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The Reuse Plan is a “blue print” for the
conversion of the Fort Devens Military
Reservation to civilian uses over the next 20 -
40 years. It is a plan that reflects the varied
interests of the host communities, the region,
and state government, based on the principle
that economic development and environmen-
tal protection are common interests. The
Reuse Plan provides a bold vision for the
future founded on the unique attributes of
the Devens property and a confidence in the
talents and work ethic of the people of this
region. While Devens benefits from signifi-
cant advantages, the constraints which
challenge its successful development must
also be considered. These include: the reali-
ties of the 1990’s economy, both locally and
globally; the need for extensive investment in
infrastructure; significant environmental
factors; a variety of administrative, regula-

tory and fiscal demands; and other market,

site and operational constraints.

In January 1994, the Massachusetts General Court
passed comprehensive and far reaching legislation,
Chapter 498 of the Acts of 1993, (the “Act”), which
established the legal parameters for the future
governance of the Main and North Posts of Fort
Devens over the next 40 years. This act created the
Devens Regional Enterprise Zone (“Devens”) and
established a new public agency, the Devens
Enterprise Commission, as the agency responsible
for reviewing and approving all future uses. It also
designates the Massachusetts Government Land
Bank (“Land Bank”) to be the exclusive public
agency responsible for acquisition, control, mainte-
nance, and redevelopment of Devens. The Act
provides for $200 million in bonding capacity to
fund the redevelopment effort, which is geared to
the creation of jobs and the protection of the towns
from fiscal impacts that might occur if responsibility
for the maintenance and redevelopment of Devens
were returned immediately to the towns.

In order for the Devens Legislation to become
effective and the $200 million in bonding capacity to
become available, the towns of Ayer, Harvard, and
Shirley must approve this Reuse Plan and related
Bylaws (the "Bylaws") by majority vote at special
town meetings, referred to as the “Super Town
Meeting” to be held simultaneously in each of these
three towns no later than December 31, 1994.
This report documents the Devens Reuse Plan

(the “Reuse Plan™) and the public process involved

in its creation.
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Under the Reuse Plan:

» Jobs in both the public and private sectors will
be created to replace the 7,000 - 8,000 jobs lost
directly as a result of the closure of Fort Devens.

» The potential worst case scenario - the entire
base with all its abandoned buildings and land
becoming the fiscal burdens of the three towns -
will be avoided by the creation of the regional
funding and management entity with state
support.

» The strong transportation infrastructure (rail and
regional highway), which served the military so
well, will be used to attract immediate jobs in rail
and trade-related industries.

» Long-term/high quality jobs will be fostered
through an Innovation and Technology Center
which will help technology businesses through a
variety of business and training services to locate,
grow and remain in Massachusetts.

» The great scenic and natural resources on
Devens, such as the Nashua River Corridor, will
be preserved through the designation of more
than one third of the land to open space
and recreation.

In 1991, the Federal Base Realignment and Closure
Commission (BRAC) recommended closing the
North and Main Posts of the U.S. Army Military

Reservation at Fort Devens. With closure sched-

uled for July 1995, both local and state governments

were galvanized into action to respond to this

challenge. The four host communities, Ayer,
Harvard, Lancaster, and Shirley formed the joint
Boards of Selectmen (JBOS) to represent the towns,
and Governor Weld appointed the Land Bank as the
lead state agency. Both parties recognized the need
for an open public planning process to build on
common goals and reach consensus on a Reuse
Plan. This process, which drew heavily upon citizen
input, was conducted by the professional staff of the
Fort Devens Reuse Center established by the JBOS
and Land Bank utilizing funds made available by the
Federal government through its Office of Economi¢
Adjustment (OEA) and by the Land Bank.

Goals and Objectives

In early 1993, the JBOS and Land Bank conducted
an extensive process of public input to establish a

series of goals and objectives to guide the planning
process and subsequent reuse of the base. Culmi-
nating in the July, 1993 Com‘munity Workshop on

Goals, the overalt goal established for planning the

reuse of Fort Devens was as follows:

The Devens reuse challenge demands a
visionary planning effort grounded in environ-
mental, social, and economic reality. It must
be realistic, pragmatic, market-driven,

flexible and future-oriented.




Goals

Introduction

Individual goals for reuse included the following:

> Development must be sustainable, which means
achieving a balance of economic, social, and
environmental needs, while maintaining and

enhancing the natural resource base.

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

> Achieve success. Demonstrate the interdepen-
dence of economic development and environ-
mental protection and the symbiosis of public and

private uses.

> Balance local, regional, and state interests.

Objectives

General

> Foster uses which will create, at a minimum, the
equivalent number of the jobs and value of
economic activity at Devens in 1990,

» Take advantage of the skills and experience of the
regional work force, and match the skills of the
future work force with the needs of industries of
the future.

> Foster a long-term mix of uses which will
enhance the regional economy through future
growth potential.

> Build on Devens’ unique characteristics to
complement the regional economy and expand
the economic base.

» Exhibit and foster an attitude that supports reuse
goals, successful redevelopment; and the provi-
sion of economic activities for individual and

collective prosperity.

Cultural and Social

» Protect and enhance Devens’ historic resources.

> Promote public awareness and enjoyment of the

Devens environment.

> Protect and enhance the quality of life of the
citizens in the host communities, the region, and
the Commonwealth.

> Provide education, training and retraining tied
to business, industry, and institutions on base and
in the region.

Environmental

» Ensure an effective, expeditious, and efficient
clean-up of hazardous materials, including
Superfund areas, tied to the needs of the Reuse
Plan.

> Protect and enhance Devens’ ecological re-
sources of all kinds, particularly the aquifer and
the Nashua River system.

> Ensure that uses which may negatively impact
the regional natural resources will be allowed
only with appropriate technology and proper
mitigation.

> Minimize the off-base impacts for development
in areas such as water resources, air quality,
viewsheds, traffic and noise, limiting the impacts
to those necessary to achieve reuse goals and
objectives.

» Foster businesses which enhance the environ-
ment through technology.
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Why Have a Plan?

The Reuse Plan provides for the future use of Fort

Devens to achieve the defined community and state
goals and objectives. Adoption of the Reuse Plan

will result in the following positive impacts:

Avoidance of Adverse Fiscal
Impact on Towns

Introduction

The Reuse Plan will help to reduce the negative
fiscal impacts on the towns by putting the burden
and responsibility on the state for provision of
services and management of Devens. Early studies,
currently being updated, have shown that in excess
of $50 million of capital funding would be required
for maintenance and improvement of such facilities
as the wastewater treatment plant, roadways and
utilities systems. In addition, operating deficits of
several million dollars annually are projected to
support Devens until new businesses can create a
viable tax base. Financing the capital improvements
and providing additiénal municipal services are
beyond the capacity of the host communities for at
least the next ten years. Educational expenses,
wastewater treatment plant improvements, water
system improvements and recreation facilities for all
three communities, are all examples of needs which
will be addressed by the state in a cooperative

manner.

Orderly Redevelopment

The Reuse Plan provides a mechanism for the
orderly transition from military to civilian use. It
will advance the goals of new employment and
environmental protection. The extensive public

planning process, which involved a broad spectrum

of citizens and state and local officials, has resulted
in a plan that has benefits for everyone: economic

development; provisions for environmental protec-

* tion and open space; and preclusion of undesirable

uses such as the second major airport. The Reuse
Plan also affords an opportunity to guide federal
decisions on land use for parcels slated to remain in
government ownership, and to maximize the
positive impacts on the communities.

The orderly development of Devens with the
attendant financial and organizational supports
provided by the Reuse Plan will, likewise, promote
the orderly planning and fiscal management of the
four host communities, particularly through the
avoidance of the severe fiscal impacts likely to
materialize without the approval of the Reuse Plan.

Accelerated Job Creation

The infusion of $200 million of state money and
resources will be used to prepare the site for
development and to position and distinguish the site
favorably in the very competitive real estate market.
These state resources will be needed to develop the
Innovation and Technology Center, provide infra-
structure, and fund training programs and marketing
efforts to attract technology-based companies and
new jobs to Devens. Overall, it is expected that
7,000-8,000 jobs will be created at Devens through
the implementation of the Reuse Plan. '




Environmental Protection

Introduction

The Reuse Plan offers a unique opportunity to

protect and enhance the environmental resources
in a coordinated approach for the entire 4,400 acres
of the Main and North Posts. A fundamental
element of the Plan is the approximately 1,300 acre
open space network encompassing critical natural
resources such as wetlands, floodplains, wildlife and
plant habitat, and aquifers. Lands that provide
logical connections as part of the open space and
recreation system are also included. This open
space and recreation system crosses town bound-
aries and allows for the sharing of recreation
facilities by the communities. An impending
Regional Recreation Management Plan will link
together needs of the host communities with on-
site facilities, and will identify feasible options for
managing the programs and recreation facilities.
Sensitive natural resources within the open space
network will be mapped and pr_esérved through
various forms of land use restrictions. Require-
ments in the Bylaws that will protect water re-
sources within Devens are based on the recommen-
dations of the Water Resources Protection Plan.

AWater Resources Protection Plan has been
developed for Devens. It is designed to protect and
enhance critical water resources such as the Nashua

River and the aquifer that underlies portions of the
site. Without a Reuse Plan and Bylaws containing a
water resources protection element, it would be
difficult to achieve as high a level of proactive
protection and control. A community stormwater
management system for some of the most sensitive
aquifer areas of the site is included in the Water
Resources Protection Plan. In addition, the Army’s
Superfund cleanup will be guided by the Reuse Plan,
giving scheduling priority to certain sites which are
likely to be developed sooner than others, so that
the job creation objective can be achieved.

Strong Local Control of Development

The reuse planning process has provided the
communities with the ability to determine the
future of Devens, while leaving the cost of imple-
mentation to the state. The open, participatory
planning process of monthly community workshops,
task forces, and public outreach, has allowed
tremendous public involvement in the preparation
of the Plan. Based on detailed site information
mapped for a variety of factors (habitat, wetlands,
slopes, etc.), the public has not only selected the
general land uses, but has also directly participated
in more detailed master plan decisions about open
space, recreation, roadways, infrastructure, environ-
mental protection and quality of development. This
leve! of input and control is unprecedented in local
zoning controls, and the Reuse Plan has benefited
from it. Once the Reuse Plan and related Bylaws
are approved at the Super Town Meeting, substantial
changes to the Reuse Plan and Bylaws cannot be
made without further town meeting approval.




Highlights of the

Reuse Plan

The focus of the Reuse Plan is to capitalize on the
unique physical and infrastructure attributes of Fort
Devens, to attract new businesses, to support
existing industry clusters in the region,and to
protect and enhance natural resources. These
attributes include the availability of large, easily
developable sites; access to utilities; excellent
regional road and rail network; and a usable stock of
existing buildings. The Reuse Plan is focused on
using these resources to create economic develop-

ment that will generate jobs.

The Devens Reuse Plan has three major themes
which place the project in a long-term context and
define a vision for the overall development. These
themes are:

» Innovation and Technology Business
» Rail and Trade-Related Uses

» Open Space and Recreation Resource Protection
and Enhancement

In addition to the preceding broad themes, the

Devens Enterprise Zone will offer the following

additional advantages:

» Sites that are attractive to both employers and
employees.

» A truly Unified Permitting Procedure which

avoids common regulatory pitfalls of excessive
review and fragmentation.

Innovation and Technology Business

Introduction

This central economic theme of the Reuse Plan is
based on Massachusetts’ traditional strengths in
development of new technologies through the

academic and research base of greater Boston.The
reuse goal is to encourage businesses that are
growing and have new products, technologies or
services to locate at Fort Devens. Large sites with
utilities and good vehicular access have been
designated for high-profile technology-related users
with research and development, manufacturing, and

office needs.

The Pian includes an Innovation and Technology
Center, housed in the historic Vicksburg Square
Quadrangle. This Center is intended to serve as a
catalyst for new development on the large sites
located elsewhere in the Devens Enterprise Zone.
It will play this role both by providing start-up and
incubator space and by fostering connections to
academic and research institutions.

Rail and Trade-Related Uses

In order to capitalize on the site’s unique rail,

intermodal and highway attributes, and, on the
current market demand for rail industrial, distribu-
tion,and trade uses, a large zone was designated for
rail-related uses in the existing rail/industrial area.
This zone is located in the northeast corner of the
Main Post, adjacent to the Hill Rail Yard operated by
Guilford Transportation. The area includes an

intermodal facility which handles transfer of goods




and materials between rail and truck. The inter-
modal facility is linked directly to the Port of
Boston, providing Massachusetts’ only direct ship-
to-rail service. Development of the rail/industrial
area will enhance trade-related and regional busi-
nesses in moving goods and materials to new
markets and providing competitive rail service and
lower shipping costs to businesses within the
Commonwealth. The rail-related zone could also
accommodate manufacturers who utilize “just-in-
time” delivery practices, which require that raw
materials and products be handled via rail directly to
and from the factory floor.

A key component of the rail-related use is an
aquifer protection program to ensure that adequate
safeguards and protective measures will be em-
ployed to protect the critical groundwater resource
underlying the zone.

Open Space and Recreation

The development of the Reuse Plan began with the
identification of the site’s open space, recreation and
critical natural environmental resources. These
areas were incorporated into an “emerald necklace”
of linked open spaces. This open space framework

serves to protect and enhance environmental

Introduction

resources; provides active and passive recreation
and tourism opportunities; buffers development
parcels from adjacent uses; provides attractive
settings for new development; capitalizes on existing
recreation facilities of the base; and provides
connections to the regional open space network.
Perhaps most importantly, the open space will
preserve the great beauty of the Devens property
and help distinguish Devens as a particularly
attractive business focation.

More than one third of the fand area of Fort Devens
will be devoted to open space and recreational use.
While over 1,300 acres of the site are designated as
a permanent open space network, more than
another 1,500 acres will stand as open space within
the developed portions of the site, created as a
result of the land use density and coverage limita-
tions within the Bylaws. Key elements of this open
space framework include the expansion of the
Oxbow National Wildlife Refuge along the Nashua
River, the Mirror Lake area, the Robbins Pond area,
the Willow Run stream corridor, the active recre-
ation resources near Verbeck Gate, and some of the
existing golf course. Portions of the existing golf
course will be retained and reconfigured to provide

for the continuation of goif at Devens.

Other Uses

In addition to the three major uses described above,
the Reuse Plan incorporates a diversity of land uses
on both large and small parcels. The Reuse Plan
recognizes that there will be a continued federal
agency presence at Devens for the foreseeable
future, including the following likely uses: the
Department of Defense Army Reserve Enclave and
Training Site and Aviation Facility; the Federal
Bureau of Prisons Medical Facility, reusing the
existing Cutler Army Hospital; the U.S. Fish and




Wildlife Service Oxbow National Wildlife Refuge
Expansion; special needs housing for homeless
families under the McKinney Act Organizations
requests; and the job Corps Training Center.

The Reuse Plan and Bylaws provide for underlying
zoning in those areas where federal agencies will

exercise continued jurisdiction.

The Need for Approval

Introduction

The Devens planning process has created a future-
oriented and pragmatic program to achieve the
appropriate balance of economic, social and
environmental needs. Approval of the Reuse Plan
and associated Bylaws will provide access to $200
million of state investment to continue the eco-
nomic development and environmental protection
of 4,400 acres of land critical to the future of the
host communities, while at the same time protect-
ing the host communities from likely adverse
economic consequences that would materialize
without a coordinated Reuse Plan and its attendant

organizational and financial resources.
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Fort Devens, situated in Middlesex and Worcester

counties, is approximately 35 miles northwest of
Boston and 20 miles northeast of Worcester. Fort
Devens occupies approximately 9,310 acres of land
over its Main, North, and South posts and is
contained within the towns of Ayer, Harvard, Shirley,
and Lancaster. This Reuse Plan pertains to the
North and Main Posts, as the South Post is not
contained in the closure area.

The Main and North Posts consist of approximately
4,400 acres within three towns: Ayer, Harvard, and
Shirley. The largest segment of the acreage (ap-
proximately 2,700 acres) lies in Harvard, which also
shares the longest continuous boundary with Fort
Devens. There are approximately 1,000 acres in
Ayer and approximately 700 acres in Shirley.

The South Post lies entirely within the town of

Lancaster.

Fort Devens was established by the United States
Congress and the Department of the Army in |917
in a predominantly rural section of Worcester and
Middlesex counties. The Fort’s siting was due

primarily to its location at a major hub of the rail

ONSTRAINTS

network in New England. Since its establishment,
Fort Devens has undergone various transformations
to serve the needs of the Army. In its 77 years of
service, over 400 Army units have been stationed at
Fort Devens. Four major demolition and/or
construction periods have shaped the Fort’s physical

characteristics as they exist today.

Fort Devens has played 2 major role in the region’s
economy, with a 1990’ peak daytime population of
approximately 15,000. In the late 1980's and early
1990’s, the Base supported military and civilian
employment both on and off-base for an estimated
7,000 to 8,000 workers, until the closure action
was initiated.

Surrounding Communities

Each of the host towns is a self-governing commu-
nity with a small population (see below). The
predominant land use in the towns is residential,
and each provides its own public services, which
vary from town to town. Commercial and industrial
land uses in the region are concentrated along
Route 2A and the east-west line of the Boston and
Maine (B&M) Railroad. Much of the land in the four
town region is undeveloped, wooded or open
pasture, punctuated by streams and lakes. Agricul-
tural uses occur in the region, particularly in

Harvard where several commercial orchards exist.

Table I: Population of Four Adjacent Towns

Ayer Harvard Lancaster Shirley
Town 6,029 6816 6,661 5,473
Fort Devens 842 5513 - 645
Total 6,871 12321 6,661 6,118

Source: 1990 United States Census




Topography

Opportunities and Constraints

The site is characterized by rolling, undulating
terrain with rounded, wooded hills separated by the
Nashua River and several smaller stream valleys.
Fort Devens is located within the Nashua River
Basin. The Nashua River runs along the western
side of the Main Post, and bisects the North Post.
Elevations on site range from 220 feet along the
Nashua River, to 360 feet in the vicinity of Cutler
Army Hospital (to the southeast) and Shepley's Hill
(to the northeast). The central portion of the Main
Post and much of the North Post occupy plateaus.

Soil Types

A range of soil types exist on the Main and North
Post of Fort Devens, including glacial till, outwash
deposits, and high silt content soils. The latter are
generally found along the floodplains of the Nashua
River, various wetlands and drainage ways. Areas of
Fort Devens have unconsolidated glacial outwash
deposits which are highly productive aquifers.
Approximately 440 acres, 10% of the site, are
underlain by a high yield aquifer. Another 1,370
acres, 30% of the site, are underlain by a medium
yield aquifer. The groundwater from the aquifers is
designated as a Class | potable water source and
meets all Massachusetts Department of Environ-
mental Quality (DEP) water quality standards, with
the exception of sodium.

Water Resources

Other water resources include surface water,
floodplains and wetlands. On the Main and North
Posts, approximately 530 acres, 12% of the site,
generally around the Nashua River and its tributar-
ies, lie within the 100 year floodplain. The majority
of the wetlands on the site are forested wetlands

generally occurring along the stream and floodplain
corridors. Other wetland resources include flooded
oxbows, emergent wetlands, shrub wetlands and a
small area of red spruce bog. There are approxi-
mately eight miles of river and streams, and 100

acres of open waters including Mirror Lake, Little
Mirror Lake, and Robbins Pond.

Threatened and Endangered Species

A baseline study prepared by the U.S.Army Corps
of Engineers has determined that there is no known
occurrence of federally listed threatened or endan-
gered plant species, and no known permanent
occupations by federally listed threatened or en-
dangered animal species. It has been determined
that there are approximately 430 acres of potential
habitat for rare and endangered flora and fauna, as
defined under the Commonwealth of Massachusetts
Endangered Species Act. The majority of the
potential habitat occurs in areas that are currently
protected by wetlands regulations, or are along
stream corridors and the Nashua River floodplain.
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Built Environment

Opportunities and Constraints

The Main Post represents the core of Fort Devens
as an operating military instalfation and includes
office, residential, industrial, storage, educational,
cultural, and recreational facilities. The majority of
the building area in terms of square footage occurs
in residential buildings, with office and industrial
facilities also occupying a significant proportion of
building area.

A building reuse inventory determined that there
are approximately 7.3 million square feet of area in
approximately 3,400 buildings existing on the base.
Of that amount, approximately 2.0 million square
feet have been determined to have reuse potential.
There are over 1,700 existing residential units
comprised of a mix of types including single family,
duplex and multi-family units.

The North Post is occupied by two major uses:

a wastewater treatment facility and filtration beds;
and Moore Army Airfield with its associated hangars
and operational buildings. No residential uses occur
on the North Post,

Archaeological and Historical
Resources

Preliminary field testing for sensitive archaeological
resources indicates that approximately 480 acres of
the Main Post and 225 acres of the North Post are
tentatively classified as moderate to high archeologi-
cal sensitivity depending on results of more defini-
tive investigation. Some of these sites may be
eligible for inclusion on the National Register of
Historic Places. Historic resources on the base
includeVicksburg Square including the Roger's Field
parade grounds. These are currently listed with the
Massachusetts Register of Historic Places and were
listed on the National Register of Historic Places

in 1993,

Site Access

The site lies to the west of Interstate 495, and is
accessed primarily by U.S. Route 2 which divides the
Main Post from the South Post. Route 2A also
provides access through the Town of Ayer to Fort
Devens. Both Route 2 and Route 2A have inter-
changes at Interstate 495, which is a major north to
south connector in central Massachusetts. The
existing roadway system on Fort Devens includes 91
miles of paved roadways. Primary access to the
surrounding communities include Shirley Gate to
the northwest,Verbeck Gate to the north, Barnum
Gate to the northeast, and Jackson Gate to the
south which provides direct access to Route 2 via a
grade separated interchange.

Fort Devens also has excellent access to rail
facilities for both passenger and freight. Guilford
Transportation has a large rail yard in the northeast
corner of the base where an intermodal freight
operation provides transfer between rail and truck
modes. Commuter rail stations operated by the
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MBTA are located in Ayer and Shirley providing
public transportation east/west to Boston and

Fitchburg.

Opportunities Presented

by the Site

The Fort Devens site is large and accommodates
both extensive development and areas of great
natural beauty. Extensive research was done early
in the planning process to understand the opportu-
nities afforded by Devens. This research included
mapping of natural resources, building resources,
and economic conditions. A workshop was held to
receive public input on Devens and its features. The
site holds tremendous potential for reuse based on
the special attributes described below:

Large, Easily Developed Sites

Opportunities and Constraints

Real estate market research identified a shortage of
available large (100 acres+), easily developable sites
in the region that are served by public sewers and
good transportation infrastructure. A number of
large, open, relatively flat developable sites were
identified on Devens. These sites are unique in their
ability to accommodate large users or firms with

these siting requirements.

Infrastructure and Utilities

All utilities necessary to support development exist
on site -sanitary sewer, water supply, storm drain-
age, electrical power, natural gas, and telecommuni-
cations. These resources represent a significant
value to the reuse planning process and are a
valuable asset towards achieving implementation of
the Reuse Plan. The Fort Devens systems have

capacity to support substantial reuse having been

designed for a large on-site population. The Reuse
Plan calls for the major elements of the utility-
systems to be preserved under a single authority,
due to the impracticality, and in some cases,
impossibility of separating systems into any operat-
ing segments, as they were designed to serve one
entity.

Regional Access: Rail and Highway

Devens is well served by state and interstate highways

including Route 2 (to which direct access is provided
by the Jackson Road Interchange), Route I-495, Route
1-90, and Route 2A. Multiple access points to and
from the base currently exist. The existing roadway
system within the Main Post is extensive (approxi-

mately 91 miles) and is generally well maintained.

Active rail lines provide both freight and passenger
access to Fort Devens. The freight rail facilities (side
trackage) on Fort Devens property is one of the site’s
greatest assets. The Reuse Plan reserves areas
adjacent to the rail yard for rail-related uses. Passen-
ger service is provided by the MBTA which has a
commuter station for its Fitchburg service in Ayer
and Shirley. Direct rail and rail intermodal service can
bolster regional businesses and support expanding rail

and trade-related businesses and initiatives.







