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1.0 Introduction

1.1 Project Description

As a port, St. Marks has been a shipping gateway to North Florida for over 50 years.  Cargoes have been mostly petroleum products, crude oil and chemicals. There are four barge terminals within the city limits.  Over the years the handling, transfer, storage and processing of hydrocarbons has caused contamination of lands in St. Marks.  In addition, the refining of hydrocarbons along with processing of chemicals has contributed hazardous materials to the mix.  The objective of this project is to: perform community outreach, conduct Phase I Environmental Site Assessments, Phase II Assessments and do cleanup and redevelopment planning for brownfield sites within the City.  Of the five priority sites already identified, the St. Marks refinery site is the largest and judged to be the most contaminated.  Given its size and location, it also has the greatest potential for redevelopment.  Our City vision is to redevelop this site as a commercial scale solar farm.  The remaining four sites are well situated for clean up and redevelopment as commercial or mixed commercial/residential sites. The Murphy oil site is well located for a multi family housing development.  The two Pelican properties are within our downtown core and are ideally suited for commercial redevelopment.  The dual impact of eliminating the blight on these sites and putting them to constructive use will be the stimulus our community needs to redevelop and prosper.

1.2 Project Team Structure and Responsibilities

The lead organization for this project will be the City of St. Marks.  The city is governed by a five person elected board that meets monthly or more frequently as required.  The Commission has appointed one of its members, Mr. Phil Cantner, to represent the city.  Mr. Cantner will act as overall project manager and will be the liaison between the city and other stakeholders.  The Project Manager will be responsible for taking major issues before the Commission for resolution.  The city staff will support the Project Manager by providing administrative assistance such as record keeping, preparing correspondence, maintaining the project schedule and coordination.

The Florida Department of Environmental Protection (FDEP) is already intimately aware of the St. Marks Brownfields issues.  The City enjoys a cooperative relationship with FDEP and will ask the Department to assign a senior level staff person to the Project Team.  FDEP will have access to all project information on a real time basis and will receive quarterly reports.

The Project Team will meet monthly on a mutually agreed day to be decided at the kickoff meeting.  Additional meetings may be called, if the Project Manager deems it necessary.

The City staff will be tasked with maintaining records, files and financial management.  A dedicated bank account will be established for Grant operations.  Staff will establish an accounting system for tracking expenditures.  Project checks will require two signatures:  one by the Project Manager or his deputy and the other by the City Manager.  In the absence of either signatory, a member of the City Commission can provide one signature.

1.3 Kick-off Meeting

Upon selection of the contractor, a kick-off meeting will be held.  The meeting place will be at St. Marks City Hall at 788 Port Leon Drive.  The date and time will be announced at least one week in advance.  The agenda will consist of:

1. Introductions and exchange of contact info

2. Overview of the project by PM

3. Roles and responsibilities by each member

4. Project Schedule

5. Tour of each site

6. Wrap up discussion

This meeting will be used to set goals and procedures, define responsibilities, review project schedules and deadlines, and serve to orient the partners and stakeholders of the overall project.
2.0 Project Task Descriptions
2.1 Task 1 – Project Management and Reporting
The City will perform the following project management tasks as required to implement and manage this project under the cooperative agreement, including all required reporting and contractor procurement.  
2.1.1 Contractor Procurement

The City will hire one or more consultants, in accordance with 40 CFR Part 31 Uniform Administrative Requirements for Grants and Cooperative Agreements to State and Local Governments, to assist with day-to-day project activities, to assist with public involvement activities, conduct environmental assessments, and perform cleanup/redevelopment planning.  The City plans to issue a Request for Qualifications (RFQ) and select a consultant prior to the planned project start date of October 1, 2009.

2.1.2 Federal Grant Compliance

The City and our selected qualified brownfield consultant will ensure that the activities necessary to manage the project are compliant with federal grant procedures and the cooperative agreement terms and conditions.  The City will administer this project in accordance with this approved work plan and all required federal and State of Florida statutes, circulars, terms & conditions, including the establishment and maintenance of necessary cooperative agreement records and files.
2.1.3 Periodic Reporting

The City will complete and submit the following required reports as directed in the terms and conditions of the cooperative agreement:
· Quarterly Progress Reports – 30 days of the end of each federal fiscal quarter

· Disadvantaged Business Enterprise (DBE) / Minority Business Enterprise (MBE)/ Women-owned Business Enterprise (WBE) Reports – Semi-Annually with Quarterly Reports in September and April
· Property Profile Forms / Assessment, Cleanup and Redevelopment Exchange System (ACRES) – As needed as sites are eligible and updated quarterly

· Financial Status Reports – Annually

2.1.4 Final Performance Report

The City will submit a final performance report to the EPA Project Officer within 90 calendar days after the expiration or termination of the award.  The report will detail all activities conducted under the project and will include before and after photos of the assessed sites, if available.  In addition, the Final Performance Report will specifically address lessons learned by the project team in implementing the Brownfields assessment as well as successes achieved.
2.2 Task 2 – Public Involvement

The City with the assistance of the selected consultant(s) will develop a Public Involvement Plan (PIP) to ensure that community concerns are considered in site identification, assessment planning and execution.  The PIP will ensure that the revitalization efforts take into account the needs and priorities of St. Marks’ residents, business owners, and community leaders. The PIP will be submitted with the first Quarterly Report.

The Project Manager will be the designated spokesperson for the brownfields project, and he will be available to answer the public’s or the media’s inquiries.  A project brochure or “fact sheet” will be developed to answer common questions related to the project and to encourage public participation.  The City will also work with local community groups and partner organizations to prioritize potential brownfields targets, discuss brownfields and environmental issues in the community, and solicit feedback on redevelopment plans. Activities will include information dissemination through outreach materials and community meetings and newspaper articles describing the projects major accomplishments.  

The City and the selected consultant(s) plan to perform the following outreach efforts:
· Prepare a Public Involvement Plan.

· Publish community service announcements in the local newspaper and several local radio stations throughout the project to keep local residents informed of planned community meetings and project updates.

· Coordinate and facilitate public meetings to obtain input regarding potential sites and sustainable and beneficial re-use options.

· Visit with community groups at their locations to gather input and develop ideas.

· Develop a project brochure that will highlight the project’s goals and objectives, review the site-selection process, explain the events that will occur in the program, and provide contact names and information on how to get involved in the project.

· Develop a project website as an information repository where project updates and information can be posted.  
2.3 Task 3 – Site Inventory and Characterization

2.3.1 Site Inventory

In preparation for the grant application, the City conducted a survey of potential brownfield sites and found six (6) brownfields sites of concern that, combined, comprise 8% of the City’s total land area. These sites include:

· St. Marks Refinery,

· Murphy Oil Truck Terminal,

· Mackenzie Service Company, 

· Mackenzie Tank Lines, and

· Pelican Properties (two properties).  
The former St. Marks Refinery is the City’s largest eyesore and a significant impediment to economic development. The 55-acre site is located on the main roadway into the City - State road 363. Built in 1954, the refinery processed crude oil for jet fuel and asphalt until it closed in 2001. The site also manufactured specialty chemicals. The property was owned by American International Petroleum Corporation until the firm entered bankruptcy in 2005. The FDEP attempted unsuccessfully to have the owner pay for cleanup of the site. FDEP conducted some high-priority assessment and cleanup activities in order to protect public health and safety of the surrounding community. Assessment and monitoring at the property revealed impacts to the St. Marks River, adjacent wetlands, and the underlying groundwater with numerous substances, including hydrocarbons and dioxins. Specific contaminants include elevated concentrations of dioxin, pentachlorophenol, benz[a]anthracene, benzo[a]pyrene, benzo[b]fluoranthene, dibenz[a,h]anthracene, ideno[1,2,3-cd]pyrene, 2-methylnapthalene, 2-methylphenol, aluminum, arsenic, manganese and benzene. FDEP dismantled the refinery processing equipment and petroleum storage tanks, which were riddled with holes. Eight smaller tanks remain on the property along with truck loading terminals and associated structures. A neighboring property has recently found dioxin and arsenic contamination on their property from the St. Marks Refinery site. 

The former Murphy Oil Truck Terminal is located a quarter mile north of the St. Marks Refinery. This seven-acre property was used for regional bulk petroleum storage and distribution. Petroleum is now delivered into this region by pipeline and the terminal is no longer in operation. 

The former Mackenzie Tank Lines is located on nearly 30 acres of land and was previously used for transshipment of chemicals and petroleum products. The site is adjacent to the “Marina Point” a proposed condominium development and marina.

The former Mackenzie Service Company was a light manufacturing and maintenance facility. It is suspected that the 10-acre site is contaminated from solvents, lubricants, and fuels. The site is located near the downtown/entertainment area of the City.

The Pelican Properties includes two properties in the downtown area of St. Marks. The two sites straddle Port Leon Drive and comprise a total of three acres of land. The properties formerly maintained petroleum storage tanks for distribution operations. 

2.3.2 Candidate Site Identification

The project team will continue to compile a comprehensive site inventory throughout the project’s period of performance. Sites will be identified, selected, and prioritized based on the following criteria: 
1. Threat to human health and the environment
2. Redevelopment potential
3. Current ownership and their willingness to participate

4. Reuse of infrastructure
5. Impact on the community
6. Eligibility under the EPA grant regulations
Based on the above criteria, the City and the community have already identified the former St. Marks Refinery as the highest priority site.  Phase I and Phase II Environmental Site Assessments (ESAs) will be performed on this site and other high priority sites as funding allows.
2.3.3 Site Characterization - Phase I Assessment

Phase I Environmental Site Assessment (ESA)
The City and their selected consultant(s) will work with FDEP and EPA to ensure sites are eligible under the statute before being selected for assessment.  The City plans to conduct a minimum of five Phase I ESAs.  All Phase I ESAs will follow procedures specified in the American Society for Testing & Materials (ASTM) Standard Practice for Environmental Site Assessment (E-1527-05) and the EPA approved All Appropriate Inquiry Rule (AAI).
The primary goal for this activity is to make an “appropriate inquiry into previous ownership and use of the property consistent with good commercial or customary practice.”  There are four primary components to the Phase I ESA: Records Review, Site Reconnaissance, Interviews, and Report Preparation.  The final report will include a statement as to evidence of recognized environmental conditions.  Property profile information will also be entered into ACRES with the final Phase I ESA report for each property.  
Endangered Species Act, National Historic Preservation Act, Wetlands

Although, not generally performed as part of an ASTM Phase I ESA, the City may require the selected contractor(s) to perform an endangered species and habitat, cultural historic resources assessment, and identify potential wetlands in conjunction with some of the Phase I ESAs.  The selected contractor(s) will identify if any species or resources will be harmed or disturbed by the project or assessment activities according to the Endangered Species Act, National Historic Preservation Act, and the Clean Water Act Section 404.  If any of these are identified on the subject property, the contractor(s) shall provide assessment or mitigation alternatives that could be done to eliminate or minimize the impact.  The report will be submitted to EPA and FDEP under separate cover.

2.3.4 Site Characterization - Phase II Assessment

Phase II Environmental Site Assessment (ESA)
Due to its dependence on the results of the Phase I ESAs and community input, the number of properties that will be selected for Phase II ESAs is difficult to determine at this stage.  Site-specific sampling and analyses will be performed as part of Phase II ESA in an effort to characterize the occurrence, distribution, nature and extent of petroleum contamination in soil and groundwater at a property.  Phase II ESAs will be conducted by a qualified contractor(s) in accordance with ASTM E-1903-97.  Site assessment reports will be prepared and submitted to EPA and FDEP summarizing results of Phase II ESA activity.  The updated property profile information will be entered into ACRES with the final Phase II ESA report.
Quality Assurance Project Plans (QAPPs)
The purpose of the Quality Assurance Project Plan (QAPP) is to outline procedures to ensure that the appropriate levels of data quality are obtained during field sampling, testing, and analytical activities during Phase II ESAs.  The City will direct their selected contractor(s) to develop a Generic QAPP that will combine all of the common and standard practices of Phase II ESA sampling.  The Generic QAPP will be submitted to FDEP and the EPA for review and approval prior to the initiation of any Phase II ESA sampling.  
Sampling and Analysis Plan (SAP)
Once sites are identified as eligible for a Phase II ESA, a Site-specific QAPP Addendum that will include the sampling and analysis plan will be developed and submitted to FDEP and EPA for review and approval.  
Health & Safety Plans (HASPs)

Subsequent to, or in conjunction with the Site-specific QAPP Addendum, the City will require their selected contractor(s) to prepare and submit an Occupational Health and Safety Administration (OSHA) compliant site specific Health & Safety Plan (HASP).  The HASP will be submitted to EPA and FDEP for review.
2.4 Task 4 – Cleanup Planning

The ultimate goal for redevelopment is to provide potential site developers and/or other stakeholders with documents that quantify and qualify the environmental risks on a particular property. Subsequent to assessment activities, the City will develop remediation and cleanup plans on sites determined to be the highest priority. These activities will include the development of an Analysis of Brownfield Cleanup Alternatives (ABCA) by identifying potentially applicable remediation alternatives and estimating the nature, extent, duration, and cost of implementing site remediation activities. Data from Phase II ESAs in conjunction with any other data from environmental assessments available for the property will be used as the basis for evaluating potential remedial alternatives for a brownfield site. In addition, the City may hold one or two visioning or redevelopment workshops to gather community input on redevelopment options for selected properties. 

Sites selected for redevelopment will be based on reuse alternatives identified through community outreach activities. The City will compare the potential land uses with the environmental impacts associated with the properties and the steps required to redevelop the property. The level of remedial action can then determine how to best meet the needs of the community. Consultants will also assist the City in negotiating brownfield agreements with FDEP, as needed.
3.0 Work Plan / Reporting Template

In order to help streamline the quarterly review process, the City has prepared the Work Plan/Reporting Template included in Appendix A.  This template form will also be used as the Quarterly Progress Report for this project and will be submitted no later than 30 days of the end of the quarter as described in Section 2.1.3 of this Work Plan.  The template report has four sections detailing the following project activities:
· Tasks

· Schedule

· Deliverables, Outputs, Milestones

· Budget

4.0 Detailed Schedule Development

An estimated project schedule detailing activities and deliverables is provided in Figure 1.

Figure 1:  Proposed Project Schedule
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APPENDIX A

TEMPLATE WORK PLAN / QUARTERLY REPORT

Template Work Plan / Quarterly Report
	CAR Name:  City of St. Marks, FL                                                 
Cooperative Agreement Number:  TBD
Date Submitted:  June 16,  2009                                                                                                                                    
Quarterly Report Number:  Work Plan

	Task 1:  Project Management and Reporting

	Subtask / Activity
	Deliverable / Outputs / Milestone
	Target Date
	Lead Party

	1.  Complete Application/Work Plan; Establish project schedule

2.  Contractor Procurement
      a.  RFQ for experienced brownfield consultant

      b.  Select contractor

3. Kick-off meeting

4.  Grant Project Reporting and Performance Evaluation:

      a. Quarterly Progress Reports to EPA & FDEP 

      b. Final Grant Reporting 

5.  Travel/Training:
      a.  Region 4 Grantee Workshops

      b.  National EPA Brownfield Conference

      c.  Additional Conferences and training
	Schedule developed. Application/Work Plan submitted.
RFQ Released

Contractor selected

Kick-off meeting held
Quarterly Progress Reports

Final Report
Attend

Attend

Attend
	Jun 16, 2009

Aug 1, 2009
Sep 1, 2009
Oct 1, 2009
Oct. 30, Jan. 30, April 30, July 30
Dec. 28, 2012
July 09/10/11

Nov. 09; May 11

Various
	PM
PM

City
PM, Consultant
PM, Consultant
PM, Consultant
PM
PM
PM
PM

	Cost Estimates for Task 1:  Personnel in the amount of $3, 694; Travel and training in the amount of $1,105; Supplies for programmatic duties in the amount of $1,625; Contractual expenses for project management in the amount of $10,000.

	Actual Accomplishments and Progress Reporting for Work Plan Reporting Period:
Application and work plan submitted on June 16, 2009.




	CAR Name:  City of St. Marks, FL 
Cooperative Agreement Number:  TBD
Date Submitted:  June 16, 2009 
Quarterly Report Number:  Work Plan

	Task 2:  Public Involvement

	Subtask / Activity
	Deliverable / Outputs / Milestone
	Target Date
	Lead Party

	1. Public Involvement Plan (PIP)

2. Community Outreach
    a.  Information repository
    b.  Project website
    c.  Project brochure

    d.  Public Notices

3. Public Meetings
    a.  Community meetings

    b.  Visioning sessions
	PIP delivered to EPA

Repository established
Website launched

Brochure to disperse

Public notice posted
Meetings held

Sessions  held


	Oct 30, 2009
Oct 1, 2009
Nov 30, 2009
Nov 30, 2009
On-going

On-going

As needed

	PM, Consultant

PM, City staff
Consultant

Consultant
PM, Consultant

PM, Consultant
Consultant


	Cost Estimates for Task 2:  Personnel in the amount of $3,694; Travel in the amount of $1,105; Supplies in the amount of $1,625; Contractual in the amount of $30,000

	Actual Accomplishments and Progress Reporting for Work Plan Reporting Period:



	CAR Name:  City of St. Marks, FL

Date Submitted:  June 16, 2009                                                                                                                                          Quarterly Report Number:  Work Plan 

	Task 3:  Site Inventory and Characterization

	Subtask / Activity
	Deliverable/ Outputs / Milestone
	Target Date
	Lead Party

	1.  Site Inventory

    a.  Preliminary Site Inventory

    b.  Site Inventory

2.  Candidate Site Identification/Prioritization

3.  Phase I Assessments (anticipating 5)
     a.  Phase I ESAs
     b.  Endangered species, Cultural and Wetlands Surveys

4.  Phase II Assessments (anticipating 4)
     a.  Phase II ESAs
     b.  Generic QAPP

     c.  Site Specific SAPs/QAPPs/HASPs


	Preliminary Inventory

Site Inventory List
Site Priority List

Phase I ESA Reports

Reports or letters
Phase II ESA Reports

Approved Generic QAPP
Approved SAP/QAPP/HASP


	Jun 16, 2009

Dec 31, 2009

Oct. 1, 2009

On-going

As needed
On-going

Dec 30, 2009
On-going


	PM
PM, Consultant

 PM

Consultant

Consultant

Consultant

Consultant

Consultant



	Cost Estimates for Task 3:  Contractual in the amount of $317,832.

	Actual Accomplishments and Progress Reporting for Work Plan Reporting Period:



	CAR Name:  City of St. Marks, Fl                                                 
Cooperative Agreement Number:  TBD
Date Submitted:  June 16, 2009                                                                                                                                          
Quarterly Report Number:  Work Plan

	Task 4:  Cleanup Planning and Institutional Controls

	Subtask / Activity
	Deliverable/ Outputs / Milestone
	Target Date
	Lead Party

	1.  Redevelopment Planning Meetings

2.  Redevelopment Plans
     a.  ABCAs / Feasibility Studies
	Meeting Held
ABCA
	As needed
As needed
	PM, Consultant
Consultant

	Cost Estimates for Task 4:  Contractual in the amount of $25,000

	Actual Accomplishments and Progress Reporting for Work Plan Reporting Period:



HAZARDOUS
	Budget updates template included here is for quarterly reporting only.  SF424 budget forms suffice for final workplan budget documentation.  Community-wide quarterly budget reporting must be site-specific (separate from this chart).

	Budget Update:

Expense Category

Current Approved Budget (from workplan)*

Costs Incurred This Quarter

Costs Incurred To Date

Total Funds Remaining

Personnel

$3,694
Travel

$1,105
Equipment

Supplies

$1,625
Contractual

$191,416
Other

$2,160
Total

$200,000.00
  


PETROLEUM

	Budget updates template included here is for quarterly reporting only.  SF424 budget forms suffice for final workplan budget documentation.  Community-wide quarterly budget reporting must be site-specific (separate from this chart).

	Budget Update:

Expense Category

Current Approved Budget (from workplan)*

Costs Incurred This Quarter

Costs Incurred To Date

Total Funds Remaining

Personnel

$3,694
Travel

$1,105
Equipment

Supplies

$1,625
Contractual

$191,416
Other

$2,160
Total

$200,000.00
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