. Together,
Fishing, Fish and Seafood Merchant Wholesalers, Seafood Product
Preparation and Packaging, and Aquaculture account for over 1,600 jobs in the
region. Frozen Food Manufacturing employs an additional 255 people in the
region. The strength of the region in these related industries is significant given
the Project Area’s waterfront location and Bucksport’s existing seafood
processing business, Central Maine Cold Storage.

Education and Knowledge Creation
Financial Services
Business Services
Recreational and Small Electric Goods
Water Transportation
Electric Power Generation and Transmission
Hospitality and Tourism
Forestry

Regional Employment by Cluster (2015)
Education and Knowledge Creation
Business Services
Distribution and Electronic Commerce

Forestry and Wood Products: These industry sectors standout in terms of
their relative concentration in the region. While not as large as other industries,
there are still a number of jobs in these sectors. Logging, All Other Wood
Product Manufacturing, Support Activities for Forestry, Paper Mills, and Timber
Tract Operations are all highly concentrated and together employ over 1,800
people in the region. It should be noted that recent job losses and negative
industry projections bear consideration in identifying potential redevelopment
uses for the Project Area. Niche areas in this sector may need to be identified
through additional analysis.

Industry Clusters
The Industry Cluster analysis was undertaken to identify strong clusters
(groupings of similar and related industries) in the region that indicate future
economic opportunities. Clusters that are large and growing within the region
include:

Hospitality and Tourism
Financial Services
Paper and Packaging
Transportation and Logistics
Forestry

Industry Cluster

Transportation, Logistics, and Warehousing: The entire transportation and
warehousing industry employs approximately 4,600 in the region with General
Freight Trucking (long-distance, Local, and specialized combined) employing
nearly 1,390. Fuel distribution is a notable niche with Fuel Dealers and
Petroleum Bulk Stations and Terminals having significantly higher industry
concentrations in the region compared to the rest of the U.S.

Wood Products
Water Transportation
Production Technology and Heavy…
Food Processing and Manufacturing
Marketing, Design, and Publishing
Recreational and Small Electric Goods
Furniture
Downstream Metal Products
Printing Services
Plastics
Electric Power Generation and…

Communications Equipment and Services
Textile Manufacturing

‐

1,000

2,000

3,000

4,000

5,000

Employment
Orange = Cluster with high employment specialization in the region.
Clusters with greater than 200 jobs shown. Employment by Traded Cluster, 2015. Private, Non-Agricultural Employment.
Source: U.S. Cluster Mapping
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3. Redevelopment Target Industries

LOGISTICS & DISTRIBUTION

Five (5) target industries were identified as having the greatest potential as
redevelopment uses of the Project Area based on regional economic strengths
and opportunities, state and regional initiatives and priorities, and local assets.
These do not necessarily reflect other feasibility factors including meeting the
community vision and goals, political feasibility, and financial feasibility. These
factors are accounted for later in the planning process.







Logistics & Distribution (including a deep-water port)
Food Processing & Aquaculture
Marine Manufacturing (boat building and repair)
Wood Products Manufacturing (value-added; advanced)
Composite Manufacturing (advanced materials)

Each of these targeted industries is profiled on the following pages. This list
does not mean that other industries and uses would not be successful or
appropriate in the Project Area, but rather these were deemed to have the
greatest potential and those in which efforts should be focused for the
redevelopment of the Project Area. Other potential industries include:
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Data Center/Telecommunications: Based on the existing infrastructure
and supply of freshwater this use could take advantage of the Project
Area but may require more space than is available and may not meet
job-creation objectives.
Health Care & Life Sciences: This is a growing sector with a positive
outlook; however, many of the uses in this industry category would not
take advantage of many of the valuable infrastructure assets of the
Project Area.
Education: The region has a competitive advantage with its
concentration of higher education institutions and local educational
advantages including a strong public-school district with job training
programs.
Tourism and Hospitality: Bucksport has a major tourism route in U.S.
Route 1 and is in a region with substantial tourism attractions and activity
including Acadia National Park, which many visitors access via Route 1.

Description: Logistics and Distribution refers to the movement of
goods by truck, rail, boat, or plane. It includes intermodal facilities
where goods are transferred between these modes of transportation.
It also includes the storing of goods such as warehouses. It also
includes distribution centers that are stocked with products to be
redistributed to retailers, wholesalers, or directly to consumers.
Why a Target Industry: These sectors are already a regional
strength and The Project Area’s centrally located position combined
with deep water port potential, highway access, proximity to Bangor
International, and direct rail connection are all valuable assets for the
development of an intermodal facility based on a deep-water port
with or without additional related uses, such as a distribution center.
A fulfillment center, where orders are received, picked, packaged,
and readied for delivery (e.g., Amazon) may be a feasible use given
retail industry shifts to online shopping and faster delivery times to
customers that has led to increased development of these facilities
across the U.S.
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COMPOSITES MANUFACTURING

Description: One of the region’s major institutional assets is the
Advanced Structures & Composites Center at the University of
Maine in Orono. The center is leading cutting edge research into
composites and structures. A composite material is made from two
or more unique materials with significant different properties that,
when combined, produce a material that is much different from the
individual components. The Center’s research focus is on product
development, defense and aerospace, nanocomposites, ocean
energy, civil infrastructure, and wood composites.
Why a Target Industry: The Project Area is well-suited for
advanced manufacturing given its infrastructure assets, especially
on-site power generation. Its proximity to a potential deep water port
would also allow for the production of large-scale components that
would need to be shipped via barge. The proximity to the Center
makes the Project Area an ideal place for the development of new
manufacturing facilities as products move from R&D to
commercialization.
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FOOD PROCESSING/AQUACULTURE

Description: Food processing refers to the action of turning fresh
foods into food products and may include washing, chopping,
pasteurizing, freezing, packaging, etc. Aquaculture is the cultivation
of aquatic animals and plants, especially fish, shellfish, and
seaweed, in all types of water environments, including in tanks, the
ocean, rivers, ponds, etc.
Why a Target Industry: Fishing and seafood processing and
shipping are a regional industry strength. The Project Area is well
suited for both food processing and aquaculture. On-site power
generation, fresh water and salt water supply, export potential from
a deep-water port, and access to markets via highway and rail are
some of the primary assets that the Project Area has to offer these
types of uses. Additionally, Bucksport has an existing seafood
business that freezes seafood for distribution that may complement,
and benefit from additional business development in these sectors.
The Aquaculture industry is experiencing global growth, which
indicates a positive long-term outlook for future aquaculture uses of
the site.

MARINE MANUFACTURING

Description: This includes activities such as boat building and
retrofitting, ship building and repair, and related manufacturing.
Why a Target Industry: There is an existing industry cluster of
these types of businesses in the region with Front Street Shipyard
based in Belfast being a notable example. Front Street has a
smaller operation in Bucksport and future marine manufacturing
uses may be able to complement, and take advantage of the
presence of that operation. The site is physically well-suited for boat
builders with a large enough pre-existing flat area adjacent to
protected deep water that would facilitate construction of facilities
and the transfer of boats in and out of the Penobscot River.
Interviews indicate that boats could likely be launched using cranes.
The area where the wood wharf is located now is protected from the
current and would be most suitable for these activities. A location in
proximity to Penobscot Bay is also attractive in the boating
community.
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WOOD PRODUCTS MANUFACTURING

Description: Wood products manufacturing includes the
manufacture of products such as lumber, plywood, wood flooring,
manufactured homes, and other value-added wood products such
as furniture, cabinets. Value-added processes involve taking raw
wood and turning it into a useful product.
Why a Target Industry: Wood is one of Maine’s most abundant
and important natural resources. The state has a long tradition of
forestry and forest products, and despite some downturns in the
industry, wood products remains an important part of the economy
with future growth potential. Value-added wood products are likely
to best forestry-related use for the Project Area, as these
manufacturing activities would be able to utilize on-site power
generation and ship goods via rail, truck, and boat to domestic and
foreign markets. There is significant R&D activities in wood products
and as innovate materials and products move to commercialization
the Project Area would be a well-suited location. Wood pellet
manufacturing is a potential opportunity, but would require
additional feasibility analysis.
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ADAPTING TO AQUACULTURE
Photo Credit: Whole Oceans. Rendering by John Gutwin of Pepperchrome
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1. Introduction
During the course of the planning process a significant redevelopment project
was announced for a portion of the Project Area. The Project, announced by
Whole Oceans, is a state-of-the-art aquaculture facility that will be used for
indoor salmon farming. The $250 million project is expected to serve as an
anchor for additional redevelopment of the Project Area and catalyze economic
growth in Bucksport and the region.
The project was announced following the completion of the existing conditions
analysis; however, the Project Team recognized the importance of building off
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of this initial success. This chapter includes several additional analyses that
are intended to identify specific economic and development opportunities
related to the Whole Oceans Project for the Project Area and beyond. The
analysis contained in this chapter addresses the following questions:






What will be the local and regional economic impact to the town and
region?
Is there an opportunity to enhance that economic impact by attracting
the “right” businesses?
What businesses in the aquaculture supply chain might be attracted
to Bucksport or the region?
Is there an adequate workforce available?




Are there opportunities to provide training to local residents for the
new jobs that will be created?
What real estate development opportunities may be created in the
town?

Whole Oceans Project Overview
Whole Oceans, a Maine-based company, reached an agreement with AIM to
develop a state-of-the-art facility on approximately 120 acres, which represents
about 45% of the Project Area. The facility will be used to raise salmon in landbased indoor tanks using a high-tech recirculating aquaculture system (RAS).
The system continuously recirculates through a purification system, which
conserves water and eliminates the need for antibiotics. The company intends
to capitalize on a tremendous market opportunity: more than 95% of Atlantic

Whole Oceans: Project Overview

 One of the largest land-based aquaculture
projects in the world

 Indoor farm-raised Atlantic Salmon
 State-of-the-art recirculating aquaculture
system (RAS)

 Will produce 5,000 metric tons initially
(growing to 25,000 in Bucksport and 50,000
in Maine)

 Whole Oceans has pre-sold 100% of
production for 10 years

 Will provide hundreds of new jobs, including
high-tech and entry level

 Capital Investment of $250 million after full
build-out
Photo Credit: Whole Oceans. Rendering by John Gutwin of Pepperchrome
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 Expected Construction Start: 2019

Salmon consumed in the U.S. is imported from foreign countries where fish are
raised in offshore cage farms.
The facility will initially produce 5,000 metric tons of salmon annually with plans
to ramp up production to 25,000 metric tons produced in Bucksport with an
additional 25,000 metric tons produced in the State of Maine each year. The
company is planning to ship fish (“head on-gutted”) north to Bangor and then
south to a processor in Boston. The company has expressed interest in
potentially utilizing the rail spur in the future, especially to import feed for the
salmon. Long-term plans include adding more processing on site.
The facility itself will feature 30’ by 60’ tanks with public and tourist viewing
areas. The footprint of the building will be approximately 8.5 acres (roughly
370,000 square feet). The company intends to have an odor-free operation.

2. Economic Impact Analysis
An economic impact analysis examines the additional (secondary) economic
effects that will occur in the four-county Eastern Maine region (Hancock,
Penobscot, Piscataquis, and Waldo Counties) as a result of the Whole Oceans
project. That is, the economic impact analysis examines the economic “ripple
effect” as a result of new jobs and the new dollars that circulate throughout the
local economy generating additional jobs, earnings, and sales. The purpose of
the analysis is to help understand the future impacts of the project, as well as
opportunities to capture a greater share of those impacts.

Economic Impact measures the direct impact (Jobs at Whole Oceans) and spinoff
impacts (Jobs created at other businesses in the town and region.
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As shown in the following table, when the four-county Eastern Maine region is
considered, the economic impact from the initial build out is 67 jobs, $9.9
million in annual earnings, and $3.1 million in annual sales (economic output).
The full build out is estimated to provide an economic impact of 334 jobs,
$49.5 million in annual earnings, and $15.3 million in annual sales (economic
output). The results of the analysis indicate that the Project will have
substantial local and regional economic impacts, generating new jobs and
business growth.

Four‐County Region Economic Impact
Di rect

Indi rect

Induced

Tota l

Ini ti a l Bui l d Out
Jobs

50

13

4

67

Ea rni ngs

$7,996,257

$1,378,738

$519,757

$9,894,753

Sa l es

$2,607,539

$283,923

$162,090

$3,053,552

22

334

Ful l Bui l d Out
Jobs

250

63

Ea rni ngs

$39,981,287

$6,893,692

$2,598,784

$49,473,763

Sa l es

$13,037,695

$1,419,614

$810,452

$15,267,761

Numbers may not sum due to rounding
Source: Chmura; EMDC

That means at the regional level, one new job in the region is created for about
every three (3) Whole Oceans jobs (a multiplier of approximately 1.3). The
regional “spinoff” economic impacts are significant with an additional 85 jobs
created in the regional economy after full build out, plus the 250 jobs provided
directly by Whole Oceans.
While the Project is projected to have immense regional economic benefits, the
results also only reflect the current mix of businesses within the region. Whole
Oceans is a regionally significant project that, along with other planned
seafood processing and aquaculture projects, could create a regional
economic cluster that would attract new supply chain and other related
businesses to locate in the region. Attracting these new businesses could
greatly enhance the economic impact calculated in this section. These supply
chain economic opportunities are analyzed in the following section.
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3. Aquaculture Supply Chain
Opportunities
Supply chain refers to the industries and businesses that provide goods and
services to aquaculture businesses (such as fish feed) and those that buy from
aquaculture businesses (such as seafood processors). Understanding the
industry supply chain is critical to identifying potential “spinoff” economic
opportunities, including new supply chain businesses potentially locating in
Bucksport or the Eastern Maine Region.

13%

87%

“Selling” Industries
Aquaculture suppliers can be summarized into the following categories,
aligning with the major inputs and activities of the fish farming process:






Source: Chmura Economic Data

Food-related
Logistics (trucking and warehousing)
Professional business services
Niche manufacturing (chemical, food, equipment)

The industry with the highest level of purchases from aquaculture businesses
is “Other Animal Food Manufacturing” which accounts for nearly 12% of all
supplier purchases made in the U.S.; however, currently only 2% of those
purchases are made from businesses in Eastern Maine. Other notable
industries that supply (sell to) the aquaculture industry include those related to
the selling and moving of products including wholesaling, freight trucking, and
warehousing and storage. Others include professional services related to
business operations including those related to commercial banking, lawyers,
and insurance.
Currently, only 13% of purchases made by aquaculture businesses in the
Eastern Maine Region are made from other companies in the region. The
detailed breakdown of industry purchases can be found in Appendix B. This
indicates that there is likely to be an opportunity to attract supply chain
businesses to the region as the aquaculture industry grows.
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“Buying” Industries
Buyer industries refer to businesses in those industries that purchase products
from aquaculture businesses. The most significant industry that makes
purchases from businesses in aquaculture is Seafood Product Preparation and
Packaging, which is highly concentrated in Eastern Maine as indicated by its
high location quotient of 8 (LQ of 1 = national concentration; LQ of 8 = 8 times
more concentrated than the U.S.). Other buyers of aquaculture products in
Eastern Maine include businesses in animal production, food manufacturing
(particularly perishable prepared foods) other aquaculture businesses,
restaurants, medical and surgical hospitals, food manufacturing, biotechnology
R&D, and others. A breakdown of the major aquaculture buyer industries is
provided in Appendix B. When both the magnitude of supply chain purchases
and industry concentration are considered, the most promising regional
economic opportunities appear to be for the following:






Seafood Product Preparation and Packaging
Additional Aquaculture Businesses
Restaurants
Biotechnology R&D and Health Care

positioned for these activities given its port, rail, and highway
connectivity.

Whole Oceans Supply Chain
The previous supply chain analysis is based on typical relationships and
purchase amounts to help understand the expected economic activity in the
region based upon the average, typical behavior and relationships of the types
of industries that are present in Eastern Maine. This is helpful for identifying
opportunities, but it is also important to consider the unique supply chain of
Whole Oceans.
Whole Oceans has made public some of their supply chain information.
Importantly, the company has indicated its pursuit to be “vertically integrated.”
In industry terms, this means having direct control over your supply chain,
which may include making your own inputs and using the business’s own
product (salmon and other byproducts) for other uses. The company has
indicated that in the long-term it may pursue additional processing activities
and explore manufacturing fertilizer or compost using waste from fish.
Collaboration with research and development companies is also being
explored.

Supply Chain Opportunities







There are both supplier and buyer opportunities related to the Aquaculture and
Whole Ocean’s supply chain for businesses that provide goods and services to
aquaculture operations, and for businesses that utilize products and
byproducts generated by aquaculture. These include:
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Food Processing & Packaging: Bucksport is becoming a seafood
hub with three seafood businesses located or planning to locate in the
industrial park and the Whole Oceans development. There may be
opportunities for new local food/ value-added food product processing
and packaging operations related to Whole Oceans as the company’s
product is expected to initially be shipped out of state for processing.
Feed Production: Feed is one of the most expensive and most
important inputs to the aquaculture process. Although the feed
production process is proprietary, the cost of importing feed may
create opportunities for local production.



Composting/Fertilizer Production: The waste and byproducts from
the fish farming process are valuable ingredients for compost and
fertilizer products. Whole Oceans has expressed an interest in
pursuing this type of activity already and a site in close proximity to its
Bucksport operation would reduce transportation costs. There is a
strong market outlook especially for organic compost in the state.
Specialized Equipment Manufacturing: Whole Oceans anticipates
that new companies will be looking to locate in the state and the
region that manufacture the specialized equipment, such as RAS, that
is used in the company’s facility and will likely be used by future
operations in the state. As the company that is “first to market” in
Maine, there is an opportunity to draw these companies to locate
close to Whole Oceans, that would serve as the initial and primary
customer for these businesses.
Research and Development (Biotechnology & Health): A major
aquaculture operations presents new possibilities for Research and
Development on several fronts. Research into health applications of
fish products is already being undertaken and this is likely to continue
to be an area of research focus. There is also R&D needs and
opportunities around the brood stock of fish and alternative uses of
byproducts, such as salmon blood that is currently being examined.
There are numerous institutions in Maine engaged in this type of R&D
and there may be potential to bring various business, research, and
education interests together.
Professional Services: Like any other business, Whole Oceans and
other new businesses drawn to the region and town will have demand
for professional services such as legal, accounting, marketing etc.
Many of these needs will likely be satisfied by existing businesses,
but there may be potential to attract new or expanded offices to
Bucksport, especially as Whole Oceans grows and generates further
economic growth.

Warehousing and Transportation: The emergence of a strong
aquaculture and food processing cluster in the region will drive
demand for storage and trucking services. Bucksport is well
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retail data analysis indicates that there is already a market gap for
restaurants in the town’s trade area geography.

4. Real Estate Market Opportunities
This section provides an overview of the key findings of the real estate market
opportunities analysis that was conducted to identify current real estate market
conditions and opportunities and to identify future opportunities as a result of
the Whole Oceans project and redevelopment of the A.D.A.P.T. Project Area.
The full analysis and results can be found in Appendix B.



There is an Opportunity to Better Capture Tourism - Without
Becoming a Tourist Town. The Route 1/Bar Harbor tourism market
is a significant unmet opportunity with thousands of visitors bypassing
the commercial heart of Bucksport. Capturing even a minor portion of
these visitors could significantly enhance the Main Street corridor.







Tourism Retail Capture Scenario Analysis
Scena ri o A Scena ri o B

Existing Regional Tourism Spending ($)
Increased Tourism Capture Rate
Annual Touri s m Ca pture ($)

Est. Visitors Represented

$248,000,000
1.0%

2.0%

$2,480,000 $4,960,000

28,182

56,364



Es ti mated Reta i l Supporta bl e (Sq.Ft.)
8,267
16,533
Regi ona l Touri s m Spendi ng ba s ed on 2015 vi s i tor s pendi ng by
Aca di a Na ti onal Pa rk Vi s i tors . Es ti mated Reta i l Supporta bl e
ba s ed on a s s umpti on of $300 retai l s a l es per s quare foot.
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Opportunity to Create a Food/Dining Destination. There are
several compelling factors that support focusing efforts on Main Street
as a dining and entertainment destination: 1) the town located where
many tourists are traveling at at lunchtime such as those traveling
from Portland and Freeport along Route 1 to Bar Harbor; 2)
restaurants and bars are an existing strength on Main Street to build
off of with new establishments opening up in recent years and in the
near future; 3) Whole Oceans is an opportunity to brand the
community as a seafood hub; 4) Main Street’s location on the
Penobscot River represents unrealized potential for waterfront dining
and entertainment – a unique and valuable opportunity; and 5) the

Adapting to Aquaculture





Other Unmet Retail Needs Could be Met. There are currently
“gaps” in the retail market where additional businesses could be
supported. Whole Oceans may provide the necessary nudge to
attract new businesses in these categories as a result of new
households and workers in the town.
Existing and Future Demand for Quality Middle-Income SingleFamily Homes. Whole Oceans is expected to add to the unmet
demand for quality single-family homes in Bucksport. New housing
development will help provide workforce housing and support
economic development by enhancing the number of local customers
for area businesses.
Senior Housing Needed. The town’s population is aging and many
residents are choosing to age in place in single-family homes. New
age-targeted (age 55+) or senior apartments/condos could likely be
supported in the town, especially located within walking distance to
Main Street businesses. New senior housing would also increase the
availability of single-family homes in the town for families and workers
as some seniors choose to move to new units.
Demand for Apartments on Main St. New apartments can be
supported in the downtown/Main Street area. The target market for
these units is both “empty nester” households and young
professionals who want to be in walkable areas. Potential waterfront
views and future amenities and entertainment on Main Street would
enhance demand for units while supporting local retail businesses.
New Hotel/Lodging Establishment May Have Potential. A new
hotel or lodging businesses may be feasible once Whole Oceans is
operational. While additional analysis is needed to determine
feasibility, there appears to be a gap in the mid- to upscale-range that
would cater to both business travelers and regional tourists. A
waterfront location or location close to Main Street would help
enhance the viability of a new establishment.
Some Professional Office Development Potential. The market
analysis indicated that there is some existing unmet demand for office
space, especially on Main Street. The analysis also indicated that

Whole Oceans and redevelopment of the Project Area may induce
some new demand for professional office space.



Flex/Short Term Office a Niche Opportunity. Whole Oceans may
create a need/demand for short-term or flex office space provided on
a weekly or monthly basis for contractors, consultants, and others
working with the company that need temporary office work space
such as co-working space.

Potential for an Enhanced Main Street District
The town’s existing Main Street businesses, walkable nature, waterfront
proximity, and other characteristics have positioned Main Street for enhanced
vibrancy as the Project Area becomes redeveloped. New industrial uses are
likely to strengthen the real estate market and drive new investment for
downtown. There is an opportunity to guide growth of Main Street into a vibrant
business district that features locally serving retail, destination restaurants and
entertainment options, and boutique shops with interspersed professional
offices and housing units.

Main Street: Regional Destination Potential
Main Street has continued to improve since the closing of the mill. New
businesses have opened in recent years and vacancy rates are relatively low
presently. Whole Oceans and the redevelopment of the Project Area has the
potential to further catalyze investment and business growth along Main Street
and to help “unlock” the unrealized potential of Main Street.
Existing Main Street businesses primarily cater to the local population and
Main Street largely functions as a Neighborhood Service Center; however,
Main Street has the potential to also be a destination experience location with
dining, shopping, and entertainment as a charming small-town waterfront area
with restaurants, window shopping, arts and cultural venues, and recreation/
entertainment opportunities.
Store types and entertainment venues that would help transform Main Street
into a vibrant regional destination include:

Food and Dining









Riverfront restaurants with outdoor seating
Cafes and restaurants with sidewalk seating
Restaurants with music venues/special event space
Coffee houses
Brew pubs and microbreweries
Specialty/locally produced food products
Ice cream & candy shops

Shopping







Locally-made crafts and artwork
Antiques
Bike/kayak/outdoor recreation outfitter (with rentals)
Gifts and souvenirs
Unique home furnishings

Entertainment and Lodging
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Inns and bed and breakfasts
Boutique hotel
Art galleries
Live performance venues
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5. Workforce Assessment
Workforce refers to the working population and their education, training, and
skill sets. The workforce of a location is key to economic growth as employers
seek out places with a qualified workforce and places where there is likely to
be a reliable pipeline of workers with the right skill sets to fill available
positions. As such, one of the most important economic development
considerations is to align an area’s workforce with the jobs and skills in
demand now and in the future of the region’s most significant industries.
Whole Oceans represents the emergence of a significant new industry
concentration in Eastern Maine and it will be critical to align the existing
workforce delivery system (training programs, higher education intuitions, etc.)
to meet the future needs of employers in this sector, including Whole Oceans.
A workforce assessment was conducted to better understand the needs for
supporting the growing aquaculture industry. The full analysis is included as
Appendix B. The results are summarized below.
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Immediate Workforce Needs Likely to be Met Locally: Whole
Oceans expects to be able to fill its initially created jobs with local
residents. The new jobs created range in terms of skills and
experience required.
Long-Term Needs to Build a Pipeline of Workers for
Aquaculture: To support a strong and sustainable economic cluster,
the region’s higher education institutions will need to partner with
private entities to coordinate curriculum and training opportunities with
the employment needs of businesses.
Opportunity for Collaboration Between Whole Oceans and
Regional School Unit 25: A new K-12 program in partnership with
Whole Oceans is a tremendous opportunity to help build a long-term
workforce pipeline while helping the town’s youth connect with
meaningful employment opportunities. Additionally, retaining youth
will help the town maintain its population base, which is expected to
continue aging.

Adapting to Aquaculture
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VISION & GOALS
1. Introduction
The A.D.A.P.T. Plan vision statement and goals provide an overarching
guiding framework for the Master Plan and the plan recommendations. The
vision and goals were derived primarily from input from community members
through the first public open house event and an online survey. The Advisory
Committee helped refine and finalize the vision statement and goals.

A.D.A.P.T. Bucksport
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2. Vision Statement
The Vision Statement describes the desired future for the Project Area. It is
purposefully designed to be concise, consensus-based, and representative of
a variety of viewpoints. The statement presents an ideal future that the plan
should be designed to achieve. A plan vision is critical not only as a
framework, but for sending a message to prospective business owners,
developers, and investors that the community stands behind and supports
projects that are aligned with the vision.

VISION STATEMENT
The A.D.A.P.T. Area is an economic engine at the head of Penobscot Bay that respects its past while looking to the
future as an ongoing source of community pride, identity, and economic vitality.
Bucksport welcomes partnerships with industries that provide jobs in clean, resilient, and diversified businesses.
Prosperous enterprises, using the Area’s rich set of assets, are located adjacent to high-capacity power generation and
an active port of regional significance.
The Area is integrated with the Town of Bucksport in a manner that sustains the long-standing and established
community spirit and character for current and future generations.
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3. Goals
The A.D.A.P.T. Goals were crafted as broad and
overarching objectives that the plan should support
in order to achieve the “ideal future” presented in
the vision statement. The goals reflect the
community’s input and serve as the organizational
framework for the plan recommendations. Overall,
the five goals address key issues and priorities
including economic development, developing the
site to its “highest and best” use, ensuring
responsible industrial development, incorporating
best practices in design, and supporting qualify of
life in the community.
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GOAL 1

GOAL 2

GENERATE DIVERSE AND RESILIENT
ECONOMIC GROWTH IN THE TOWN AND REGION

UTILIZE AND IMPROVE THE ASSETS
OF THE PROJECT AREA

Redevelopment of the Project Area can generate
significant local and regional economic growth in
terms of new jobs and businesses. The
recommendations in this section are designed to
create sustained economic growth that is not
dependent upon a single industry, but rather
creates the infrastructure, policies, programs, and
development that will enable Bucksport and
Eastern Maine to take full advantage of the
Whole Oceans Project for long-term economic
growth and stability.

The Project Area features an impressive set of
infrastructure assets including rail, power, fresh
water supply, fiber optic, and port facilities. The
ADAPT plan should support and encourage the
utilization of these assets for economic growth.
The plan should also facilitate necessary
infrastructure upgrades and investments as
needed to support redevelopment of the Project
Area and associated economic growth in the
Town of Bucksport.

GOAL 3

GOAL 4

GOAL 5

INCORPORATE CLEAN
INDUSTRIES AND USES

PROMOTE HIGH
QUALITY DESIGN

SUPPORT AND ENHANCE THE
QUALITY OF LIFE IN BUCKSPORT

The Project Area is directly adjacent to areas that
should be protected by adverse environmental
impacts, including homes and neighborhoods,
the Main Street business district, and the
Penobscot River. Therefore, the Project Area
should feature new development that is
environmentally responsible and reflects best
practices in sustainable design. A commitment to
clean industries and environmentally-friendly
design will also help showcase the Project Area
as a modern, cutting-edge industrial center of the
future.

Design and aesthetics go beyond increasing the
appearance of industrial property. The design
recommendations under this goal are intended to
facilitate development that has an appearance
reflective of the unique and exciting nature of the
vision for the site. Unique and high quality design
will help build Bucksport’s identity as a unique,
interesting, and vibrant place, which has positive
implications for economic development.

Redevelopment of the Project Area should not
only preserve and protect the great quality of life
in Bucksport; it should improve the quality of life
for current and new residents and workers.
Quality of Life is critical for economic
development. Companies want to locate where
quality of life is high because it helps them attract
talented workers. Recommendations to support
and enhance quality of life will promote economic
growth while ensuring that economic
development efforts in the Town help achieve
community goals.
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4. Community Alignment
The A.D.A.P.T. vision statement and goals are a shared community outlook
and objectives for the Project Area. Community members provided key ideas,
words, and phrases to incorporate into the statement and the local advisory
committee helped craft the themes that emerged into a vision statement. The
statement reflects the community’s forward-looking approach in embracing
industry while protecting and enhancing the qualities that make Bucksport
unique and cherished among its residents. Community priorities and concerns
were also collected and were used to craft goal statements for the outcome of
the plan.

Alignment with Heart & Soul Community Statements
The Heart & Soul Initiative in Bucksport has undertaken a tremendous effort to
collect the stories of local residents and to uncover the most treasured qualities
of the community. After listening to hundreds of people share what matters to
them in their Bucksport community, nine (9) value statements were created
and subsequently adopted by the Town Council. These are presented on the
following page.
The A.D.A.P.T Vision Statement was crafted to respect and incorporate these
statements. The vision statement, goals, and the plan recommendations reflect
these themes, including community spirit, existing small-town character, a
strong economy and employment opportunities, a clean environment, a thriving
Main Street district, waterfront recreation, and housing options, among others.

Community members shaped the vision statement and goals through their
input during the first open house event.
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BUCKSPORT HEART & SOUL VALUE STATEMENTS
Community Spirit: We cherish our community that comes
together through neighbors helping neighbors, volunteering, and
supporting local organizations and events; creating a sense of
belonging which gives each of us an opportunity to make a
difference.
Town Government: We value a forward-thinking and transparent
town government that responds to the needs of residents and local
businesses and maintains and supports community services and
infrastructure; ensuring an accessible, safe, and secure
environment.

Small Town Feel: We treasure our friendly community with its
safe, close-knit family feel and the generational continuity which
keeps our proud history alive; creating a warm and welcoming
atmosphere for residents and visitors alike.

Vibrant Downtown: We treasure a vibrant downtown with small
businesses, festivals, parades, waterfront, and art-related
opportunities which provide economic development and places for
people to gather; promoting a rich, welcoming sense of community.

Recreation: We take pride in and value each of these things which
enhance our health and well-being:




the abundance of recreational opportunities for all ages
which encourage exercise, deep conversations, and social
interactions between friends, parents, children, and dog
owners
access to the magnificent waterfront walkway, the wellmaintained trails, and the ponds, lakes, and woods

Environment: We cherish the beauty of our rural environment

Education: We value each of these things that contribute to a
healthy, happy, and educated populace:






an innovative school system which emphasizes varied
educational and extracurricular opportunities for all learners
a class size conducive to knowing, caring about and helping
each other
a high graduation rate with graduates prepared to
contribute to the community at large
collaboration between school and community

Healthy Community: We appreciate and value each of these
things which promote an inclusive, vibrant community:





access to local choices for recreational, cultural and social
activities, and health and other services
access to housing that meets the needs of all ages and
income levels
addressing current social, emotional, mental and physical
health challenges

Local Economy: We value each of these things that contribute to
a prosperous, community by bringing people together and creating an
inviting destination for our visitors:




a strong local economy, enhanced by our central location,
affordable housing, diverse and creative businesses,
available financing, and employment opportunities
the local eateries, movie theater and cultural events

which provides us access and a connection to our natural world.
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the Penobscot River, the jewel of our waterfront and our
maritime connection
our ponds, lakes, woods, mountains, and farmlands, the
privilege of our seasons, fresh air, and the stars at night
our opportunities for civic and social organizations that
encourage the traditions of boating, hunting, fishing,
farming, and gardening

Adopted by Town Council January 25, 2018
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MASTER PLAN
1. Introduction
The A.D.A.P.T. Master Plan is a vision for future land uses within the Project
Area. This section introduces and describes the various components of the
master plan while specific recommendations and implementation actions are
described in later chapters. The plan reflects the extensive research, analysis,
and public engagement undertaken as part of the project and is intended to be
an ambitious but realistic vision to revitalize the Project Area and generate
economic growth in the town and region.
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A Vision for Redevelopment
The Master Plan, shown to the right, features proposed uses that are diverse
but interrelated and mutually-supportive. These uses represent an “ideal”
future outcome based on the extensive work completed as part of the
A.D.A.P.T project, but do not necessarily exclude other potential uses that
emerge in the future that meet the community’s vision and goals for the Project
Area.
The Master Plan is intended to show the future land use and key
characteristics of the Project Area in the future, but does not show the specific
location of roads, buildings, infrastructure and other elements. Several
graphics are provided later in this section to help illustrate what specific areas
within the Master Plan may look like in the future.

Proposed Master Plan Uses:
The Master Plan includes the following uses that are described in further detail
on the following pages. The uses include a mix of existing, planned, and
proposed uses:







Whole Oceans Aquaculture Development (planned)





Workforce Neighborhood (proposed)

Enhanced Port (proposed)
Marine Campus (proposed)
Industrial Expansion Site (proposed)
Community Hub: Co-Working Tech Center & Recreation/Fitness
Center (proposed)
Walkway Trail Extension (proposed)
Power Generation Plant & Landfill (existing)

A Conceptual Development Plan is shown on the following page for the
Enhanced Port, Marine Campus, and the Whole Oceans Primary Development
Area portion of the Master Plan. The plan illustrates the potential site design
for the build out of this area of the Master Plan. Other conceptual site plans are
included in this chapter to illustrate the potential build out of the specific
components of the Master Plan.
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Conceptual Development Plan: Whole Oceans, Marine Campus, and Enhanced Port
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Master Plan

2. Whole Oceans

Renderings of Whole Oceans Development

The first phase of the Whole Oceans development in Bucksport will
construct an approximately 370,000 square foot state-of-the-art land-based
aquaculture facility (indoor salmon farm). The facility will serve as a major
anchor and catalyst for redevelopment of the Project Area.
While the company is still in the design and engineering phase, initial
renderings provided by the company, shown to the right, indicate the
approximate siting of the facility in the Project Area. The building will occupy
what is known locally as the log yard portion of the property. The facility will
have two entrances – a main automobile entrance utilizing the existing gated
entrance and a second truck access entrance using the existing northern
access drive.
Whole Oceans is intending to add publicly-accessible walking paths on their
property with interpretive signage about the Penobscot River and the history
of the area. The Master Plan contains a vision for these trails to be
connected to a trail/multi-use path that connects the Project Area to the
waterfront and Main Street area via the existing Waterfront Walkway.
Whole Oceans is also purchasing property across River Road where there is
currently a large parking lot that had been used by the former mill. The
company has not announced plans for the property but is planning to add
additional production capacity in the region and has expressed interest in
other supply chain activities such as having a private label retail product or
composting using waste products from the salmon raising process.
Therefore, a future industrial reuse of the parking lot parcel is anticipated.

Images courtesy of Whole Oceans
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3. Enhanced Port

Phase I Conceptual Illustration: Utilize & Enhanced Existing Port Facilities

An enhanced port in the Project Area will
accommodate larger vessels and include the
necessary port infrastructure to import and
export goods and materials beyond the
capabilities that currently exist. An enhanced
port could utilize the existing land area that AIM
owns. In the long-term, the filling in of “log
pond” located southeast of the Project Area
could be explored to greatly expand the
potential footprint of the port and create greater
capacity for the amount of goods and materials
that could be moved/stored. This scenario
could potentially open up more of the footprint
of the Project Area for the development of the
“Marine Campus.”

Phase I: Utilize & Enhance
Existing Port Facilities
The proposed Phase I of the enhanced port
development will utilize the area adjacent to the
existing wood dock for material stockpiling and
potential new warehousing or cold storage
facilities. A new “spud barge” will attach the
existing wood dock to allow larger ships to dock
at the port by extending into deeper water. A
conveyor system provides easy loading of bulk
materials to vessels. A revitalized rail spur will
allow intermodal operations and the ability to
transfer materials from rail to ship.
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Why an Enhanced Port?









Identified as a local and regional economic opportunity
Supports community vision and desire for an enhanced port facility
Provides needed upgrades to accommodate new and larger size vessels compared to existing docks
Utilizes the Project Area’s strategic and competitive location adjacent to deep water
Capitalizes on rail connection to market for intermodal capabilities
Captures market opportunity for exporting aggregate materials
Future collaboration opportunities with area manufacturers (e.g., seafood products)
Future Potential to accommodate cruise vessels

Phase II: Utilize & Enhance
Existing Port Facilities

Phase II Conceptual Illustration: Expand Port by Infilling “Log Pond”

The conceptual illustration shown to the right
shows a potential Phase II port expansion that
includes filling in “log pond” and the
construction of a new dock bulkhead. New
internal circulation (roads) are added and the
existing rail spur connections are
extended/improved to allow for the intermodal
transfer of cargo. Storage facilities (e.g.,
refrigerated warehouses) are included in the
development concept along with areas for bulk
material stockpiles. Loading and unloading of
vessels could occur by crane, clamshell loader,
or conveyor systems (for bulk materials). It is
anticipated that adequate screening will be
provided to minimize any adverse aesthetic
impacts, especially as viewed from Main Street
and the Waterfront Walkway.
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4. Marine Campus

Marine Campus Conceptual Illustration

The future Whole Oceans development offers Bucksport a
tremendous opportunity to be the epicenter of an emerging landbased aquaculture industry cluster. An institutional use adjacent to
Whole Oceans will help accomplish this. The Marine Campus is
envisioned to be a relatively small complex consisting of modern
“green” buildings that feature research and development (R&D) lab
space, job training and classroom/education facilities, offices for
port operations and shipping companies, and administrative space
for power plant operations. The Marine Campus is proposed as a
collaborative partnership opportunity between private companies
including AIM and Whole Oceans, as well as public entities and
higher education and other institutions.

Research & Development
Several research and development areas were identified with colocation potential with Whole Oceans (see Adapting to Aquaculture
Chapter). The Marine Campus would provide facilities such as lab
space for research, including collaborative spaces for joint research
and development efforts.

Job Training and Classroom Space
Workforce training will be needed and space adjacent to Whole
Oceans can help connect local residents with the right skill sets
while providing hands-on training. Short-term training and
certification programs have been identified as the greatest
immediate need for a variety of job types.

Why a Marine Campus?

Port and Power Plant Operations



The campus is also expected to be home to administrative and
business offices for AIM and companies associated with the
enhanced port.
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Emerging land-based aquaculture industry will create a need for workforce with the
right skill sets
Various businesses, institutions, organizations involved in aquaculture in the region
but no collaborative facilities exist
Bucksport in a competitive position as “ground zero” for the emerging land-based
aquaculture industry
Need for on-site office space for AIM and port operations

5. Industrial Expansion Site

Industrial Expansion Site Conceptual Illustration

The industrial expansion site would accommodate future
industrial growth within the Town of Bucksport along State Route
15 in front of the existing landfill where there is underutilized
industrially-zoned land available. There are a number of potential
uses for the site related to Whole Oceans including future
expansion area for the company’s aquaculture facilities as well
related industrial uses such as food processing, organic
composting, advanced manufacturing (related to aquaculture
processes), warehousing and distribution, and others.
A potential site development scenario is shown on the graphic to
the right, which shows two industrial buildings approximately
30,000 square feet each with truck loading bays. A new
automobile access point is shown while trucks would continue to
use the existing access road to the landfill and log yard. Parking
is provided in the rear of the buildings to reduce the aesthetic
impact of the development.
Several sustainability features are shown, reflecting the plan’s
recommendations to implement “green” elements for new
development. These include rooftop solar panels, parking lot
landscaping, and a rain garden for stormwater management. The
development site is integrated with the Project Area through a
pedestrian link connecting the site to the Waterfront Walkway
extension.
Gateway elements that may include public art, banners, or
attractive signage are indicated along Route 15 to create a
sense of arrival into a unique and special place.
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Why an Industrial Expansion Site?







Expected future demand for industrial space
Potential for Whole Oceans expansion or supply chain-related uses
Helps keep truck traffic heading to Bangor off of Main Street
Allows for industrial growth in existing underutilized industrial-zoned area
Supports community goals for economic growth
Provides new industrial valuation for the town to support tax base
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6. Community Hub

Community Hub Conceptual Illustration

Overview
The “Community Hub” is a small cluster of community-oriented
uses that are also complementary to, and supportive of, new
business development in the Project Area and Town of Bucksport.
The assembly of a new block bound by River Road and Bagley
Ave, as shown in the illustration to the right, would close North
Franklin Street and reconfigure Bagley Ave for two-way traffic. The
potential design of the community hub block would reuse existing
buildings for a “Co-Working Tech Center” and a “Recreation &
Fitness Center” on the site with potential for future expansion. The
existing green space would be expanded for future recreation use.
Future connections can be made to the future Whole Oceans
development area north of the site. Note that prior to the
publication of this report this property was planning board
approved to be a church.

Co-working Center
The proposed Co-working Center would feature rehabilitation of
the existing building into a state-of-the-art facility for
entrepreneurs, telecommuting professions, students, contractors
needing temporary work space, students, and the general public.
The center will tap into the adjacent 3-ring fiber optic network
providing research-grade internet speeds that would help attract
users from beyond the town’s borders.
Potential features of the Center include shared technology and
supplies such as printers and scanners as well as a variety of
types of spaces including individual desks, private “phone pods”,
conference and meeting rooms, kitchen/café space, and social
“hang out” spaces.
Future expansion of the Center could include incubator space
(space for business start-ups) or “maker space” which generally
feature spaces for building products and offer amenities such as
tools, 3D printers, and other manufacturing equipment.

Why a Community Hub?
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Ability to leverage access to 3-ring binder fiber optic network for economic
development
Expected future demand for short-term office space
Community input indicated need/demand for additional fitness center/recreation and
daycare space
Potential synergistic relationship with other uses in Project Area (daycare, amenity
for workers, related business activity, etc.)
Will help support community goal of attracting telecommuters to Bucksport

Fitness/Community Center

Workforce Neighborhood Conceptual Illustration

The fitness/community center project would modernize the existing
building that had previously been used as a fitness center for mill
employees. Potential uses within the fitness center include daycare or
preschool programming, indoor cycling (spin class), senior fitness
classes, Pilates/yoga/aerobic studio space, and/or exercise equipment.
The adjacent green space has the potential to be enhanced for a small
recreational field, multi-purpose court, and/or playground space. A
walking/jogging path could thread through the community hub area as
an additional amenity with walking/biking connections to the Project
Area and surrounding neighborhoods.

7. Workforce Neighborhood
The proposed Workforce Neighborhood off of Route 15 at the northern
end of the Project Area features single-family homes in a clustered
“conservation subdivision” style where a significant amount of forested
open space on the property is preserved and used as a buffer between
new residences and the existing power line corridor and landfill. A
community trail provides a walking/hiking trail amenity and connection
to the other Project Area development areas.

Why a Workforce Neighborhood?
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Existing and future demand for “middle-income” single-family homes in
Bucksport
Well-suited for residential (adjacent to housing & zoned for
residential/commercial development)
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8. Waterfront Walkway Extension
Bucksport’s Waterfront Walkway is a significant community amenity and its
extension through the Project Area will help integrate future development with
the downtown Area while providing a benefit to the community through
increased opportunities for recreation and attracting workers in the Project
Area to shop and eat at downtown locations. It is anticipated that the Extension
trail will begin at the fueling pier where the existing Walkway terminates and
run along the road for portions to avoid conflicts with the proposed port
operations area. The trail would then enter the Project Area to connect to the
Marine Campus before connecting North through the Whole Oceans Property
where the company intends to have an interpretive trail running through the
property. The trail would connect to or become this interpretive trail before
connecting further North to the “Sprague Development Site” that is envisioned
to be redeveloped for commercial or industrial uses in the future.
Several key connections are proposed across River Road/Route 15, including
to the proposed “Community Hub” (which would then connect to the adjacent
Whole Oceans “Expansion Area.) Other key trail crossings include to the
“Industrial Expansion Site” and the “Workforce Neighborhood.” Wherever
possible, the Connector Trail is envisioned to be paved and meet ADA
accessibility standards.

Why a Walkway Trail Extension?
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Strong community desire to extend
Waterfront Walkway
Potential to integrate the Project Area with
the waterfront/Main St. area
Provide alternative transportation option for
workers (walk/bike)
Support quality of life goals by creating a
new recreation amenity
Help draw visitors and keep them in town
longer

9. Power Generation & Landfill
The power generation plant and landfill located in the Project Area will
continue to be owned and operated by AIM. The power facility is currently
being used as a “peaking power plant” to provide power to the grid during
high (peak) demand times. While often idle, the plant can be brought online
quickly to supplement the grid’s power supply.
In addition to the power facility, a Central Maine Power substation is also
located in the Project Area, as shown in the Master Plan. The power
infrastructure on the property transfers power from the power plant to the
grid and therefore will also remain in the Project Area.
The landfill owned by AIM has unused capacity with economic potential for
the company and will remain a privately-operated landfill for the foreseeable
future. In the future when the landfill has reached capacity and is closed,
potential uses of the site could include a solar array that will provide clean
energy.

The existing power plant will continue to operate during peak times.

The landfill has capacity for future use and will continue to be operated.
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10. Framework Plan
While the Master Plan for the
ADAPT Project Area presents a
redevelopment vision for the
former paper mill and other
properties owned by AIM, the
following Framework Plan shows
how redevelopment of the Project
Area fits into the context of the
broader community. The
Framework Plan shows a
generalized outlook for the area
and how the various pieces of the
Master Plan fit together with the
anticipated future of the
surrounding area including
integration via a community trail
system and housing and
commercial development that
support and enhance
redevelopment of the Project
Area. The following
Recommendations Chapter
discusses the various aspects of
the Framework Plan in greater
detail.
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RECOMMENDATIONS

CHAPTER CONTENTS
1.
2.
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Introduction
Recommendations
 Goal 1 (Economic Growth)
 Goal 2 (Utilizing Assets)
 Goal 3 (Clean Uses)
 Goal 4 (Quality Design)
 Goal 5 (Quality of Life)

1. Introduction
This section provides recommendations to address and achieve the five
A.D.A.P.T goals. This section includes a mix of “on-site” and “off-site”
recommendations that include recommendations related to the Master Plan as
well as those on how to integrate redevelopment with the community, leverage
redevelopment for communitywide economic development, and support a high
quality of life in Bucksport. A detailed implementation strategy is provided in
the following chapter.
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2. Recommendations

Goal 1

ii. Create an “Industrial Expansion Site” on Route 15
The underutilized vacant land between Route 15 and the landfill is an ideal
place to create a new industrial development site for future Whole Oceans
expansion needs or other related industrial activity such as composting or food
processing (see Master Plan chapter for conceptual site plan).

GENERATE DIVERSE AND RESILIENT
ECONOMIC GROWTH IN THE TOWN AND REGION
Redevelopment of the Project Area can generate significant local and
regional economic growth in terms of new jobs and businesses. The
recommendations in this section are designed to create sustained
economic growth that is not dependent upon a single industry, but rather
create the infrastructure, policies, programs, and development that will
enable Bucksport and Eastern Maine to take full advantage of the Whole
Oceans Project for long-term economic growth and stability.

1A. Build a Cluster of Aquaculture, Marine, and
Food-Related Businesses
Whole Oceans presents a tremendous opportunity as a major anchor to
create an economic cluster of interrelated businesses. An economic cluster
typically includes businesses, suppliers, and associated institutions in a
particular industry or field – in this case aquaculture and food processing.
Industry clusters help increase the productivity of businesses and can
drive future growth in jobs and businesses within the Town and the Region
as a whole.

i. Establish a Targeted Business Recruitment Program
The recruitment program should be an on-going effort to actively recruit
specific types of industries and businesses to the Town of Bucksport. The
A.D.A.P.T. Project identified spinoff opportunities that should guide the
targeted recruitment efforts. Specific sites to focus on for aquaculture, marine,
and food-related businesses include the proposed Route 15 Industrial
Expansion Site (in front of landfill), the proposed Marine Campus, the
Enhanced Port, the Buckstown Heritage Park, and the “Sprague development
site.”
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Organic composting is one of the spinoff economic opportunities associated with
Aquaculture and may be appropriate for the new Route 15 Industrial Expansion Site.

iii. Enhance, Expand, and Market the Buckstown Heritage Park
The Buckstown Heritage Park presents an opportunity to bring new businesses
and jobs into the Town of Bucksport. By enhancing the Park through new
amenities and infrastructure upgrades (including fiber optic broadband and
natural gas service), the Town can better attract new tenants to the Park,
thereby creating new jobs and capturing economic growth generated by Whole
Oceans (see broadband recommendations for fiber discussion). The Town
should plan for the future long-term expansion of the Industrial Park as existing
lots become filled. Additionally, a new marketing effort should be initiated for
the park including, at a minimum, a new and enhanced website and a print
brochure to share with prospective companies and to utilize as part of the
targeted business recruitment program.

iv. Create a K-12 Aquaculture Program
Regional School Unit 25 already has skilled trade programs, including its
successful welding program, to provide students marketable skills post-

graduation. The K-12 Aquaculture Program would build off of past success to
engage students of all ages in the region’s emerging land-based aquaculture
industry. Potential program elements include field trips, internships, camps,
curriculum, and certification. K-12 programs can help build a workforce pipeline
for companies in the industry while keeping young people in Bucksport post high
school graduation.

1B. Develop a Bucksport “Marine Campus”
The Marine Campus will help Bucksport become the epicenter of the
state’s emerging land-based aquaculture industry. The Campus should be
a collaborative effort between AIM, Whole Oceans, the Town of Bucksport,
EMDC and other economic development organizations, and existing
higher education and other institutions related to aquaculture and marine
industries (see Master Plan chapter for additional discussion).

i. Identify the Need and Explore the Feasibility of a Campus
The first step to implementing a campus is to explore the feasibility and need
for space. This will involve bringing various businesses, institutions, programs,
non-profits together to identify physical space needs for collaborative research
and development activities related to aquaculture and related fields. AIM is
committed to maintaining the existing office building on the site and the
campus should integrate the building into a pedestrian-oriented campus with a
cluster of buildings of a scale appropriate for the site (see Master Plan chapter
for conceptual design). Potential uses within the campus include:
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Research & Development space related to aquaculture (co-location
opportunity with Whole Oceans)
Collaborative higher education/institutional research and education facilities
Classrooms and job-training space for short-term job training and
certification programs
Office space for port/shipping companies utilizing new/enhanced port
Administrative offices for the power generation plant/AIM
Small Aquarium/Visitors center to accommodate visitors interested in
aquaculture off-site from the Whole Oceans facility with a site-specific focus
on salmon and the natural ecology of the Penobscot River.

Left: SUNY Polytech in Albany, NY offers a potential model for collaborative R&D as
an institutionally-based consortium of private companies sharing research and
training facilities. Right: A modern research building of the scale envisioned for the
“Marine Campus.”

1C. Create a “Riverfront-Enhanced” Main Street
Dining, Entertainment, and Business District
The Main Street Area has an opportunity to be enhanced into a more
vibrant downtown area that takes better advantage of its unique and
valuable waterfront location. As a Dining, Entertainment, and Business
District, the Main Street area can attract people from around the region to
patronize local businesses while enhancing the quality of life for existing
residents.

i. Support New and Existing Main Street Businesses with a
Focus on Growing and Attracting Targeted Businesses
Dining and Entertainment Businesses:







Restaurants and bars (with live entertainment)
Brewpubs/microbreweries
Café
Arts and Cultural Venues
Specialty Food Stores (with a focus on shopping experience)
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Walkway- and waterfront-oriented restaurants and businesses should be promoted
on Main Street.

Picnic areas
Pavilion/event space
Public fishing pier
Amphitheater
Public Art
Kayak rental/dock





Lookout platforms (Penobscot
River and future port area)
Play areas for both children and
adults
Accessible and attractive access
points from Main Street

The Conceptual Illustration on the following page shows how some of these
uses could be incorporated into the future design of an enhanced waterfront
park.

Potential Water-Dependent and Recreation uses:






Kayak/Stand up Paddleboard (SUP)
Bike/Scooter Rental
Outdoor Recreation/Boat Supply Retailer
Water Taxi Operator

New kayak/canoe rental and launching facilities can provide new recreation
opportunities and help draw visitors to Main Street and the waterfront area.

ii. Build an Enhanced Waterfront Park
Expand the Waterfront Park between the Town Dock and the Fuel Pier
Peninsula by acquiring the land owned by Pan AM where unused railroad
tracks are located. The Park will help induce new investment in adjacent
waterfront properties and enhance the quality of life for existing residents.
Consider the following uses:
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Acquiring and redeveloping the unused railroad tracks adjacent to the Waterfront
Walkway into an expanded linear park will provide an enhanced amenity for the
community. Above: A Storybook Walk installation provided by Bucksport Heart & Soul.

Waterfront amphitheater/bandshell example

Event space example

Play area example

Marina restaurant example

Conceptual Waterfront Plan

Public art example
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Waterfront restaurant example

Welcome center with interpretive exhibit examples (salmon & paper)
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iii. Create Design Guidelines for Main Street Area with a Focus
on Encouraging “Water-Oriented Buildings” and Uses
Design guidelines can provide guidance or can be adopted into the town’s
zoning code as requirements for future development. The design guidelines
should encourage water-oriented buildings and uses such as water-facing
decks and outdoor spaces for restaurants. The guidelines can also include
language to help maintain and/or enhance the existing character of Main Street
and prevent unwanted types and styles of development and buildings (note
that maintaining the character of Bucksport was a priority that emerged
through the public engagement process).

iv. Expand the Town Marina to include a Restaurant with Event
Space Through a Public-Private Partnership Along with
Expanded Boat Capacity
The town has a small existing marina building used by the Harbor Master for
operation of the Marina, Town Dock, and oversight of Bucksport’s waterfront.
There is an opportunity to replace this building with a Marina Restaurant with
event space that maintains space for the Harbor Master and Marina-related
operations. The Marina Restaurant will help build the Town’s reputation as a
dining destination while drawing new visitors by boat. It can also feature
wayfinding and marketing elements to direct visitors to Main Street
Businesses. Water-facing outdoor event space could accommodate events
such as wedding receptions. Bucksport currently lacks a waterfront venue such
as this. It is anticipated that this project would be a public-private partnership

with revenue generation potential for the Town of Bucksport. The marina dock
capacity should also be expanded to accommodate additional boaters.

1D. Grow the Town’s Tourism Industry
There is a significant opportunity to grow the Town’s tourism industry using
redevelopment of the Project Area as a catalyst. A significant number of
tourists are already in the immediate area, many of which are passing
through to other places. Attracting a portion of these tourists can help
support a vibrant Main Street and support local businesses without the
Town becoming a tourist community that loses its year-round charm and
authenticity.

i. Create a Main Street/Waterfront Welcome Center
Work with the Historical Society to move, lift, and expand their building so that
it is at street level and adjacent to the sidewalk with new lower-level space that
could extend towards the waterfront with a deck above for special events that
overlooks the River (see Waterfront Park graphic). Explore integrating new
uses into the Welcome Center that will complement and support the Historical
Society. It is recommended the following uses be blended together creatively
in the new Welcome Center:








A marina restaurant with event space will help create a vibrant waterfront area,
help attract recreational boaters, provide quality outdoor event space not available
now, and potentially serve as a revenue-generator for the Town.
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Existing Historical Society exhibits and museum space: It is
envisioned that museum space and exhibits will be integrated with the
spaces described below.
Interpretive exhibits: New paper-making and aquaculture
interpretive exhibits could be created, highlighting the historic and
emerging economic drivers of the Town.
Visitor information space: An area for visitors to learn about the
attractions and businesses in Bucksport and surrounding areas
including brochures, maps, and guides.
Commercial space: The Welcome Center could include a small retail
portion that sells crafts from local artisans, specialty food products, or
other unique locally produced gifts and souvenir items. A small
café/coffee shop could also be integrated, especially on the ground
floor facing the river and providing service to users of the Waterfront
Walkway including outdoor seating.



Boater amenities: The lower-level expansion area should include
restrooms and shower facilities for boaters to help enhance the town
as an overnight destination for recreational boaters using the Town’s
marina (proposed to be expanded).

The Welcome Center project that blends these uses is anticipated to help
increase visitation to the Historical Society and serve as a potential new source
of revenue for the Society through lease/rental arrangements while providing
new commercial space and uses that will support broader economic
development in the Town. It is recommended that as a first step, the Town
commission preliminary architectural designs to understand potential scenarios
and magnitudes of costs.

iii. Add an Annual Seafood or Salmon Festival to Bucksport’s
Calendar of Events.
Bucksport has an active events calendar and a food/seafood/salmon themed
event would complement the existing event schedule, draw in new visitors,
showcase local restaurants, and help market the town throughout the region
and state. Whole Oceans has already initiated an annual 5-K run as part of the
Bucksport Bay Festival, which has demonstrated its interest in being an active
member of the community. The Town should engage the company in
participating in, and promoting, the new event.

iv. Continue to Market and Support Bucksport as a “Dock, Dine,
and Shop” Destination.
The Town of Bucksport has a unique opportunity to attract recreational boaters
directly into its downtown business community. The Town should market this
unique advantage to attract visitors. The Town can position itself to the touristovercrowded Bar Harbor as a more authentic coastal shopping and dining
experience.
The Town
recently initiated
a campaign with
promotional
videos using the
“Dock, Dine, and
Shop” concept.

Moving and expanding the uses of the Historical Association building can create a
Welcome Center for visitors while showcasing the Town’s history.

ii. Explore the Development of an Aquarium as part of the
“Bucksport Marine Campus” Concept.
A small aquarium may help the town leverage the Whole Ocean’s development
to attract new visitors who will spend money at local businesses. An aquarium
may also help Bucksport build a brand and identity as a marine hub in Eastern
Maine.
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v. Implement a New Wayfinding/Signage System.
The Town should develop an attractive, well-designed, and comprehensive
wayfinding system along its Main Street Corridor and commercial areas,
including River Road through the A.D.A.P.T. Project Area. Wayfinding systems
can include a variety of elements to help pedestrians and motorists find their
way around, including banners, maps, kiosks, various types of signs, etc. The
purpose is to make Bucksport a visitor-friendly community and to direct
visitors, especially Route 1 travelers and those arriving by boat, to Main Street
businesses and other key points in the Town. Key places to focus on include
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the Waterfront Walkway, the Town Dock, Marina, Main Street sidewalks, and
gateways areas such as the Route 1 & Main Street intersection.

1E. Create a Comprehensive Marketing and
Branding Strategy for the Town of Bucksport
Bucksport has a unique chance to re-introduce itself. As a result of the
Whole Oceans Project, many new eyes are on the community including
potential businesses, residents, and tourists. A Comprehensive Marketing
and Branding Strategy will engage community members in a process
culminating with a shared direction on how to present the Town to the
world as the community becomes “ground zero” for a major new Maine
industry.

i. Solicit Services from a Community Marketing and Branding
Specialist to Guide the Process.
A community marketing and branding consultant will lead the process,
including collecting public and stakeholder input, to help the community create
an enhanced Bucksport “brand” and develop a strategic plan to promote the
community to target markets. Potential markets include future residents such
as professionals working at Whole Oceans or other new businesses that are
generated as well as potential business owners that may want to relocate or
open a second location in the town. This process will help identify specific
target markets and the messaging and marketing techniques most applicable
to reaching those markets. As part of the branding process, new logos and
designs may be explored (as needed).
Example wayfinding elements and systems
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Goal 2
UTILIZE AND IMPROVE THE ASSETS OF THE PROJECT AREA
The Project Area features an impressive set of infrastructure assets
including rail, power, fresh water supply, fiber optic, and port facilities. The
A.D.A.P.T Plan should support and encourage the utilization of these
assets for economic growth. The plan should also facilitate necessary
infrastructure upgrades and investments as needed to support
redevelopment of the Project Area and associated economic growth in the
Town of Bucksport.

ii. Explore an Expanded Port Footprint Through the Filling-in of
“Log Pond.”
Preliminary research indicated that there may be potential to fill in the shallow
mud area directly adjacent to existing dock facilities, commonly known as Log
Pond, to create more usable land area for port operations. An expanded port
footprint would expand the capacity of the port to move products and materials
while creating new taxable valuation for the town’s property tax rolls. While this
area was once land area that was dredged to hold logs, environmental
concerns should be addressed along with regulatory considerations. As such,
Maine DEP should be consulted regarding the feasibility and steps for this
effort and mitigation may be necessary. Adequate screening should be
provided to minimize potential negative visual impacts, especially from Main
St.

2A. Work with AIM in a Public/Private Partnership
to Expand/Enhance an Active Port
Bucksport has the potential to be a major port of commerce and a
recognized “fourth port” of the State of Maine after decades of its threeport strategy. The research analysis identified demand for importing and
exporting products through an enhanced port, including aggregate
materials such as wood pellets. For the port to reach its maximum
economic potential, public sector support will be needed from the local,
region, state, and potentially federal level.

i. Commission a Comprehensive Port Expansion Feasibility
Analysis.
The A.D.A.P.T Project laid the key groundwork for understanding the potential
for a significant port at the Project Area. A comprehensive analysis should
build off of this analysis and include the technical analysis needed to secure
funding for the identified infrastructure improvements necessary. The analysis
should also explore potential operating arrangements, with consideration for
AIM’s long-term Bucksport plans.
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Potentially filling
in “Log Pond”
should be
explored as a
way to create a
more substantial
and higher
capacity port
operation in
Bucksport.
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iii. Secure Public Funding for Infrastructure Improvements.
An enhanced port development project of regional significance is likely to be a
high priority for state and federal funding. Potential funding sources are
discussed in the implementation section but examples include sources such as
MaineDOT (State) and BUILD (Federal). Infrastructure improvements that may
be needed include:








Infilling of Log Pond
Bulkhead and dock construction
Internal circulation (roads) and paved areas for storage
Conveyor system(s) for loading and unloading bulk materials
Cranes (potentially) for containers and intermodal transfer to rail cars
Clamshell loader
Rail spur improvements and potential extensions

already established in Bucksport directly adjacent to the Project Area and has
expressed an interest in utilizing a new/enhanced port facility. These
recruitment efforts should be aligned with or integrated into the targeted
business recruitment program (see Recommendation 1A).

2B. Work with Pan Am and State Officials to
Upgrade the Existing Rail Spur
The existing rail spur to the Project Area has the potential to create a
significant multi-modal facility that allows for transferring of cargo between
truck, rail, and boat. The spur is in need of investment to bring it to
operational status. A working relationship should be forged with Pan Am to
facilitate the necessary improvements.

i. Convene a Meeting with Pan Am and Appropriate
Stakeholders.

Conveyor systems and “clam shell” loaders are typical infrastructure components for
moving aggregate materials through port facilities.

iv. Recruit Port Developer and Port Users.
Efforts should be made to attract a port developer/operator that will partner
with AIM to build the port and manage operations. AIM intends to maintain an
ownership interest in the port. Developing a local port authority should also be
explored as an operating structure for the port. Potential users of the port
include existing aggregate material distribution companies in Eastern Maine
that transport bulk aggregates such as gravel and wood chips. Partnerships
can also be forged directly with producers of materials, such as a wood pellet
facility. Other logistics and distributions companies may have an interest in
using the port to move products, including Dead River Company, which is
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The purpose of this meeting is to help understand Pan Am’s existing plans for
the rail spur to the Project Area and what may be needed in outside resources
and demonstrated demand to generate new investment in the line. Potential
end users of rail service on the spur should participate, including Whole
Oceans, AIM, and Dead River Company. Other stakeholders to involve include
town officials, EMDC representatives, and state agency representatives. This
meeting should also involve a discussion around the Pan Am owned tracks
proposed for the new/enhanced waterfront park.

2C. Tap Into the 3-Ring Binder Fiber Optic
Backbone to Support Economic Development
Despite sitting at the intersection of two rings of the state’s Three Ring
Binder, there is currently no available access to the advanced fiber-optic
network making it a tremendously underutilized asset. Advancing efforts to
provide access to the high-speed network for new and existing businesses
will facilitate redevelopment of the Project Area and town-wide economic
development.

i. Provide Fiber-Optic Capabilities to the Project Area including
the Proposed Co-working Center and the Bucksport Marine
Campus.
Research-grade broadband will help attract new research and development
companies to the Marine Campus while a connection to the proposed CoWorking Center will help attract users from the Region and boost
entrepreneurship in the community.

ii. Implement the Recommendations of the Bucksport
Technology Plan.
The recently completed Bucksport Technology Plan recommends the
following:
1.
2.
3.

Extend Fiber-Optic to the Buckstown Heritage Park to help increase
utilization by attracting new businesses.
Extend Fiber-Optic down Main Street to benefit existing businesses
and help attract new enterprises.
Create Community Wi-Fi hotspots in the downtown and waterfront
areas.

Implementing these recommendations will help attract aquaculture supplychain businesses (Heritage Park) while helping to create a vibrant business
district on Main Street that is visitor friendly, which in turn has quality of life and
workforce benefits that support economic growth in the Project Area and the
Town of Bucksport.

The Town of Bucksport Technology Plan completed in 2017 recommends several
public Wi-Fi hotspots with coverage areas shown above.

2D. Add the Necessary Infrastructure to Support
New Development
While the Project Area is generally well-served by infrastructure assets,
some enhancements and additions are necessary to support the future
development envisioned in the Master Plan, including new wastewater
infrastructure.

i. Extend Wastewater Infrastructure Along River Road to
Provide Service to the Proposed “Workforce Housing
Development.”
The site proposed in the master plan for future workforce housing development
is currently unserved by sewer lines. Providing this service to the proposed
development site will allow for a greater number of homes to be built than if
homes were built with septic systems. Additionally, by extending infrastructure
to the site, the Town can make the site more marketable and attractive to a
private developer.
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Goal 3
INCORPORATE CLEAN INDUSTRIES AND USES
The Project Area is directly adjacent to areas that should be protected by
adverse environmental impacts, including homes and neighborhoods, the
Main Street business district, and the Penobscot River. Therefore, the
Project Area should feature new development that is environmentally
responsible and reflects best practices in sustainable design. A
commitment to clean industries and environmentally-friendly design will
also help showcase the Project Area as a modern, cutting-edge industrial
center of the future.

3A. Encourage New Industries and Businesses to
Utilize Sustainable Design Elements

Example of solar panels installed on an industrial building

New uses in the Project Area should be encouraged to utilize sustainable
elements such as alternative energy (solar), green infrastructure for
stormwater management, green roofs, and others. Assistance should be
provided to connect new and potential businesses with resources that may
be available to help implement these elements, especially for companies
from out of state.

i. Ensure Town Regulations and Processes Allow and
Encourage Sustainable Design.
The Town’s zoning regulations, specifically including Section 12 and 15,
should be reviewed and updated as necessary to allow and support
sustainable design, including low-impact development (LID) approaches and
alternative energy. The Town’s site plan approvals process should also include
consideration of sustainability principles.
An example of a rain garden in an industrial setting made into an amenity with
walking paths
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Who owns and operates the water supply system?



How is the infrastructure maintained so that it is safe?

How much water will be drawn from the system?
I own property on one of the waterbodies in the Silver Lake Water
Supply system – will the water levels in front of my property be
affected?

3C. Prevent Adverse Traffic Impacts to the Main
Street Business District
An example of an industrial building with a green roof containing vegetation that
absorbs stormwater and reduces energy use.

3B. Improve Public Communication and Access to
Information Regarding the Silver Lake Water
Supply System
The Silver Lake water supply is privately owned dating back to its use in
the paper manufacturing process of the former Verso Paper Mill. The
water system, which pulls water from other bodies beyond Silver Lake,
affects other stakeholders including owners of properties along affected
water bodies and environmental groups and citizens with environmental
concerns. As such, it is important to maintain an open dialogue and to
provide information on how the water supply is being responsibly used
both now and in the future.

i. Create a Public Online Portal with Up-to-Date Information
Regarding the Water System.
A one-stop website or webpage on an existing website such as the Town of
Bucksport website should be created with public information regarding the
water supply in conjunction with AIM, which owns the water supply, and Whole
Oceans, which is planning to utilize the water supply. The portal should feature
a FAQ section that answers the following:
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New industrial growth in Bucksport, primarily in the A.D.A.P.T. Project
Area/River Road Industrial Area and the Buckstown Heritage Park, is likely
to generate new truck traffic within the Town. Proactive measures should
be taken to limit negative impacts of this traffic to the downtown Main
Street Area, which should remain a pedestrian-friendly business,
entertainment, and dining area. Potential impacts include noise,
pollution/exhaust, and safety impacts.

i. Require a Traffic Impact Study for Major Development
Projects.
A Traffic Impact Study (TIA) estimates site-generated traffic volumes and
assesses the impact on the public street system. It also identifies on-site and
off-site improvements that might be needed as a result of the development.
The Town should, as part of its approval process, adopt a requirement for new
development to conduct a TIA based on a threshold related to the number of
trips generated, type and size of the development, or other characteristics of
the development (e.g., located within a certain distance from Main Street).

ii. Prohibit Negative Truck Activities on
Main Street.
Adopt regulations that prohibit trucks from
utilizing air brakes (“Jake Brake” or “Engine
Braking” and idling on Main Street to limit
adverse impacts from the trucks that travel
through the corridor.

A.D.A.P.T. Bucksport
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could create an enhanced nighttime experience in the town that would
support tourism growth and help build a unique identity and brand
while showcasing the exciting economic growth in the community.

Goal 4
PROMOTE HIGH QUALITY DESIGN
Design and aesthetics go beyond increasing the appearance of industrial
property. The design recommendations under this goal are intended to
facilitate development that has an appearance reflective of the unique and
exciting nature of the vision for the Project Area. Unique and high quality
design will help build Bucksport’s identity as a unique, interesting, and
vibrant place, which has positive implications for economic development.

An example of unique lighting applications to an industrial building.

4A. Encourage a Creative Approach to the
Aesthetics of the Project Area and Surroundings



Murals or Dynamic Projections: Artistic expressions on buildings
can not only increase the visual appeal of industrial structures and
infrastructure but turn their appearance into assets by transforming
them into unique features. Painted murals or dynamic images/videos
projected onto buildings are two potential options, each with their own
benefits and drawbacks. The large plain blue walls of the power
facility were identified as priorities because of their high visibility from
Main Street and waterfront areas. The community should work with
AIM on an approach and to help secure outside funding for the
Project.



Building Façade Design: A creative approach to building façades
(the front and sides of a building) can also help achieve a unique
aesthetic impact. There are a variety of artistic approaches that have
been taken towards industrial buildings and cutting-edge technology
has also been developed to “camouflage” buildings into the
surrounding landscape.

The Project Area will be home to one of the most significant and state-ofthe-art industrial developments in the state through the Whole Oceans
Project, which will lay the groundwork for additional clean-tech businesses,
research and development, and other forward-looking enterprises and
institutions. By taking a creative approach to how the Project Area looks, it
will reflect the unique and exciting nature of redevelopment while
showcasing Bucksport as a place for modern industry while boosting the
image of the site among locals and visitors.

i. Work with Private Businesses and Property Owners to
Incorporate Unique Design Elements.
It is important to recognize that new and existing buildings are privately owned
and that potential treatments to buildings require working with owners. It is also
important to recognize that these treatments may represent an additional cost
and public incentive or assistance may be needed. Unique design elements to
be explored include:
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Unique Lighting: The Bucksport waterfront already provides a
visually-appealing night experience through the lighting of the
walkway and the attractive illumination of the iconic Penobscot
Narrows Observatory and Fort Knox. An interesting approach to
lighting within the Project Area (that is respectful of light pollution)
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Other unique design elements may include landscaping applications and
incorporating public art.

Mural and façade enhancement approaches to buildings.

4B. Create a Public Art Campaign to Help Create a
Unique Identity/Brand that Builds off of Whole
Oceans and Other Unique Bucksport Qualities
Public art can take many forms from traditional sculptures and murals to
interactive “games”, performance art, and functional art (artistic but usable
such as a bike rack). Public art is increasingly being used for community
economic development and marketing by creating interesting public
spaces that highlight community assets and features. A public art
campaign in Bucksport can help capitalize on the Whole Ocean’s project
through salmon-themed art while simultaneously celebrating the town’s
paper-making history and other unique qualities.

Bucksport has public art amenities to build off of, as shown above. A “critical mass”
of public art will help the town “package” the art pieces as a destination attraction
while making the community a more vibrant place for existing residents.

i. Establish an “Adopt-a-Fish” Program.
The program will allow local business and organizations to “adopt” or “sponsor”
a salmon sculpture to be located in front of businesses and other locations
throughout the community. Each fish sculpture will be custom decorated by
local artists and/or students and auctioned or sold to sponsors. Communities
that have similar public art programs have had success in using the different
installations to attract visitors and have developed marketing brochures,
websites, and scavenger hunts involving the pieces.

An example of what an “adopted” fish art piece could look like. Catskill, NY has a
similar program that supports local artists and attracts visitors to downtown.

=\

A.D.A.P.T. Bucksport

79

ii. Create Iconic Art Piece(s) Visible from the Observatory/Fort to
attract Visitors.

iii. Add Public Art Pieces to Community and Project Area
Gateways.

The Project Area and the Town of
Bucksport have a somewhat unique
location that is front and center of the
view of thousands of tourists looking
across the Penobscot River from
either Fort Knox or the Penobscot
Narrows Observatory. An iconic art
piece that is visible to these tourists
can help draw in some of these
visitors who would otherwise bypass
Bucksport on their way to Bar Harbor.
An interesting piece will pique
curiosities and signal that interesting
and worthwhile things and places
await in the community.

Gateway areas are important focus areas because they can shape the
perception of a community or place and indicate a sense of arrival in a unique
and special area (see Recommendation 4D). Public art is an effective and
relatively low-cost strategy for creating unique gateways. Dynamic public art
pieces (i.e., those that move or having moving parts) can be especially
effective in catching the attention of potential visitors. Installations highlighting
unique Bucksport features can help build a sense of identity (salmon,
boating/waterfront, paper-making history, etc.)

A large iconic art piece like this along
the waterfront would be visible to
recreational boaters and tourists at
Fort Knox and the Observatory.

Public art in gateway areas signal a sense of arrival in a unique and interesting
place.
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4C. Create a Unified & Enhanced Streetscape from
the Project Area Through Main Street Using
Complete Streets Principles
The Route 15/River Road/Main Street corridor should be enhanced to be
an attractive and functional route for pedestrians, cyclists, and motorists.
This will help connect the Project Area to the Main Street commercial hub
and improve the appearance and functionality of public spaces downtown.
Complete Streets principles ensure that road corridors are designed with
all users in mind and covers a variety of elements including transit stops,
sidewalks, accessibility, landscaping, lighting, crosswalks, bike lanes, etc.

i. Adopt a Town-wide Complete Streets Policy.
An adopted policy will help guide future town infrastructure and transportation
improvements so that they reflect the best practices found in the Complete
Streets approach. The policy will help create pedestrian friendly linkages along
existing streets connecting to Main Street and the Project Area while opening
up new funding opportunities for street projects.

ii. Work with Maine DOT to Create and Implement a Complete
Streets Corridor Enhancement Plan.
While the corridor includes the heart of Bucksport, the public right-of-way is
owned by the State of Maine (State Route 15). Therefore, the community will
need to work with the state transportation agency to create a design plan for
the corridor and implement that plan. Specific improvements include fixing
deteriorated sidewalks, adding new sidewalks where sections are missing
(sidewalks should exist on both sides of the identified corridor for its length),
creating safe pedestrian crossings on Main Street (including sidewalks across
driveways), and adding bike amenities such as bike lanes or “sharrows.” Note
that town infrastructure projects should be completed as part of any overhaul
of the corridor, including extending wastewater infrastructure and potentially
burying overhead utilities in the heart of the downtown area that detract from
Main Street’s charm. Main Street enhancements should also include the
reconstruction of deteriorating retaining walls using materials such as RediRock. To further enhance the charm of Main Street and create a destination,
unique streetscape elements should be incorporated such as gas street lamps
and artistically designed elements including bike racks and benches.
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4D. Transform Gateway Areas into Attractive and
Functional Entrances to the Town and Project Area
Gateways are those key stretches of road or intersections where you are
entering a unique and distinct community or place. They offer an
opportunity to welcome visitors and to imprint a unique identity and sense
of place. Gateway enhancements can include a variety of approaches
including landscaping, lighting, banners, public art, use of different
materials, archways, and others.

i. Enhance the Route 1 Community Gateway
This gateway, at the intersection of Main Street and Route 1, is critical
because of the volume of tourists traveling through it – most of which bypass
Bucksport’s Main Street entirely on their way to Bar Harbor and Acadia
National Park. Recommended gateway enhances include:






Banners affixed to light poles on the bridge highlighting Bucksport
attractions and businesses, especially dining as a “last food before
Bar Harbor” stop or “waterfront dining without the crowds”
Enhanced wayfinding signage
Pedestrian safety improvements
Public art elements (see public art recommendations)

Attractive banners
affixed to
lampposts on the
Route 1 bridge into
Town will catch the
eye of Bar Harbor
visitors and invite
tourists to turn left
into Bucksport to
shop and dine.
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The Town should also work with Maine DOT on future changes to the right-ofway to improve pedestrian safety and increase the aesthetic appeal on the
DOT operated Right-of-Way (e.g., flower garden in “leftover” triangle area).

ii. Create a River Road Gateway to the Project Area
The stretch of River Road (State Route 15) that traverses the Project Area is a
gateway to both the River Road industrial area and Main Street. The corridor
should feature unique gateway elements to indicate arrival into a special place
– a place featuring a multi-million-dollar state-of-the-art aquaculture facility.
Recommended gateway enhances include well-designed signage and
wayfinding elements along with a series of banners or public art elements
along the Road/Railroad adjacent to Whole Ocean’s property.

Goal 5
SUPPORT AND ENHANCE THE
QUALITY OF LIFE IN BUCKSPORT
Redevelopment of the Project Area should not only preserve and protect
the great quality of life in Bucksport; it should improve the quality of life for
current and new residents and workers. Quality of Life is critical for
economic development. Companies want to locate where quality of life is
high because it helps them attract talented workers. Recommendations to
support and enhance quality of life will promote economic growth while
ensuring that economic development efforts in the Town help achieve
community goals.

5A. Facilitate the Creation of New Housing with a
Focus on Workforce Needs

A series of nautical mast-style flags/banners in the gateway area could be a unique
approach to signal to motorists on Route 15 that they are entering a unique marinefocused area (aquaculture, Bucksport Marine Campus, Town Marina & Waterfront).
Banners could also showcase local businesses.

Quality housing options are needed in the Town of Bucksport for existing
residents and new workers. Facilitating new housing development will
support economic development efforts by making the community more
attractive to businesses that want to locate where their workers can find
quality and affordable homes. New housing will also help the Town avoid
projected population decline, which will help sustain existing local
businesses.

i. Facilitate Development of the “Workforce Neighborhood”
The proposed single-family residential neighborhood (see Master Plan) will
provide homes for new workers at Whole Oceans and other new businesses.
The Town should support redevelopment of the property for residential uses
that utilizes “Conservation Subdivision” principles that maintain forestland on
the property and work with the developer to add a walking trail connection from
the neighborhood to the proposed waterfront walkway extension through the
Project Area. Wastewater infrastructure should be extended to the site to
support development. The land is currently owned by AIM and the town should
help facilitate the sale of the property to a home builder in partnership with the
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company. The Town may also wish to engage an affordable housing non-profit
to assist, especially if the project is not seen as financially feasible. Incentives,
such as a Tax Increment Financing (TIF) District, should also be provided to
induce development, if necessary.

Examples of attractive mixed-use buildings in a downtown Main Street environment
that are an appropriate scale for Bucksport (2-3 stories). Residential units are located
on the upper floors above “active” ground floor uses such as retail shops and
restaurants.
The Workforce Neighborhood is envisioned to utilize “conservation subdivision”
principles to cluster homes and maintain forest lands that will include walking trails
that connect to the Waterfront Walkway for pedestrian access to downtown.

5B. Expand and Enhance the Waterfront Walkway
ii. Encourage the Construction of New Senior Housing.
New senior housing will not only address the community’s existing and future
need for its senior population, it will also make existing homes available for
workers at new businesses, such as Whole Oceans, and their families. Quality
Senior housing will provide an opportunity to remain in the community, but
without the burden of maintain a single-family home.

iii. Promote Apartments and Condos on and near Main Street.
Infusing residential uses in the Main Street areas will enhance its vibrancy and
support existing and new businesses in the heart of Town. Vibrant downtown
areas are a critical component of quality of life and businesses seek out places
with these kinds of amenities because they are better able to attract talented
workers that want to live and work in such communities. Apartments and
condos should be promoted on the upper floors of mixed-use buildings directly
on Main Street to maintain “active” ground floor uses such as retail shops.
Encouraging and allowing this type of housing through regulations and
incentives will also help add additional housing options for young professionals
that want to live in Bucksport because of its high quality of life.
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The Waterfront Walkway is a unique and important community asset.
Extending the Walkway through the Project Area will help integrate new
development with the waterfront and Main Street area while providing an
enhanced amenity for local residents and visitors.

i. Extend the Walkway Through the Project Area.
The existing Waterfront Walkway should be extended through the Project Area
in partnership with AIM, Whole Oceans, and other future users. Whole Oceans
has already committed publicly to including a public trail on their property with
interpretive installations. The Town can facilitate these efforts through its site
plan approval process and by helping to secure funding for trail development.

ii. Create New and Enhanced Access Points to the Waterfront
Walkway.
The Waterfront Walkway is a unique and treasured asset that currently lacks
adequate access points. The Town should work with private property and
business owners that border the Walkway to encourage the provision of
access points that are attractive and ADA compliant whenever feasible.
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Particular emphasis in the future should be placed on connections to the
Walkway through the proposed enhanced linear waterfront park where the rail
bed currently exists. Access points should be prominent and help showcase
the Walkway as a special community feature. Landscaping, signage (see
wayfinding recommendation), archways, pavers, lighting, and public art (see
public art recommendations) should be considered in the design of Walkway
connections. The Town can encourage these connections through new design
guidelines (see design guidelines recommendation).
Lookout areas can help enhance the Waterfront Walkway – especially the proposed
extension through the Project Area that offers more elevated views of the Penobscot
River.

iv. Develop a Community Trail System Plan

Access points and pathways to the Waterfront Walkway should be attractive and
prominent.

The Town has the potential for a community trail system that would provide a
multi-use trail connection throughout Town and connect with the Waterfront
Walkway and the Project Area. A trail connection could be made between the
Walkway and a number of key points including the RSU 25 public schools,
Silver Lake and existing trails there, and the Buckstown Heritage Park. Trail
locations may be varied but can utilize existing power-line corridors, follow
natural features, go along public roads, flow through new development areas,
and others. Planning for the community trail system should be considerate of
private landownership.

iii. Create Viewing Platforms/Areas at Key Points.
The proposed Waterfront Walkway extension will gain elevation due to the
topography of the Project Area and will offer an opportunity for scenic views
across the Penobscot River. Where feasible, lookout platforms and areas
should be incorporated into the design of the trail. As the port area is
developed into an active industrial intermodal facility, there may also be an
opportunity to create a lookout tower to observe shipping activities – a
potentially unique visitor attraction.
A community trail system can enhance the quality of life by providing new
recreational opportunities for residents of all ages and abilities while supporting
healthy lifestyles and alternative transportation options.
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5C. Support New Public Transportation Options for
Workers and Community Residents
There is a need for more robust public transportation in the Town of
Bucksport, especially among the senior population. Efforts should be made
to add new/enhanced public transportation options that can benefit new
workers in the Project Area wanting or needing to commute to work. New
transportation will be more feasible if both user groups can use the same
system.

i. Consider Future Commuter Needs in the Town’s Upcoming
Transportation Plan.
The Town has begun a process to create a transportation plan. The plan
should explore the feasibility and need for commuter service and opportunities
to serve resident needs and commuter needs.

5D. Create a Bucksport “Community Hub” to Serve
Workers and Residents
The Community Hub (see Master Plan chapter for full description) is
intended to reuse existing buildings within the Project Area (with expansion
potential) as a Community and Fitness Center along with a new CoWorking Facility. The Community Hub will help meet community needs
while providing complementary services and amenities to new businesses
and their workers in the Project Area. Note that prior to the publication of
the A.D.A.P.T. Plan, the portion of the Project Area envisioned for the
Community Hub was Planning Board approved to be a church.

ii. Expand the Usable Footprint and Functionality of the “Hub” by
Closing North Franklin Street
Removing most of North Franklin Street (but maintaining parking access) will
create a larger contiguous area for redevelopment. The existing green space
between North Franklin St. and Bagley Ave. can be expanded to where the
road will be closed to accommodate outdoor recreation facilities such as
athletic fields, courts, and playground equipment. Bagley Ave would be
modified for two-way traffic flow. See Master Plan Chapter for conceptual
design.

iii. Transform the Existing Office Building into a “Bucksport
CoWorks” Co-Working Center
The existing building, now unused, should be repurposed into a state-of-the-art
Co-Working Center with a variety of work spaces available on a
daily/weekly/monthly basis complete with technology and services such as
printing and research-grade broadband via connection to the State’s 3-ring
binder fiber network. A number of variations for the space could be possible,
including the provision of short-term/furnished apartments for contractors and
workers in town for a short period of time. Other opportunities include an
“incubator” program to support local entrepreneurs launch companies and
future expansion to include “maker space” – which is similar to coworking
space but focused on small scale manufacturing and building with shared tools
and equipment. An alternative location on Main Street would also be suitable
for the Co-Working Center.

i. Reuse the “Mill Fitness Center” as a Public Community and
Fitness Center.
The existing building should be modernized and adapted for future use as a
community center with fitness facilities. Recommended programming of the
space includes fitness class space including for yoga and senior classes,
exercise equipment, and a daycare for the children of local residents and
workers. A future “Phase 2 expansion” should explore the feasibility of an
indoor pool. Explore partnership and management opportunities with YMCA.
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Co-working spaces come in all varieties but offer short-term workspace for
entrepreneurs, telecommuters, students, professionals, contractors, etc.
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iv. Facilitate the Sale and Redevelopment of the Property
AIM currently owns the parcels proposed to compose the “Hub” and efforts
should be made to facilitate the sale of the property for redevelopment. While
the “Hub” is envisioned to be a single project, it may be more feasible to divide
the project into the two elements depending on future ownership and operation
of the two facilities. The Town should explore different potential
ownership/operating models and engage potentially interested
developers/owners such as the YMCA for the fitness center and local business
owners/developers for the Co-Working facility. The Union River Center for
Innovation in Ellsworth may provide a replicable model. Co-Working facilities
can be privately operated but by their nature are well-suited for public-private
partnerships and nonprofit operation.
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IMPLEMENTATION
1. Introduction
This section provides a roadmap to guide the implementation of the Master
Plan and the plan recommendations found in the previous chapters. It includes
guidance on priorities, timeframes, partners, and funding sources. It also
analyzes the financial feasibility of using Tax Increment Financing (TIF) to
create an implementation fund. Ultimately, the successful implementation of
the A.D.A.P.T. plan will require partnerships and coordination among property
and business owners, town officials, community residents, local and regional
organizations, state agencies, and other stakeholders. Of critical note is that
many models of successful partnerships exist in Bucksport, which provide a
strong foundation for bringing the plan to fruition.
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2. Implementation Recommendations
The following actions are key elements that will provide the foundation for
seeing the A.D.A.P.T. Plan come to fruition.

1. Establish an A.D.A.P.T. Implementation Committee
An Implementation Committee should be established to guide and
monitor the implementation of the plan. The A.D.A.P.T. Advisory
Committee is recommended to transition into this committee with
additional members as necessary. The Committee should meet
quarterly, at a minimum, and establish sub-committees to implement
specific projects. An annual “implementation report” should be
compiled to summarize accomplishments and challenges to
implementation that require new solutions and a presentation to the
Town Board should be done twice per year.

2. Explore Using Tax Increment Financing (TIF) to Support
Implementation and Economic Development
The TIF analysis presented later in this section indicates that it will
likely be prudent for the Town to establish a TIF District for all or parts
of the A.D.A.P.T. Project Area to create an “implementation fund.” TIF
has been used by the Town in the past and while the Town currently
has one active TIF, it has the ability to further utilize the tool to
support implementation. TIF should also be explored for Main Street
enhancement efforts and to support workforce housing development
(through Affordable Housing TIF Districts). The adoption of a Town
TIF policy can help establish the framework for future use of TIF in
the community.

3. Add a Town of Bucksport Economic Development
Support Position
Bucksport is at ground-zero for a major new industry in the Eastern
U.S. and has the potential to create a significant industry cluster
related to Aquaculture. To realize this potential, and to help
implement the A.D.A.P.T. Plan, the Town will need to expand its
economic development capacity. It is recommended that the Town
secure grant funding to create a new position initially while working to
establish permanent funding for the position, which is likely to become
more feasible as the Town begins to see increased tax revenues from
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industrial development. The new position would provide support to the
Economic Development Director and potential duties include:





Grant writing to support implementation of the A.D.A.P.T.
Plan and coordination of A.D.A.P.T. Implementation
Committee
Administration of the targeted business recruitment program
and economic development marketing
Assistance of Main Street efforts including facades and other
improvements and housing needs.

4. Reactivate or Create a New Local Development
Corporation (LDC)
A Local Development Corporation will support implementation of the
A.D.A.P.T. Plan and other economic development efforts in the
community by being able to acquire land and facilitate transfer to
developers or businesses to implement projects that align with the
community’s vision. Communities often set up LDCs because the
buying and selling of land by municipalities can be a burdensome
process requiring votes and approvals. A local LDC would be able to
purchase land from AIM, such as the parcels identified for the
Workforce Neighborhood and the Community Hub, and solicit and
screen proposals from developers to build the projects envisioned in
the plan. The LDC could also function as the acquisition entity for the
proposed waterfront park, which is currently owned by the rail
company Pan Am. Another priority acquisition for the LDC may be the
Sprague Site, which could be purchased and made developmentready for future development as a key redevelopment opportunity in
the Town. Bucksport currently has an inactive legacy LDC and should
first explore how and if the existing LDC can be reactivated.

3. Priority Projects

1. Enhanced Port

The A.D.A.P.T. Plan contains a total of 46 specific recommendations to
achieve the vision and goals of the Project. To help organize implementation
efforts, seven (7) Priority Projects were selected by the Project Advisory
Committee. These projects are intended to help focus efforts in recognition of
funding requirements and capacity constraints. The projects were selected
based upon a variety of factors including:






Complexity and need for additional guidance
Potential to catalyze other projects and build momentum
Community priorities from the public outreach process
Need and scale of impact

The Priority Projects are identified below (not in order of priority) with detailed
implementation guidance following. Note that several projects reflect a
“grouping” of similar and related recommendations. For each project, the
recommendations are listed that are either included in the Priority Project or
are closely related. These “included and related recommendations” are also
identified by their alphanumeric identifier from the Recommendations Chapter
for reference.

1. Enhanced Port
2. Marine Campus
3. Waterfront Walkway Extension
4. Marketing: Business Recruitment & Community Marketing
5. Main Street Corridor Improvements

The development of an enhanced port emerged as a high priority through
the planning process with strong public support and market feasibility for
an active port in the Project Area utilizing the deep-water proximity and
existing rail spur. It is recommended that a phased approach to developing
a bulk-aggregate port should be pursued in partnership with the property
owner, town, and other agencies. To maximize the capacity and economic
potential of a port facility, it is recommended that, in the long-term, Log
Pond be filled in to create a larger port footprint.

Included and Related Recommendations:
2Ai. Commission a Comprehensive Port Expansion Feasibility Analysis

6. Expanded Waterfront Park

2Aii. Explore an Expanded Port Footprint Through the Filling in of “Log Pond”

7. (Workforce) Housing Development

2Aiii. Secure Public Funding for Infrastructure Improvements
2Aiv. Recruit Port Developer and Port Users
2Bi. Convene a Meeting with Pan Am and Appropriate Stakeholders
1Ai. Establish a Targeted Business Recruitment Program
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Implementation Guidance:
The area envisioned for the port is privately owned by AIM and the
development of an enhanced port should be pursued in partnership with the
Company. Based on the research and analysis completed as part of the
A.D.A.P.T. project, the best market opportunity for an active port in Bucksport
is for the export of bulk aggregates, including materials such as wood chips,
sand, gravel, and crushed stone. Another opportunity that should be
considered in the port design is the import of construction waste materials for
disposition in the AIM landfill.

A “spud barge” or dock expansion is utilized as an economic alternative to
rebuilding the existing wooden dock. While there are several alternative dock
configurations that have been explored by AIM, this approach allows adequate
deep-water access for large vessels while providing protection from the
currents of the Penobscot River. Other dock configurations have been
explored utilizing the existing fuel pier; however, the lack of adjacent space for
the storing aggregate materials makes these scenarios logistically difficult and
less ideal.

It is recommended that efforts are focused on creating an aggregate-exporting
port while maintaining flexibility to accommodate other future import and export
activities. The following three steps represent a recommended approach to
developing and expanding a port operation.

Pre-Development Due Diligence: Feasibility & Engineering Plans
The research and analysis completed as part of the A.D.A.P.T. process laid
the groundwork and provided guidance for pursuing the developing (and
ultimate expansion) of a bulk-aggregate focused port facility in Bucksport. To
help secure public funding and move towards construction/development
activities, a feasibility and engineering study should be completed. This study
should confirm market opportunities and identify the development and
infrastructure improvements necessary to create a bulk-aggregate port. The
engineering analysis should include detailed site plans and cost estimates that
can be used to help secure public funding.

Phase I: Enhanced Port with Aggregate Export Focus
This design of this phase is depicted in the Master Plan Chapter and shown to
the right. In this phase, the port area will include approximately eight (8) acres
of AIM-owned land. Preliminary estimates indicate that a port area of this size
could accommodate approximately 34,600 tons of aggregate materials. This
would provide enough capacity to fill a 30,000-ton barge, which would provide
adequate economic efficiency to make operation of the barge feasible.
Improved truck access is provided using the existing access road that runs
adjacent to the power facility.
Potential market opportunities include the export of aggregate materials such
as sand, gravel, crushed stone, and others.
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A conveyor system is recommended to load aggregate materials to barges or
larger vessels such as Handy size vessels. These systems are typically
custom built and can include a configuration of components such as various
types of loaders (hoppers). Conveyor systems will also likely be needed to
stockpile materials, as shown below.

representatives as part of the A.D.A.P.T. process indicated there is likely to be
state-level support for a “fourth” port in Maine in Bucksport. Therefore, it is
anticipated that port development will be a strong candidate for state funding.
Federal funding through BUILD, the U.S. DOT’s primary grant program for
local transportation projects, is also likely to be a possibility for enhancing the
port. BUILD prioritizes regionally significant projects and intermodal projects.

Radial stacker set up for stockpiling aggregate materials. Source: Radialstackers.com

Two vendors offering these systems include Smalis and Telestack. The
engineering report should include a cost breakdown for the proper
configuration of the conveyor system.
An aggregate port will also require equipment to move and load materials.
Typically, aggregate materials operations will utilize excavators outfitted with
clamshell buckets for this purpose; however, the engineering study in Phase I
should identify the required equipment and estimated cost.
It is recommended as part of the proposed Targeted Business Recruitment
Program (Rec. 1Ai) that AIM, as the current property owner, in partnership with
the Town and others, conduct outreach to potential port users, including major
aggregate material companies in Eastern Maine and beyond as well as other
shipping and distribution companies. A site selector or commercial real estate
broker may need to be commissioned to assist in this process. These
professionals can assist in identifying and targeting potential users.
The purpose of these conversations should be to secure expressions of
interest in a future port in Bucksport and to better understand the needs of
potential users to refine port development plans. It is expected that
infrastructure and port development activities will need to be completed or
underway before firm commitments will be able to be secured from potential
users.

Numerous operating models exist for port facilities. Because of the specialized
nature of ports, it is recommended that a third-party operator model be
explored. This approach could allow AIM to maintain an ownership interest in
the property while contracting with a port operator to manage the facility and
import/export logistics. Alternatively, creating a local port authority may also be
a feasible option, and would likely assist in securing public funding for
developing the port.

Phase II. Expanded Port Through Infill of Log Pond
A higher capacity port should be explored over the long-term through the infill
of “Log Pond.” The benefits of an expanded port footprint are a greater
capacity port with the potential to diversify its importing and exporting activity,
such as through the addition of cold storage facilities for the potential future
export of locally produced seafood and other food products. A more substantial
port may also make revitalization of the rail spur more economical and feasible
to undertake. Other benefits of a larger port include growing the town’s tax
base, creating additional jobs, and supporting local manufacturing companies
that could utilize the port for exporting goods.
Preliminary investigations suggest that this undertaking would be permitted,
pending certain regulatory and permitting approvals. This process should be
further explored in the future along with the development of cost estimates for
permitting and infill of the area (approximately 8.5 acres). Mitigation measures
may be required.

Therefore, expressions of interests or preliminary commitments should be
used by AIM, in partnership with the Town, EMDC, and others, to pursue state
and federal funding opportunities. Initial conversations with state
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2. Marine Campus

to coordinate and convene the various institutions and organizations to gauge
interest in a collaborative model and to identify potential facility needs.
Potential organizations and entities include (but are not limited to):
 Whole Oceans
 Maine Aquaculture Association
 University of Maine Aquaculture
Research Institute
 University of Maine Cooperative
Extension
 Eastern Maine Community
College

The Marine Campus is intended to provide an institutional anchor for the
Project Area, with a close relationship to Whole Oceans, that will support
business growth and development in the Town and the Region. A mix of
uses and tenants are anticipated, including higher ed institution(s);
research and development enterprises, workforce training facilities, and
office and administrative space for AIM and the future enhanced port
users.

Related Recommendations:
1Bi. Develop a Bucksport “Marine Campus” (Identify the Need and Explore the
Feasibility of a Campus)

Implementation Guidance:
The area envisioned for the Marine Campus is privately owned by AIM and the
development of a campus should be pursued in partnership with the Company.
It may be necessary for this land to be sold or for a long-term (e.g., 99-year)
leasing arrangement to be explored to make institutional development feasible.
The concept of the Marine Campus grew out of an identified need for physical
space for regional collaboration among aquaculture-related institutions,
organizations, and private companies, including shared research and
workforce training facilities. The first initiative to implement the Campus will be
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 University of Maine – Department
of Wildlife, Fisheries and
Conservation Biology
 Maine Maritime Academy
 Maine Technology Institute
 Regional School Unit 25

It should be noted that a collaboration exists among many of these
Aquaculture-focused entities via the Sustainable Ecological Aquaculture
Network (SEANET) that was established by Maine EPSCoR at the University
of Maine. SEANET received a five-year, $20 million grant from the National
Science Foundation. It is working to build a research network, increase
research and development activities to support aquaculture, and provide
training for researchers and entrepreneurs.
SEANET is current supporting faculty and programming at more than nine (9)
institutions in Maine. Given that Whole Oceans has the potential to provide a
unique, real-world learning environment, it may be feasible for SEANET to
have a significant role in developing collaborative workforce training and
research and development facilities at the proposed Marine Campus.
Another possible model for the Marine Campus is that of a primary institutional
anchor that develops a satellite or expansion facility in Bucksport such as
University of Maine or Maine Maritime Academy. Maine Maritime Academy has
expressed interest in the Project Area for training facilities in recent years and
would be an ideal fit with the proposed Marine Campus.
It is recommended that the Town, AIM, and EMDC work in partnership to
further explore the feasibility and need for a campus through initial informal
outreach calls followed by a roundtable discussion meeting to discuss facility
needs and potential collaboration and operating models. Should a single
institutional user emerge, potential facility sharing and collaborations with other
organizations should be explored.

3. Waterfront Walkway Extension
Extension contain an on-street portion from the Fueling Pier access road
(adjacent to the existing Bucksport House of Pizza) to the existing southern
entrance to the former mill site (across the street from the green space
between North Franklin Street and Bagley Ave.). See Master Plan chapter for
proposed general location of the Waterfront Walkway Extension.

Extending the Walkway into the Project Area from its current dead-end at
the fuel dock peninsula emerged as one of the most important community
priorities for the redevelopment of the Project Area. The Walkway
Extension project will help tie new development to the Main Street and
waterfront area, providing opportunities for on-site workers to walk to local
businesses. It will also enhance the Walkway as a recreational amenity for
residents and visitors through its extended length as well as through other
improvements such as interpretive signage, look-out points, and
connections to future development and a proposed community-wide trail
system.

Substantial streetscape and pedestrian improvements will be required in front
of two existing buildings where there is currently no sidewalk or pedestrian
separation from the road. This should be a priority of the Complete Streets
Corridor Enhancement Plan (Rec. 4Cii). Alternatively, the Town can work with
the owner of Banner City Graphics to potentially utilize their existing (lower)
driveway to bypass the difficult streetscape situation and to create a new
Walkway connection to Main Street (note that the steep grade may make this
route infeasible). Ultimately, a design and engineering assessment will need to
be completed either as a standalone effort or as part of the Complete Streets
Corridor Enhancement Plan for this portion of the extension.

Included and Related Recommendations:
5Bi. Extend the Walkway Through the Project Area
5Bii. Create New and Enhanced Access Points to the Waterfront Walkway
5Biii. Create Viewing Platforms/Areas at Key Points
5Biv. Develop a Community Trail System Plan
4Cii. Work with Maine DOT to Create and Implement a Complete Streets
Corridor Enhancement Plan

Implementation Guidance:
Extension of the Waterfront Walkway through the Project Area should be
undertaken as a public-private partnership between the Town and private
property owners, primarily AIM and Whole Oceans initially. Due to the
proposed port enhancement, it is recommended that the route of the Walkway
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Bucksport Heart & Soul installed a Storybook walk along the existing Waterfront
Walkway.

The Walkway Extension should provide connections to both the Marine
Campus and the Whole Oceans development project. Various short-segment
connections may be appropriate to provide enhanced pedestrian connectivity
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between the two development areas and to provide pedestrian circulation
within the Marine Campus. Whole Oceans is planning to include a public trail
on its property with interpretive signage regarding the area’s Native American
history and the Penobscot River. The Town should continue to coordinate with
Whole Oceans around the design and ongoing use and maintenance of their
trail so that it becomes a seamless part of the Waterfront Walkway. This
includes unrestricted public access, winter maintenance, and ADA compliance.
The Town should also continue to work with AIM to include a Walkway
connection to the Marine Campus area as it becomes developed.
Town-owned right-of-way easements should be explored if necessary, and
may help the Town secure public funding such as state grants for Walkway
segments running through private property. The Town should encourage
Waterfront Walkway/Community Trail connections for new development that
occurs within the Project Area as part of its site plan approvals process. It is
anticipated that connector segments will be made to other development areas
including the Community Hub, the Industrial Expansion Site, and the
Workforce Neighborhood as well as the “Sprague Development Site” located
adjacent to the Whole Oceans Property at its northern border. The Town
should also pursue a community trail system plan to provide trail connections
throughout the Town that tie into the Walkway Trail.

4. Marketing: Business Recruitment & Community
Marketing

The Project Area and the Town of Bucksport have a number of potential
development sites that can bring jobs to the community and expand the
tax base. Achieving redevelopment of these sites will be best achieved
through proactive marketing and recruitment efforts, by both public and
private entities. A broad community marketing strategy will help coordinate
economic development efforts with other marketing strategies targeting
future residents, visitors, and businesses.

Included and Related Recommendations:
1Ai. Establish a Targeted Business Recruitment Program
1Aii. Create an “Industrial Expansion Site” on Route 15
1Aiii. Enhance, Expand and Market the Buckstown Heritage Park
1Ci. Support New and Existing Main Street Businesses with a Focus on
Growing and Attracting Targeted Businesses
1Div. Continue to Market and Support Bucksport as a “Dock, Dine, and Shop”
Destination.
1E. Create a Comprehensive Marketing and Branding Strategy for the Town of
Bucksport (Solicit Specialist)
2Aiv. Recruit Port Developer and Port Users
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Implementation Guidance:
A proactive and strategic approach should be taken to bringing new
businesses, jobs, and investment to the Town of Bucksport (and region). The
marketing-related recommendations generally fall into three distinct (but
related) categories: 1) Industrial; 2) Main Street/Waterfront; and 3)
Communitywide. Each requires a unique marketing approach but all marketing
should be a coordinated effort.

Targeted Business Recruitment Program
A targeted business recruitment program should be initiated and led by the
Town through its Community and Economic Development Office with support
from partners such as the Bucksport Bay Area Chamber of Commerce, Main
Street Bucksport, Eastern Maine Development Corporation, and existing
businesses including AIM, Whole Oceans, and tenants of the Buckstown
Heritage Park. The A.D.A.P.T. analysis identified several targeted industries
(business types) that represent the highest priority for attracting new
businesses to Bucksport. These are summarized below.

For the Industrial component of the Targeted Business Recruitment Program,
the following sites should serve as the primary initial focus: The Enhanced
Port; Route 15 Industrial Expansion Site; and Buckstown Heritage Park.

Recommended Approach:
1.

Create a Recruitment Information Package.
The information package will be a well-designed folder or notebook of
information that can be shared to prospective developers and
businesses. The package should be brief and manageable to produce
but should include the following at a minimum:
a.

b.

Summary of Targeted Industries for Recruitment
Main Street and other
Businesses

Port Businesses

Industrial Businesses

 Logistics/Distribution
Companies

 Aquaculture businesses
(including Whole Oceans
expansion facilities)

 Restaurants, bars, cafes

 Seafood and food
processing and
packaging

 Specialty foods (locally
produced)

 Bulk Aggregate
Companies
 Wood Chip
Producers
 Private Port
Operators and
Developers

 Composting (Whole
Oceans potential)
 Logistics and Distribution
(e.g., trucking and
warehousing)
 Marine manufacturing
(e.g, boat building and
repair)
 Biotechnology R&D and
Health Care (related to
aquaculture)
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c.

 Brewpub(s)

d.

 Professional services
 Hotel/lodging

e.

 Recreation/Outdoor
Gear Outfitter (e.g.,
boat, bike, scooter
rental; hiking, fishing,
boating supply)

f.

 Non-chain boutique
retailers
 Entertainment and
cultural businesses

Market Profile: Basic demographic and business overview of the
town and region as well as positive market attributes and
identified opportunities. Include quality of life indicators including
housing affordability and quality schools.
Business Profiles: Profiles of existing businesses in the town to
demonstrate the business mix and success of existing firms.
Include a mix of Main Street and industrial businesses. Recruit
two or three existing business owners to be “ambassadors” to
prospective businesses to help “sell” the community to
businesses and investors.
Space Profiles: Include brochures or “one-sheets” on available
properties in the town. Select those appropriate to targeted
business.
Map: Include a well-designed reference map for business owners
not familiar with the community. Highlight assets including major
employers, the Waterfront Walkway, parks and public spaces,
and others.
Vision and Happenings: The community’s vision, including that
found in the Comprehensive Plan, from the Heart & Soul
Initiative, and the A.D.A.P.T. Plan. Highlight the exciting things
happening in Bucksport including Whole Oceans, new Main
Street businesses, and the unique special events.
Local Business Assistance and Incentives Available: While
the Town already offers free land to qualifying businesses in the
Heritage Park, it may wish to develop additional incentives to
attract the desired types of businesses. One option may be to
develop a TIF policy that indicates to prospective business
owners a willingness to enter into TIF agreements if the business
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g.

2.

3.

Develop a formal coordinated system for handling prospective
businesses.
There are several organizations involved in growing businesses in
Bucksport including the Town Community & Economic Development
Office, The Bucksport Bay Chamber of Commerce, and Main Street
Bucksport. It is important to have an organized way of handling business
prospects with clearly articulated roles and responsibilities. It is common
for communities to establish a single point person who then coordinates
with relevant organizations; however, this process should be established
by the appropriate groups.
Initiate a Targeted Marketing Campaign
a. Identify specific businesses in targeted
industries/categories. The approach to identifying specific
businesses will depend on the category and site of interest. For
Main Street businesses, focus on recruiting businesses located
within a one- or two-hour drive that may want to open a second
or third location in Bucksport. For industrial uses, consult with
existing businesses to identify vendors or purchasers for those
companies that may be interested in locating in Bucksport. Work
with Whole Oceans to identify specialized aquaculture-related
businesses that would support their operation with a local
presence. The Town, EMDC and other public entities should
work with private owners such as AIM to identify potential
businesses or developers. Large and significant private site
owners in the community (such as AIM and Sprague) would likely
benefit from utilizing the services of a commercial real estate
broker or site selector to assist.
b.
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meets certain qualifying criteria – including falling within a
“targeted” category.
Contact Information: Include a primary contact person at the
town including name, phone, and e-mail.

Create a direct mail brochure. Several versions of the brochure
should be developed to mail to specific businesses. The brochure
should be a simple one-page or half-page mailer that is used for
first-contact.

Implementation

c.

Share recruitment package to prospects. Interested
businesses or developers that respond with interest should be
treated as “qualified leads” that should be mailed the recruitment
package.

d.

Personal follow-up. A personal phone call should be made to
qualified leads after the recruitment package has been mailed to
answer questions and invite prospects to visit and tour the town
and available properties.

Site Specific Guidance:


Enhanced Port: It may be helpful for AIM to solicit the services of a
company to operate the port that has expertise in port operations.
Existing port operators in Maine or New England may be interested in
adding another port to their portfolio. A port operating company would
be able to assist in identifying users and markets in addition to
managing the logistics of an intermodal port facility.



Route 15 Industrial Expansion Site: Whole Oceans should be
considered the primary initial target for this site as the company is still
seeking development areas in the local region for its future build out,
including additional salmon production or other activities such as
composting using waste products or private label food processing and
packaging. The close proximity to its initial development will likely
make this an attractive site for the company. Note that the Town and
EMDC will likely need to work in partnership with AIM and Whole
Oceans to help get the site “shovel-ready” for industrial development.
It may also be necessary for another public or quasi-public agency
(such as the recommended LDC) to acquire the site to secure public
funding and facilitate its sale and development.



Buckstown Heritage Park: The Heritage Park has the potential to
become a regionally significant concentration of businesses related to
seafood, food processing, and aquaculture. The Town should create
a new standalone website with a dedicated domain name. The
website should feature a high-quality site plan map, profiles of
existing tenant businesses, testimonials from tenant business owners,
a community and regional profile including demographic and
workforce characteristics, state and regional economic development

resources for businesses, relevant site selection information (such as
taxes, transportation, utility details), and information on quality of life
and living in Bucksport. Portions of this information can be found on
the existing page embedded in the Town’s website and can be used
to help populate the content for a new site.

5. Main Street Corridor Improvement

The Town should continue to invest in the Park to increase its
marketability – including facilitating new infrastructure such as fiberoptic broadband and natural gas service. New signage and amenities
(such as walking trails or shared services center) should be explored
over the long-term. Long-term expansion plans should be made
including identifying new property that may need to be acquired (after
the existing designated expansion area is filled).

Community Marketing:
While the targeted business recruitment program is primarily focused on
economic development, Bucksport should undertake a comprehensive
marketing and branding strategy effort that also considers visitors and potential
residents in addition to developers and business owners. The strategy should
include the following components:





Target markets (e.g., young family households to relocate; visitors to
Bar Harbor to eat lunch in Bucksport)
Goals (what should the marketing strategy achieve)
Branding (how should the Town present itself? Are changes needed
to the existing tag line, logos, website, social media?)
Strategies (specific projects and actions to achieve the goals)

The effort should include public engagement and stakeholder interviews to
identify needs and opportunities.

Photo Credit: Christopher Grindle Photography

Enhancing Main Street and better connecting the downtown area to the
Project Area emerged as one of the most important desired outcomes of
the A.D.A.P.T plan. The plan contains several recommendations to
improve the streetscape corridor while maintaining and enhancing the
vibrancy and authenticity of the heart of the community.

Included and Related Recommendations:
4Cii. Work with Maine DOT to Create and Implement a Complete Streets
Corridor Enhancement Plan
4D. Transform Gateway Areas into Attractive and Functional Entrances to the
Town and Project Area
1Ci. Support New and Existing Main Street Businesses with a Focus on
Growing and Attracting Targeted Businesses
1Ciii. Create Design Guidelines for Main Street Area with a Focus on
Encouraging “Water-Oriented Buildings” and Uses
1Dv. Implement a New Wayfinding/Signage System
2Cii. Implement the Recommendations of the Bucksport Technology Plan
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Implementation Guidance:
The Main Street Corridor provides the key connection from the heart of the
community to the Project Area. The purpose of the Main Street Corridor
Improvement priority project is to enhance this connection so that the Project
Area (and the “River Road industrial area”) is better integrated with the
downtown area through unifying elements that are both attractive and
functional.

Right‐of‐Way Streetscape Improvements
The right-of-way area of Main Street refers to the corridor that is owned and
managed by the State. It includes the road itself as well as sidewalk and other
areas immediately adjacent to the road. These streetscape improvements will
need to be coordinated with Maine Department of Transportation. It is
anticipated that the Corridor Enhancement Plan will be the “umbrella” effort
through which right-of-way improvements are identified, designed, and
implemented. The plan should be based on “Complete Streets” principles that
represent best practices for Main Street and downtown areas. Complete
Streets refers to streets that are designed for a variety of users, including
pedestrians, bicyclists, and motorists of all ages and abilities. Adopting a townwide Complete Streets Policy and pursuing a Complete Streets Plan for the
Main Street corridor will help the Town access funding sources including state
and federal grants.

Examples of areas along Main Street in need of improvement for pedestrian safety.
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Implementation

The primary focuses of the plan should be to improve pedestrian and bicycle
amenities within the right-of-way, including improved (or added) sidewalks
where needed and better access management, which includes reducing
parking areas that “flow” into the road, rather than have single parcel-wide
entry points into the parking lot. This condition is found throughout the corridor
and poses safety issues. Other necessary improvements include delineated
sidewalks across driveways and parking lots that front onto Main Street.
As part of the proposed “Corridor Enhancement Plan,” specific improvements
should be identified to improve bicycle use of Main Street. The East Coast
Greenway is a 3,000-mile route extending from Maine to Florida and includes a
portion of Bucksport’s Main Street (from the Route 1 Bridge to Central Street).
Providing better bicycle safety, including dedicated bike lanes or “sharrows”
may help draw transient cyclists into the rest of the downtown area to patronize
local businesses. Additionally, new bicycle amenities may help draw a bike
rental/outdoor gear outfitter into the town, especially as the town moves to
extend the Waterfront Walkway and explore a community trail system.
Gateway areas should be another focus of the Main Street Enhancement Plan,
including the Route 1/Main Street intersection area. The Town should work
with DOT to improve pedestrian safety and to explore ways to improve traffic
flow into downtown while exploring opportunities to provide new wayfinding
features and public art installations.

The Route 1/Main Street Gateway Area can benefit from safety and aesthetic upgrades.

Main Street Business and Property Improvements
The Town should also help support enhancements to private businesses and
properties along the Main Street corridor such as façade improvements,
business assistance, and support for converting/restoring upper floors into
quality apartments and condos. The Town of Bucksport already offers a Micro
Loan Program providing loans up to $25,000 for qualifying businesses. The
Town should explore the following potential business/property owner
assistance programs:
 Façade Improvement Program: A town façade improvement program
would provide grants to owners of private commercial buildings to
enhance the visual aesthetics of their building, and therefore the Main
Street area.
 Upper Floor Residential Rehab Program: This program would assist
owners of mixed-use buildings in the Main Street area with the
redevelopment of upper floor space into quality rental housing.

encourage buildings on Main Street to be both Main Street facing and
River/Walkway facing, including providing “riverside” outdoor spaces such as
patios and decks for restaurants and bars.

Other Public Improvements
It is recommended that the Town develop a wayfinding plan as part of its Main
Street Corridor Enhancement project. A wayfinding system is coordinated
information system that will help people easily navigate around the Main Street
and waterfront area whether traveling by car, bike, or on foot. This system will
help direct visitors to local businesses and areas of interest while fostering a
strong sense of place. Priorities for the wayfinding system include signage and
elements that direct Route 1 visitors into the Main Street area (such as
banners affixed to light posts on the Route 1 Bridge into Town). An information
kiosk with a map and community information should be included in the area of
the Town dock and marina for visitors coming to Bucksport via recreational or
cruise boat. Visible and attractive signage should also help direct visitors to
public parking areas.

CDBG Program funds from the Maine Department of Economic and
Community Development can help establish funding for these types of
programs. The Town should also explore a Main Street Area TIF District as a
potential way to fund these programs.
While these programs are geared primarily towards existing business and
property owners to be able to make improvements to existing buildings, a Main
Street TIF can also be used to incentivize new development. If a Main Street
Area TIF was established, the Town could establish set policies for offering
Credit Enhancement Agreements to developers or business owners
undertaking projects that would provide a set level of property tax relief as an
incentive.
To facilitate the desired type of Main Street development, the Town should
adopt design guidelines for the Main Street corridor that specify and illustrate
the preferred size and design of development. Design guidelines are typically
illustrative guides for things such as site design, windows, architectural styles,
building heights, lighting, signage, landscaping, and other elements. Design
guidelines can be voluntary for developers or the Town can provide incentives
to encourage developers to adhere to the guidelines. Alternatively, the Town
can mandate all or portions of the guidelines by adopting into the Town’s
zoning code. One of the key components of this effort will be guidelines to
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Example of a coordinated community wayfinding system.

Efforts should be continued to add fiber optic broadband access to properties
on Main Street, as recommended in the Town’s Technology Plan. Funding for
this project should be aggressively pursued from state and federal sources. A
co-working center on Main Street, if not implemented as part of the Community
Hub, may be able to help secure funding for broadband by demonstrating the
need and potential of the project.
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6. Enhanced Waterfront Park

conduct an appraisal of the property and secure funding. If Pan Am does not
have a strong interest in divesting of the property, the Town should explore
other options for acquiring the property, including public-private partnership
arrangements.
Acquiring rail corridors can be complicated proceedings. It is recommended
that the town utilize an experienced negotiator to facilitate the process such as
someone with background as a negotiator, attorney or business leader. Rails
to Trails Conservancy, a national nonprofit, dedicated to creating rail-trails (a
similar type of project), has published guidance on how to approach and
negotiate with railroads. See the Rails to Trails “Acquiring Rail Corridors: a
how-to Manual” available at www.railstotrails.org.

The Waterfront Park will transform an inactive and obsolete portion of the
Pan Am-owned rail corridor into an attractive linear waterfront park that will
enhance the Town’s waterfront area and Waterfront Walkway. New uses
may include an amphitheater, festival/event space, picnic areas, children’s
play areas, and others.

Included and Related Recommendations:
1Cii. Build an Enhanced Waterfront Park
1Civ. Expand the Town Marina to include a Restaurant with Event Space
Through a Public-Private Partnership Along with Expanded Boat Capacity
2Bi. Convene a Meeting with Pan Am and Appropriate Stakeholders
1Di. Create a Main Street/Waterfront Welcome Center

Implementation Guidance:
Pan Am currently owns an inactive rail corridor adjacent to the Waterfront
Walkway where unused railroad tracks still exist. To date, the company has not
indicated any intention to officially abandon the corridor. The Town will need to
acquire ownership of the property to move forward with developing an
enhanced waterfront park. The Town should gauge Pan Am’s interest in selling
the property. If the company is willing to enter negotiations, the Town should
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Implementation

It should be noted that the A.D.A.P.T. Plan proposes a stakeholder meeting
with Pan Am officials to discuss the revitalization of the rail spur to the Project
Area for future intermodal port operations. The waterfront park portion of the
rail corridor should be included as a discussion item and included in any
negotiations and deals that emerge from that meeting.
The Town should be prepared for the due diligence process that may include a
survey, appraisal, and environmental assessment. Due to the high cost, it is
not recommended the Town conduct extensive due diligence prior to securing
an interest in the property, such as a purchase option.
Once the land is acquired, the design of the waterfront park should incorporate
public input via an outreach process, such as a public design charette. Several
ideas and priorities emerged through the A.D.A.P.T. process for the park
including an amphitheater, outdoor event space, and “play” areas for both
children and adults. The park should integrate with the Waterfront Walkway
and incorporate new connections to Main Street, including ADA compliant
access points due to the steep grade change. Private uses should also be
explored, such as the expansion of existing restaurants towards the waterfront
to provide outdoor seating. The conceptual waterfront plan found in the Master
Plan chapter can serve as a starting point for further discussion.

proposed Workforce Neighborhood in the Master Plan, which the
Town or LDC can purchase from AIM and solicit proposals from forprofit or non-profit housing developers to construct new homes. The
Town also owns a vacant parcel on Main Street that can be
developed into a mixed-use housing building with apartments for
seniors with “active” groundfloor uses such as retail stores.

7. Housing Development

Bucksport has an existing need for new housing and the business growth
in the Town due to Whole Oceans and spinoff economic growth is
anticipated to increase the need for new housing, especially for the current
and future workforce. New housing will help companies attract workers
while supporting local businesses. New quality senior housing can both
meet an unmet need and help make more single-family homes available
for workers and their families.

2.

Utilize Affordable Housing TIF(s). The Town can utilize Affordable
Housing TIFs as authorized by state law. These specific types of Tax
Increment Financing Districts are managed by MaineHousing. The
Town can enter into TIF agreements with developers that create
affordable housing as a development incentive. Adopting a TIF policy
that articulates the Town’s willingness to offer this incentive may help
attract home builders.

3.

Create an Upperfloor Residential Rehab Program. To help
facilitate apartments and condo units on Main Street, the Town should
explore creating a new assistance program for private property
owners to undertake residential conversions and rehabilitation
projects on the upper floors of mixed-use buildings. The Town may be
able to seed a revolving loan fund or grant program with CDBG funds.

4.

Ensure Zoning and Town Policies Support Housing Goals.
Zoning in the Town’s DT District should permit upper floor residential
units for buildings on Main Street and should allow multi-family
development on properties not directly fronting on Main Street. The
Town can also explore streamlined permitting for the desired types of
housing projects as a way to attract housing developers.

5.

Market Bucksport as a Place to Live. As part of the recommended
community marketing initiative, a focus should be placed on
marketing Bucksport to future residents by emphasizing its many
quality of life advantages. This will help attract new investment and
drive demand, which may help attract new housing development.

Included and Related Recommendations:
5Ai. Facilitate Development of the “Workforce Neighborhood”
5Aii. Encourage the Construction of New Senior Housing
5Aiii. Promote Apartments and Condos on and near Main Street

Implementation Guidance:
To increase the supply of quality workforce housing, it is recommended that
the Town explore the following strategies:

1. Direct Involvement in Housing Development. The Town itself or
through the proposed Local Development, can facilitate housing
development through land already owned or land that is identified as
ideal for housing development that is acquired. This includes the
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4. Implementation Matrix
The full set of recommendations to implement the A.D.A.P.T. Area-Wide Plan are shown in the following matrix, organized by goal. The Priority Projects discussed
previously are marked as the highest priority level. The Matrix is intended to be a guide and reference for the implementation of the plan. It indicates when a
recommended action should be undertaken, what the relative priority of that action is, what organization is the champion of the recommendation and responsible
for leading its implementation, what other partners should assist in implementing, and what relevant funding sources and resources are available. Note that the
A.D.A.P.T. Implementation Committee is expected to oversee all of the recommendation items and is therefore not listed as a Project Champion or Potential
Partner. The Potential Resources are explained further in Section 5 of this chapter.

Matrix Legend
Timeframe

Priority Level

Short Term (Year 1)

Medium Priority

Mid-term (2-5 years)

High Priority

Long-term (5+ years)

Highest Priority

O
P

Ongoing Activity
Priority Project (or component thereof)

Goal 1: Catalyze Diverse and Resilient Economic Growth in the Town and Region
ID
1A.
i.

Recommendation

Timeframe
(O=ongoing)

Priority
Level
(P=priority
project)

Project
Champion

Potential Partners

Potential Resources

Build a Cluster of Aquaculture, Marine, and Food-Related Businesses
Establish a Targeted Business Recruitment
Program

P

Town Econ. Dev.
Dept.

Chamber of Commerce;
Main St. Bucksport; EMDC;
Whole Oceans; AIM

TIF; Town Staff Time; Private
Investment; MDF; CEI

ii.

Create an "Industrial Expansion Site" on Route 15

AIM

Whole Oceans; Town Econ.
Dev. Dept.; LDC

EMDC; TIF; Private Investment; Pine
Tree Program; ME DECD CDBG
Economic Development Program
Grants; EPA Assessment and
Cleanup Grants; MRDA Grants

iii.

Enhance, Expand, and Market the Buckstown
Heritage Park

Econ. Dev. Dept.

Chamber of Commerce;
Whole Oceans; Existing
Park Tenants

TIF; ME DECD Grants; MRDA
Grants
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Goal 1: Catalyze Diverse and Resilient Economic Growth in the Town and Region
ID

iv.

1B.
i.
1C.
i.

Recommendation

Timeframe
(O=ongoing)

Priority
Level
(P=priority
project)

Project
Champion

RSU 25/School
Board

Create a K-12 Aquaculture Program (RSU 25)

Potential Partners

Potential Resources

Whole Oceans; UMaine
Cooperative Extension;
UMaine Aquaculture
Research Institute; Maine
Skippers Program; Hancock
County Technical Center

Whole Oceans; School Budget
Appropriations; Nonprofit and higher
ed partners

"Develop a Bucksport “Marine Campus” with potential uses: Aquaculture R&D/Job Training Center, Aquarium, Offices for Port/Power Operations
Identify the Need and Explore the Feasibility of a
Campus

P

AIM/ EMDC/
Whole Oceans

Whole Oceans; EMDC;
Maine Maritime Academy;
Higher Ed Institutions; Town
Manager & Econ. Dev. Dept.

AIM; Higher Ed. Institutions; Whole
Oceans; Private; TIF; State funding

Create a "Riverfront-Enhanced" Main Street Dining, Entertainment, and Business District
Support New and Existing Main Street Business
with a Focus on Growing and Attracting Targeted
Businesses

O

P

P

Econ. Dev. Dept.

Main Street Bucksport;
Chamber of Commerce

TIF; MRDA Grants; Maine Dept. of
Economic and Community
Development

Town Manager

Pan AM, YMCA (as Parks
and Rec Dept.) , Main Street
Bucksport; Public Works
Dept.; LDC

Maine Department of Agriculture,
Conservation and Forestry Grants;
Maine DOT grants; Town Budget
Appropriations; TIF

ii.

Build an Enhanced Waterfront Park

iii.

Create Design Guidelines for Main St Area with a
Focus on Encouraging "Water-Oriented" Buildings
and Uses

Town Manager

Professional Consultant;
Main Street Bucksport; Main
St. Stakeholders

Town Budget Appropriation

iv.

Expand the Town Marina to include a Restaurant
with Event Space Through a Public-Private
Partnership Along with Expanded Boat Capacity

Town Manager

Harbor Master; Town
Council; Private Business
Owner(s)

Town Appropriations; Maine DACF
grants; Private Investment; ME DOT
SHIP

CEI loan; VisitMaine; MRDA; Town
Budget

Whole Oceans; Maine State
Aquarium

1D.
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Grow the Town's Tourism Industry

i.

Create a Main Street/Waterfront Welcome Center

Town Manager

Historical Society; Town
Econ Dev. Dept.; Harbor
Master; Chamber of
Commerce; Main St
Bucksport; Heart & Soul;
Whole Oceans

ii.

Explore the Development of an Aquarium (see
Marine Campus under 1A).

Town Manager

Whole Oceans; AIM; Maine
State Aquarium (Maine
Dept. of Marine Resources)
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Goal 1: Catalyze Diverse and Resilient Economic Growth in the Town and Region
ID

Timeframe

Recommendation

(O=ongoing)

iii.

Add an Annual Seafood or Salmon Festival to
Bucksport’s Calendar of Events or Incorporate
Into Bucksport Bay Festival

iv.

Continue to Market and Support Bucksport as a
"Dock, Dine, and Shop" destination

v.

Implement a New Wayfinding/Signage System

1E.
i.

Priority
Level
(P=priority
project)

Project
Champion
Chamber of
Commerce/Whole
Oceans

O

Econ. Dev. Dept.
Main Street
Bucksport

Potential Partners
Main Street Bucksport;
Chamber of Commerce;
Wednesdays on Maine
Main Street Bucksport;
Chamber of Commerce
Main Street Bucksport;
Chamber of Commerce;
Heart & Soul; Econ. Dev.
Dept.

Potential Resources

VisitMaine Grants; Whole Oceans
TIF; Town Budget Appropriations;
VisitMaine Grants
TIF; Town Budget Appropriations;
Grants

Create a Comprehensive Marketing and Branding Strategy for the Town of Bucksport
Solicit Services from a Community Marketing and
Branding Specialist to Guide the Process

P

Town Manager/
Econ. Dev. Dept.

Professional Consultant;
Main Street Bucksport; All
Community Groups and
Stakeholders

TIF; Town Budget Appropriations

Goal 2: Utilize & Improve the Assets of the Project Area
ID
2A.

Recommendation

Timeframe
(O=ongoing)

Priority
Level
(P=priority
project)

Project
Champion

Potential Partners

Potential Resources

Work with AIM in Public/Private Partnership to Expand/Enhance an Active Port

i.

Commission a Comprehensive Port Expansion
Feasibility Analysis

AIM

Private Consultant; ME DOT Office
of Freight and Business Services.

MEDOT; AIM

ii.

Explore an Expanded Port Footprint Through the
Filling in of “Log Pond”

AIM

Maine DEP; US Army Corps of
Engineers

MRDA; ME DOT; U.S. DOT BUILD;
AIM

iii.

Secure Public Funding for Infrastructure
Improvements

AIM/Econ.
Dev. Dept.

EMDC; ME DOT Office of Freight
and Business Services.

MRDA; ME DOT; U.S. DOT BUILD;
EMDC

iv.

Recruit Port Developer and Port Users

AIM

Econ. Dev. Dept.; Whole Oceans;
Site Selector/Real Estate Broker

TIF; AIM

104

Implementation

P

2B.

i.
2C.

Work with Pan Am and State Officials to Upgrade Rail Spur to Project Area
AIM/
EMDC/
Town
Manager

Convene a Meeting with Pan AM and
Appropriate Stakeholders

Provide Fiber-Optic Capabilities to the Project
Area Including the Proposed Co-working Center
and the Bucksport Marine Campus.

ii.

Implement Recommendations of the Bucksport
Technology Plan (1. Connect to Heritage Park; 2.
Extend fiber down Main St.; 3. Create community
Wi-Fi hotspots)

i.

Staff Time

Econ.
Dev. Dept.

AIM; Whole Oceans; Broadband
Provider

ConnectME; TIF; USDA Rural
Development Community Connect
Grants; MaineCF; CEI

Econ.
Dev. Dept.

AIM; Whole Oceans; Broadband
Provider; Main St. Bucksport

ConnectME; TIF; USDA Rural
Development Community Connect
Grants; MaineCF

ME DOT

ME DEP (CWSRF); ME DECD; Town
Budget Appropriations; TIF

Tap Into 3-ring Binder Fiber Optic Backbone to Support Economic Development

i.

2D.

Pan Am; AIM; Whole Oceans,
EMDC; ME DOT; Town Manager

P

Add the Necessary Public Infrastructure to Support New Development
Extend Wastewater Infrastructure Along River
Road to Provide Service to the Proposed
Workforce Housing Development and Other
Future Development including of the "Sprague"
Site.

Public
Works
Dept.

Goal 3: Utilize & Improve the Assets of the Project Area
ID
3A.

i.
3B.

i.
3C.

=\

Recommendation

Timeframe
(O=Ongoing)

Priority
Level
(P=Priority
Project)

Project
Champion

Potential Partners

Potential Resources

Encourage New Development Projects and Businesses to Utilize Sustainable Design Including Green Infrastructure and Alternative Energy
Code
Enforcement
Officer

Ensure Town Regulations and Processes Allow
and Encourage Sustainable Design

Econ. Dev. Dept.; Town
Manager

Town Staff Time

Improve Public Communication and Access to Information Regarding Silver Lake Water Supply System
Create a Public Online Portal with Information
Regarding the Water System

O

AIM/Friends
of Silver
Lake

Whole Oceans; ME DEP;
Town Staff

AIM; Town Staff Time

Prevent Adverse Traffic Impacts to the Main Street Business District

i.

Require a Traffic Impact study for major
development projects

O

Town
Manager

Town Council

Town Staff Time

ii.

Prohibit Negative Truck Activities on Main Street

O

Town
Manager

Town Council

Town Staff Time
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Goal 4: Promote High Quality Design
ID

Recommendation

Timeframe
(O=Ongoing)

Priority
Level
(P=Priority
Project)

Project
Champion

Potential Partners

Potential Resources

4A.

Encourage a Creative Approach to Aesthetics of Project Area and Surroundings

i.

Work with Private Businesses and Property
Owners to Incorporate Unique Design Elements

4B.

Create a Public Art Campaign to Help Create a Unique Identity/Brand that Builds off of Whole Oceans and other Unique Bucksport Qualities

Town
Manager

O

Whole Oceans; AIM; Business
Owners; Town Council; Code
Enforcement Officer; Main St.
Bucksport

Private Investment; Town Incentives

Chamber of Commerce; Main
St. Bucksport; Lighthouse Arts
Center; RSU 25; Business
Owners; Local Artists

Maine Arts Commission

i.

Establish an “Adopt-a-Fish” Program

Main St.
Bucksport

ii.

Create Iconic Art Piece(s) Visible from the
Observatory/Fort to Attract Visitors

Main St.
Bucksport

Chamber of Commerce; Main
St. Bucksport; Lighthouse Arts
Center; RSU 25; Business
Owners

Maine Arts Commission

iii.

Add Public Art Pieces to Community and Project
Area Gateways (see also 4Cii.)

Econ. Dev.
Dept.

Chamber of Commerce; Main
St. Bucksport; Lighthouse Arts
Center; RSU 25; Business
Owners

Maine Arts Commission

4C.

Create a Unified & Enhanced Streetscape from the Project Area Through Main Street Using Complete Streets Principles

i.

Adopt a Town-wide Complete Streets Policy

ii.

Work with Maine DOT to Create and Implement a
Complete Streets Corridor Enhancement Plan

4D.

Transform Gateway Areas into Attractive, Unique, and Functional Entrances to the Town and Project Area

i.

Enhance the Route 1 Community Gateway

Econ. Dev.
Dept.

ME DOT; Main St. Bucksport;
Chamber of Commerce

ME DOT MIP Program & Bicycle and
Pedestrian Program; ME DECD Grants;
TIF

ii.

Create a River Road Gateway to the Project Area

Econ. Dev.
Dept.

ME DOT; Whole Oceans

ME DOT MIP Program & Bicycle and
Pedestrian Program; ME DECD Grants;
TIF
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Town
Manager

P

Town
Manager

Town Council; Planning Board;
Econ. Dev. Dept.
ME DOT; Business Owners;
Community Stakeholder
Groups; Main St. Bucksport;
EMDC

Town Staff Time
ME DOT MIP Program & Bicycle and
Pedestrian Program; ME DECD Grants;
TIF

Goal 5: Support and Enhance the Quality of Life in Bucksport
ID

Recommendation

Timeframe
(O=Ongoing)

Priority
Level
(P=Priority
Project)

Project
Champion

5A.

Facilitate the Creation of New Housing, with a Focus on Workforce Housing Needs

i.

Facilitate Development of the “Workforce
Neighborhood”

ii.

Encourage the Construction of New Senior Housing

iii.

Promote Apartments and Condos on and Near
Main Street

5B.

Expand & Enhance the Waterfront Walkway

i.

Extend the Walkway Through the Project Area

ii.
iii.

Potential Partners

Potential Resources

AIM/Town
Manager

Private Developer/Home
Builder; Housing Nonprofit;
LDC

Private Investment; Maine State
Housing Authority; Affordable Housing
TIF

O

Town
Manager

Bucksport Bay Healthy
Communities Coalition;
Private Developer; Housing
Nonprofit

Private Investment; Town Staff Time;
Maine State Housing Authority; ME
DECD (CBDG)

O

Town
Manager

Town Council; Bucksport Bay
Healthy Communities
Coalition; Code Enforcement
Officer; Private Developer;
Housing Nonprofit

Staff time; Private Investment; Town
Incentives; Maine State Housing
Authority

Town
Manager

AIM; Whole Oceans; Econ
Dev. Dept.; Other Private
Property Owners

Private Investment; ME DOT Bicycle
and Pedestrian Program; TIF; ME
DACF; Town Appropriations

Create New and Enhanced Access Points to the
Waterfront Walkway

Town
Manager

AIM; Whole Oceans; Econ
Dev. Dept.; Other Private
Property Owners

Private Investment; ME DOT Bicycle
and Pedestrian Program; TIF; ME
DACF; Town Appropriations

Create Viewing Platforms/areas at Key Points

Town
Manager

AIM; Whole Oceans; Econ
Dev. Dept.; Other Private
Property Owners

Private Investment; ME DOT Bicycle
and Pedestrian Program; TIF; ME
DACF; Town Appropriations

iv.

Develop a Community Trail System Plan

Town
Manager/
Econ. Dev.
Dept.

Community Residents and
Stakeholders; Property
Owners; Great Pond
Mountain Trust; Bucksport
Bay Healthy Communities
Coalition; YMCA; RSU 25;
Friends of Silver Lake

ME DOT Bicycle and Pedestrian
Program; TIF; ME DACF; Town
Appropriations

5C.

Support New Public Transportation Options for Workers and Community Residents

i.

=\

Consider Future Commuter Needs in Town's
Upcoming Transportation Plan

P

P

Town
Manager

Community Stakeholders;
Whole Oceans; Business
Owners and Major
Employers; DownEast
Community Partners; EMDC

Staff time
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Goal 5: Support and Enhance the Quality of Life in Bucksport
ID

Recommendation

Timeframe
(O=Ongoing)

Priority
Level
(P=Priority
Project)

Project
Champion

5D.

Create a "Community Hub” to Serve Workers and Residents*

i.

Reuse the “Mill Fitness Center” as a Public
Community and Fitness Center

AIM/Town
Manager

ii.

Expand the Usable Footprint and Functionality of
the “Hub” by Closing North Franklin Street

AIM/Town
Manager

iii.

Transform the Existing Office Building Into a
“Bucksport CoWorks” Co-Working Center

AIM/Town
Manager

Potential Partners

YMCA; Bucksport Bay
Healthy Communities
Coalition; Whole Oceans;
LDC
ME DOT; Public Works Dept;
New Property Owner; LDC
Main St Bucksport; Chamber
of Commerce; Whole
Oceans; RSU 25; LDC

Potential Resources

YMCA; CEI; Private Investment; Town
Appropriations; Member Fees;
Donations
Town Appropriation; Private Investment
MaineCF; MRDA; ConnectME
Authority; EMDC; CEI

*Note that prior to the publication of the A.D.A.P.T. Plan the area envisioned for the “Community Hub” was Planning Board approved to be a church.

108

Implementation

5. Potential Funding Sources
This section provides an overview of select funding sources at the federal,
state, and local level along with nonprofit sources that have the potential to
assist in implementing the A.D.A.P.T. Master Plan and Recommendations.

Federal Sources

State of Maine Sources
Maine Department of Transportation (MEDOT)




U.S. Department of Environmental Protection (EPA)
The Federal BUILD Act of 2018 amended federal brownfields funding
programs. Through the new provisions, the EPA will continue to offer grants for
the assessment and remediation of brownfield sites. The EPA also offers
Multipurpose Brownfield Grants for the assessment and cleanup combination.



U.S. Economic Development Agency (EDA)



The EDA offers several programs for local economic development projects. Its
programs include Public Works, which provides support for Infrastructure
improvements to attract new industry and encourage business expansion.



U.S. Department of Transportation (DOT)
The DOT offers BUILD grants with $1.5 billion in funding (BUILD is replacing
the TIGER program). The grants are awarded on a competitive basis based
upon their impact. The DOT is currently placing an emphasis on projects in
rural areas. Local governments are eligible applications as well as state
governments and other political subdivisions of state or local governments.
Eligible capital projects include road and bridge projects, passenger and freight
rail transportation projects, port infrastructure investments, and intermodal
projects.
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Municipal Partnership Initiative (MPI): The program is designed to
implement projects of local municipal interest on the state
infrastructure system (such as State Route 15). This offers a
streamlined process and funding up to $500,000.
Boating Infrastructure Grants (BIG): Supports projects that benefit
large recreational transient boats, including both public and private
facilities (US Fish and Wildlife Service).
Small Harbor Improvement Program (SHIP): Assists municipalities
in improving or creating facilities such as public wharves, piers,
landings and boat ramps up to $250,000.
Bicycle and Pedestrian Program (formerly TAP): Assists with
funding sidewalks, pedestrian improvements, trails, and other bicycle
and pedestrian facilities and improvements up to $400,000.

Maine Department of Economic and Community Development:
Office of Community Development

U.S. Department of Agriculture Rural Development (USDA)
USDA Rural Development is focused on improving the economies of rural
communities through loans and grants. Grant funding is available for
community facilities and community and economic development projects.

Industrial Rail Access Program (IRAP): Provides funds to spur
economic development and increased use of rail, including intermodal
improvements.

Public Infrastructure Grant Program: Assists communities with
public infrastructure projects by providing gap funding.
Downtown Revitalization Grant Program: Provides funds for
projects that lead to future public and private investment in downtown
areas. Must be based on a comprehensive downtown revitalization
planning process.
Public Service Grant Program: Can be used to provide workforce
training and skills development among other activities that will benefit
low/moderate income (LMI) persons.
Economic Development Program: Provides grants to municipalities
for public infrastructure projects or for direct business support for
capital and non-capital uses.
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Pine Tree Development Zones: Offers eligible businesses (including
biotech, aquaculture and marine technology) reduced or eliminated
state taxes for up to ten years.

Maine Rural Development Authority (MRDA)







Maine Department of Agriculture, Conservation and Forestry



Speculative Buildings Program: Provides communities loans up to
$500,000 for construction of speculative commercial and industrial
buildings.



Commercial Facilities Development Program: Offers resources to
help develop new commercial facilities and acquire and
redevelopment nonproductive commercial facilities up to $500,000.



Rural Manufacturing & Industrial Site Redevelopment Program:
Provides grants for technical assistance, planning, or implementation
to revitalize and market industrial sites.

Clean Water State Revolving Loan Fund (CWSRF): Provides low
interest loans to municipalities for wastewater infrastructure projects.




ConnectME Authority




Planning Grants: broadband planning grants to municipalities to
develop plans to expand broadband services.
Infrastructure Grants: Grants for “last mile” infrastructure to provide
access to customers in unserved areas.

Maine Arts Commission
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Creative Communities – Economic Development (CCED): This
two-phase program provides assistance to communities to develop a
Cultural Plan (up to $10,000) while the second phase provides
support to Implement projects and recommendations of the Cultural
Plan (up to $75,000).
Project Grant for Organizations: Supports creative projects of any
discipline and on any scale up to $5,000.

Implementation

Recreational Trails Program: Provides grants to municipalities for a
variety of trail projects.
Boating Facilities Fund: Offers grants for municipalities for projects
that improve recreational boating access on both tidal and non-tidal
waters.
Land for Maine’s Future: The program works to coordinate and
finance acquisition of loans for natural and recreational uses.

Visit Maine

Maine Department of Environmental Protection



Project Grant for Artists: Direct support to artists for creating new
work and continuing art programs up to $2,500.



Regional Grants Program: This grant distributes money to
permanent, non-profit, incorporated organizations whose primary
purpose is to promote and expand tourism in each of the eight
designated tourism regions.
Special Events Program: This grant funds major events that have
an impact on travel in at least two or more regions and/or generates
national and/or international press coverage for the State. The events
must have the ability to create multi-regional and/or statewide
economic impacts that draw tourism-related activity inside Maine and
from beyond its borders.
Tourism Enterprise Grant: This grant provides money to smaller or
focused tourism-marketing projects by permanent, non-profit 501c3 or
501c6 incorporated organizations whose primary purpose is to
promote and expand tourism in Maine.

Local, Non-profit, and Other Sources
Tax Increment Financing (TIF)
TIF is a local tool authorized by the State of Maine that allows municipalities to
use the incremental property tax revenue from new development in a defined
district for eligible expenses such as infrastructure investments, economic
development programs, and development incentives to private developers and
businesses. A benefit of TIF is that it “shelters” new valuation from state aid

formulas and so prevents the loss of aid due to new development that would
occur without a TIF’s sheltered valuation. TIF is discussed further in this
chapter.

Town Budget Appropriations
The Town of Bucksport can implement portions of the A.D.A.P.T. Plan through
its regular budget appropriations process by prioritizing projects and activities
found in the report, including in long-term capital improvement planning.

Eastern Maine Development Corporation (EMDC)
Eastern Maine Development Corporation (EMDC) is a non-profit organization
that provides three much-needed services to the Region: Business Services,
Community Services, and Workforce Services. EMDC offers resources and
connections for businesses that enhance access to capital and provide
alternative routes to financing including: start-up, early-stage, and mature
businesses. EMDC also assists industries and businesses to help them define
their futures through a range of services from economic development,
environmental planning and assessment, community planning, transportation
planning (Getting There Maine), and project development. Through its
workforce program, EMDC helps individuals develop their career pathway plan
through one-on-one career counseling and assessment, resume and interview
preparation, work readiness training, and other opportunities to engage in
developing a career in one of Eastern Maine’s growing career fields. EMDC
also assist employers with the development of intensive, short-term
customized training, resulting in a work experience or on-the-job position for
our customers at their job site.

Acadia Capital Management consortium of Community
Development Agencies

Maine Community Foundation (MaineCF)
MaineCF is a statewide nonprofit that is focused on improving quality of life.
Among the Foundation’s goals are Access to Education, including job training,
as well as supporting Entrepreneurs and Innovators. Among its grant offerings
are Community Broadband, Community Building, Downeast Innovation
(including Hancock County), and others. Note that Main Street Bucksport
currently receives support from MaineCF.

Coastal Enterprises, Inc. (CEI)
CEI provides support for businesses with a focus on environmentally
sustainable enterprises. CEI is both a developer of and a lender to commercial
real estate and affordable housing projects. It also provides financing for
community facilities, including childcare centers and community centers. CEI
also offers direct business financing including direct loans, microloans, venture
capital, and others.

Crowdfunding
Crowdfunding is increasingly being used for economic development projects. It
collects small donations (generally $10-$100) from many individuals to create
a pot of money that is often used as matching funds for other grants.
Crowdfunding can be highly effective for lower-cost and popular projects.

Public-Private Partnerships
These partnerships can take all types of forms, but involve municipalities
and/or public agencies working with private businesses and developers to
implement projects. One example includes local governments selling land to
developers at below-market value to implement desirable projects. Other
examples include the public provision of infrastructure to support private
development that aligns with a community’s goals and vision.

Three EMDC affiliates have become certified as Community Development
Entities (CDE). The designation comes from the U.S. Department of the
Treasury, which oversees the Community Development Financial Institutions
Fund (CDFI fund). The affiliates, Acadia Capital Management I, Inc., Acadia
Capital Management II, Inc., and Acadia Capital Management III, Inc., will be
able to act as an intermediary for procuring loans, investments, or financial
counseling in Low-Income Communities.
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6. Financial Feasibility Analysis
Tax Increment Financing (TIF) Feasibility
TIF Overview
A new TIF District established by the Town for the A.D.A.P.T. Project Area
could create an “Implementation Fund” that would provide a funding
mechanism to support the build out of the A.D.A.P.T. Master Plan and support
efforts to implement the plan recommendations. TIF is a funding tool,
authorized by Maine Statute (Title 30-A), that dedicates a portion of future
property tax revenues from anticipated new development.

revenue from new valuation that is not captured goes to the Town’s General
Fund, the same as any other property in the Town. The revenues that are
captured can be allocated to a development fund for private developer costs
and/or a town development fund that can be used for certain public costs
(discussed further).
The chart below illustrates how property tax revenues can be allocated in a
TIF.

For example, a property that is valued at $1 million today, might be worth $20
million in five years after new development occurs. The incremental change in
value is $19 million and the incremental property tax revenues from that
increase of $19 million (all or in part) can be allocated through a TIF District for
specific purposes, such as public infrastructure investments to support the new
development. The incremental property tax revenue not captured in the TIF
District goes to the Town’s General Fund.
There is a strong financial incentive for Maine communities to utilize TIFs when
significant new development is anticipated. The State of Maine factors in the
total taxable valuation of each community in Maine when allocating aid for
education and municipal revenue sharing. That is, communities are “penalized”
when their valuation increases because the State considers them better off
and in less need of aid. Additionally, the county taxes paid by Bucksport are
based on the Town’s percentage share of Hancock County’s state valuation.
Therefore, new valuation as a result of the A.D.A.P.T. Project Area being
developed will lead to less state aid for education, less municipal revenue
sharing, and more county taxes paid.
A TIF District, however, can “shelter” new valuation from these formulas so
that, in essence, they do not count against the Town in the state and county
formulas. As a result, by sheltering new valuation in a TIF, the net impact to
the Town can actually be greater than without a TIF and all new property tax
revenues going into the General Fund.

TIF Uses
In setting up a new TIF District, the Town can select the percentage of new
valuation that is captured through a TIF (and sheltered). The property tax

112

Implementation

Eligible Private Developer Uses
The Town, at its discretion, can use TIF as a development incentive for private
businesses and development through “Credit Enhancement Agreements.”
These agreements are a contract between the Town and a property owner that
indicates the percentage of TIF revenues to be shared with the developer for a
term up to 30 years. In this capacity, TIF can be used by the Town to secure
certain public benefits, such as dedicated open space for example, from
private developers through a negotiation process.

Eligible Town Uses of TIF for ADAPT Implementation Through a Potential Town Development Fund
Costs Within the District: The eligible
costs that can be made within the TIF
District include (but are not limited to):








Land acquisition and assembly
Construction and site improvements
Demolition, remodeling, repairing
existing buildings
Permitting fees
Professional services including
planning and engineering
Financing costs
Administrative and organizational costs

Costs of Improvements made outside
the TIF District but are Directly Related
to or are made necessary by the District:
Examples of these types of costs include:





Construction or expansion of facilities
such as sewage treatment plants, sewer
lines, amenities on streets
Public safety improvements
Costs to mitigate adverse impacts of the
district on the rest of the municipality.

Costs Within the Town – related to
economic development, environmental
improvements, fisheries and wildlife or
marine resources projects, recreational
trails or employment training. Examples
of these include:











Eligible Town Uses
The Town of Bucksport can also create its own TIF Development Fund in
addition to, or instead of creating a development fund for private developers.
TIF Statute authorizes a broad array for costs to be funded through TIF for
infrastructure and economic development purposes. These are organized by 1.
Costs Within the District; 2. Costs Outside the District (but made necessary by
District Development); and 3. Costs Within the Municipality. These are
described further below and are found in Maine Statute Title 30-A section
5225.
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Town economic development programs
or events
Marketing the Town for economic
development
Environmental improvement projects
Economic development revolving loan
funds
Investment funds and grants
Workforce training
Child care costs
Recreational trail projects
New or expanded transit service
Marine resource projects

TIF Financial Analysis
This section presents a financial analysis of a potential TIF District for the
A.D.A.P.T. Project Area to indicate the revenue generation potential of a TIF to
support implementation of the A.D.A.P.T. plan. The analysis estimates the net
impact to the Town when the avoided loss to state revenue sharing formulas is
considered as a result of sheltering new valuation in a TIF. Several key
assumptions are factored into this analysis:



The potential TIF District includes the A.D.A.P.T. study area with the
exception of the following components of the Master Plan:
o Community Hub
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o Power Plant and Central Maine Power Facilities
o Marine Campus



The TIF District will be established for the maximum 30-year period

Several TIF scenarios were analyzed based on the potential percentage of
new valuation that is “captured” in the TIF District (10%, 25%, and 50%), which
would be the Town’s decision. As shown in the following table, the average
annual TIF revenue ranges between $150,000 and $737,000 annually
depending on the scenario. Over 30 years this amounts to between $4.4
million and $22.1 million in potential TIF revenues. The Town’s General Fund
will still benefit in these scenarios, receiving between $39.8 million and $22.1
million over 30-years, depending on the capture percentage. This indicates
that even with a modest capture percentage, a significant funding stream can
be established to support implementation and economic development efforts.

The Town’s current mil rate (property tax rate) is held constant over the
30-year TIF Period

New TIF Revenue Potential (10%, 25%, 50% Capture) ‐ High Case

To provide a conservative estimate, the analysis assumes that Log
Pond is not filled in for an expanded port



An estimated build out schedule was established based on known
Whole Oceans plans and reasonable development timeframes



Valuation estimates were derived from comparison properties and
industry standard cost-based methods





A High Case estimate based on the expected build out is included
along with a conservative Low Case that is 75% of the build out of the
High Case



TIF Implementation Fund Potential

The analysis does not speculate on any future TIF agreements that
may be reached with private businesses or developers

New Valuation and Property Tax Revenue Potential
It is estimated that build out of the A.D.A.P.T. Master Plan will add between
$75.9 million and $101 million in new taxable valuation to the Town of
Bucksport. This increase in valuation will generate an estimated $1.3 million
and $1.7 million in new annual property tax revenue at full build out. Based on
the estimated build out schedule, this will generate between $33.2 million and
$44.2 million in new property tax revenues to the Town over 30 years.

10% Ca pture 25% Ca pture 50% Ca pture
TIF Revenue (a vera ge a nnua l )

$

TIF Revenue (30‐yea r tota l )
Genera l Fund Revenue
(a vera ge a nnua l )
Genera l Fund Revenue (30‐
yea r tota l )

$ 4,425,000

$ 11,061,000

$ 22,123,000

$ 1,327,000

$ 1,106,000

$

$39,800,000

$ 33,184,182

$ 22,123,000

150,000

$

369,000

$

737,426

737,426

A similar analysis is presented below for the “Low Case.” While the revenue
figures are lower, the results indicate that even if the Master Plan is not fully
built out, a TIF would still provide a meaningful amount of money to support
implementation projects.

New TIF Revenue Potential (10%, 25%, 50% Capture) ‐ Low Case

New Valuation and Property Tax Revenue Estimates
Hi gh
Es ti ma ted Incrementa l Va l ua ti on
(Ful l Bui l d Out)
New Annua l Property Ta x Revenue
(Ful l Bui l d out; wi thout TIF)
New Tota l Property Ta x Revenue
(wi thout TIF; 30 yea rs )
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Low

$101,205,000

$ 75,903,750

$ 1,678,919

$ 1,259,189

$ 44,246,000

$ 33,184,000

10% Ca pture 25% Ca pture 50% Ca pture
TIF Revenue (a vera ge a nnua l )

$

TIF Revenue (30‐yea r tota l )
Genera l Fund Revenue
(a vera ge a nnua l )
Genera l Fund Revenue (30‐
yea r tota l )

$ 3,318,000

$ 8,296,000

$ 16,592,000

$

$

$

111,000

996,000

$29,866,000

$

277,000

830,000

$ 24,888,000

$

553,000

553,000

$ 16,592,000

Net Impact to Town from Using TIF

TIF Feasibility Conclusion

Due to the previously discussed tax shift impacts from sheltering valuation
from state aid, state revenue sharing, and county tax formulas, the Town can
achieve a stronger bottom line by creating a TIF. With a TIF that captures 10%
of new valuation, the Town would see an estimated positive net impact of
$2.65 million over 30 years compared to not doing a TIF at all. This difference
increases to $13.3 million for the 50% scenario.

A TIF District can be established to support a significant implementation fund
while providing positive benefits to the Town’s finances by sheltering valuation.
However, TIF funds are restricted in use and the Town will need to explore the
tradeoffs between the TIF benefits and unrestricted General Fund revenue as
well as its interest in pursuing Credit Enhancement Agreements with private
parties.

Summary: Net Fiscal Impact to Bucksport of TIF District vs. No TIF
District (High Case)
Ca pture Scena rio
10%
Incrementa l Property Ta x
Revenue (30‐yea r tota l )

$

44,246,000

25%

50%

$

44,246,000

$

44,246,000

No TIF Scenario
Revenue Los s from Fis ca l
Formul a s

$

26,505,000

$

26,505,000

$

26,505,000

Net Revenue to Town

$

17,741,000

$

17,741,000

$

17,741,000

24,366,000

$

30,991,000

TIF vs. No TIF (TIF ‐ No TIF Net Revenue)
Difference in Net Revenue to
Town (30‐year total)
$
2,650,000 $
6,625,000

$

13,250,000

TIF Scenario
Revenue Los s from Fis ca l
Formul a s
Net Revenue to Town

23,855,000
$

20,391,000

$19,880,000
$

13,255,000

Without establishing a TIF, the new valuation from build out of the Master Plan
will result in a fiscal formula revenue loss of $26.5 million, approximately 60%
of the anticipated new property tax revenues. By comparison, the 50%
scenario will result in a revenue loss of only $13.3 million. The greatest positive
impact of establishing a TIF district is through the avoided loss of State Aid for
Education. Of the $26.5 million in lost revenue over 30, years, approximately
$23.1 million is due to the loss of state aid for education.
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