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Frenchman Bay Planning  

 

 

Summary 

“No one thing is most important. It is a host of things together that add up to the 

health of Frenchman Bay. It’s the ability to produce harvestable products for the 

economic side of it and to maintain a balance for the ecosystem around it.”  

–Shellfish dealer, Frenchman Bay 

 
This project sought to identify municipal leaders, fishermen, and marine-related 
business owners’ perceptions of Frenchman Bay and the threats to the regional 
ecology and economy dependent on this vital natural resource. We used a 
Knowledge-Action model of stakeholder engagement to develop long-term 
partnerships and assess place-based knowledge of the Frenchman Bay watershed. 
We used mixed qualitative methods, including participant observations, focus group 
and interview transcripts and analysed these based on the Conservation Measures 
Partnership’s (CMP) Open Standards for the Practice of Conservation Planning. We 
described results associated with target species, habitats, ecosystems and 
processes; direct and indirect threats to these targets; opportunities; potential 
conservation strategies; and outcomes. The perspectives described in the 
stakeholder engagement process will inform the development of the Frenchman Bay 
Plan at a retreat to be held at the Schoodic Education and Research Center (SERC) 
in October, 2011.  
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1.0 Introduction 
The newly formed Frenchman Bay Partnership is moving toward creation of a 

Frenchman Bay Plan using the Open Standards for the Practice of Conservation 

(see https://miradi.org/openstandards).  The decision to develop a plan using these 

standards was made after a year of stakeholder meetings including local bay users, 

shorefront property owners, land trusts with holdings around the bay, town officials, 

education, conservation, and research non-profit organizations, and representatives 

of Maine State Planning Office and Department of Marine Resources.   

 

Stakeholders defined the scope of a plan for Frenchman Bay:  The plan will include 

the entire Frenchman Bay watershed, with short term projects focused on coastal 

habitats and species. Our approach to conservation planning that includes 

stakeholders from the beginning in a participatory, 

iterative, and responsive engagement process is 

an example of a knowledge-action model (Cash 

2003). Research at the University of Maine has 

shown that landscape-scale planning for 

conservation requires engaged communication 

between scientists, decision makers, and other 

stakeholders (Hart and Calhoun, 2010). Through 

dialogue and participation, scientists and 

stakeholders may find common ground to form a 

community engaged around sustainability (van 

Wyk, Roux, Drackner, and McCool, 2008). The 

knowledge-action model we used in this 

conservation action planning process enhances 

the salience, credibility and legitimacy (Cash 

2003) of the plan. Thus, our approach supports 

the development of a shared vision and engaged 

community essential to the ecologic and economic 

sustainability of Frenchman Bay. 

For more information on the Frenchman Bay Partners or the Frenchman Bay Plan 

contact Jane Disney at jdisney@mdibl.org.   

https://miradi.org/openstandards
mailto:jdisney@mdibl.org
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2.0 Methods 
There were two goals underlying the stakeholder engagement portion of this 
conservation action planning process: 1) integrate place-based knowledge of 
Frenchman Bay from those who work and live within the watershed and 2) develop 
long-term partnerships between the Frenchman Bay Partners and stakeholders.  
 

2.1 Research Design 
To meet these goals, our objectives were to use participant observations, focus 
groups and interviews to introduce participants to the project and record their 
knowledge of the Bay. We used a mixed methods qualitative approach and received 
input from 15 participants as of October 10, 2011.  

   
2.2 Participant Selection  
Participants were selected using a purposeful and snowball sampling technique to 
invite individuals from the following towns: Hancock, Sorrrento, Sullivan, Trenton, 
Lamoine, Bar Harbor, Winter Harbor, Gouldsboro, Ellsworth, and Franklin. 
Participants (n=15) were invited based on their association with the following 
stakeholder groups: 
 

 Stakeholder Group I: Municipal Official focus group composed of conservation 
commission members and a harbour master (n=9) on September 12, 2011 at 
Gordon’s Wharf in Sorrento, Maine 

 Stakeholder Group II: Regional Shellfish Committee focus group (n=5) on 
September 23, 2011 at Gordon’s Wharf in Sorrento, Maine 

 Stakeholder Group III: Seafood Dealers interviews (n=1 to date) 
 

Both focus groups were held at the Friends of Taunton Bay and Maine Coast 

Heritage Trust at Gordon’s Wharf. Dinner and dessert were provided and 

participants and organizers considered the shared meal to be essential to the 

success of these meetings. 
 

2.3 Interview Protocol 
The following are examples of the types of questions we asked in the focus groups 
and interview: 
 
1. Tell us about your experience on Frenchman Bay.  
  What do you do here?  
  How would you describe your relationship to the bay? 
 
2. What do you see as the major habitats and/or species needing conservation in the 

bay? 
  Have you noticed any changes in the Bay?  
  How do you feel about these changes? What do you think is causing these 

changes? 
 
3. How could these conservation targets be addressed? 
 
4. What would you like to see as an outcome of the Frenchman Bay Planning 

retreat? 
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5. Based on everything we have talked about, what is most important to you about 

Frenchman Bay? 

 
2.4 Data Analysis 
We conducted a content analysis of focus group transcripts, participant observation 
and interview field notes. Transcripts and notes were deductively analysed for 
themes and word frequencies of most importance for the Frenchman Bay 
Partnerships’ Conservation Action Planning process.  Themes were identified based 
on Conservation Measures Partnership’s (CMP) Open Standards for Conservation 
and included target species, habitats, ecosystems and processes; direct and indirect 
threats; opportunities; potential conservation strategies; and expected outcomes. We 
used NVivo 8 qualitative coding software to analyse transcripts and Worldle™ to 
create the word clouds visual presentation of qualitative results. 



 

- 5 - 
 

3.0 Results 

The following is a summary of the themes, word frequencies associated with these 
themes and Word Clouds that serve as a rapid data reduction and visualization tool. 

 
3.1 Conservation Targets 
We analysed conservation targets by species, habitats and ecosystems/ecological 
processes. 
 
A. Species 
 
Summary: Clams, fish, and scallops emerged as the top three target species in the 
interview and focus groups. Discussion of blood and sand worms focused largely on 
the threat of worming to intertidal habitat. Participants viewed mussels and shellfish 
in general as important conservation targets. Lobsters were mentioned as an 
industry that is thriving in the Bay. The absence of all fish species, including 
alewives, salmon, herring, and groundfish in general, was the primary focus of 
fishery discussions. 
 
Table 1. Target species by word frequency based on analysis of interview and focus 
group transcripts. 

Species Frequency 

Clams 32 

Fish 20 

Scallops 16 

Worms: Blood and Sand 15 

Mussels 9 

Shellfish 9 

Lobster 8 

Alewives 5 

Salmon 4 

Herring 3 

Poagies 3 

Urchins 3 

Whelks   

Bluefish    

Commercial fish species   

Cucumbers   

Groundfish   

Halibut    

Herring fishery   

Sand worms   

Shrimp   

Star fish   

Wild species: loons, 
herons, eagles, osprey, 
seals, whales 

  

Winter flounder    
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Supporting quotes from interviews and focus groups: 
 
“The groundfish, cod, are missing from the system, the water column.” 
 

“Clams are major species and mussels are the other big one for past 20 years.” 
 
 
B. Habitat 
 
Summary: The discussion of habitat was relatively general, as exemplified by the 
nondescript “habitat” category with a high word frequency (n=15). Participants 
expressed a strong interest in restoring the fishery habitat in Frenchman Bay. Other 
areas, including shore; kelp, scallop and mussel beds; intertidal; and nurseries and 
areas of seed production for mussels and scallops were mentioned. Uplands 
comprised an important focus in the first focus group and intertidal areas were a key 
area in the second focus group.  
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Table 2. Target habitat by word frequency based on analysis of interview and focus 
group transcripts. 
 

Habitat Frequency 

Fisheries 17 

Habitats 15 

Shore 11 

Intertidal 8 

Nurseries/Seed production  5 

Mussel beds 4 

Uplands 4 

Rock slabs 3 

Stream 3 

Eel grass 3 

Water as habitat 3 

Bottom 2 

Scallop beds 2 

Spawning habitat 1 

Kelp beds 1 

 
Supporting quotes from interviews and focus groups: 
 
 “Production area near Swan’s Island was removed. This area served as a seed bed 
for scallops. The Cable Area only had a two mile path to get to it. Very abundant 
scallop bed.” 
 
“Frenchman Bay protection goes hand in hand with Gulf of Maine protection. If you 
have a healthy Bay, this contributes to a healthy Gulf of Maine. Everything has to be 
protected. Protection comes in knowledge of what is happening.” 
 

“The most important thing to look at is the nurseries for all these species.” 
 
“Everywhere there is bottom there is habitat for something.” 
 
“There are no huge rivers that flow into the bay. There are a lot of small streams. All 
of these are a concern because they drain areas.” 
 
“Rather than conserving a species, everyone’s already heard eel grass. It’s an 

important part of the habitat.” 

“Guy that had to do the job [ecological study with the DEP] said he had never in his 

life seen so many scallop spat on the eel grass as there was on Hancock shore in 

his life. Couldn’t believe there was that much seed coming out of that river, that was 

feeding the bay.” 

“Intertidal zones losing lots of habitat in terms of spawning areas for fish and ocean 
creatures needing to spawn.” 
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Figure 2. Bar chart depicting target species by word frequency from interview and 
focus group transcripts. 
 
C. Ecosystems and Ecological Processes 
Summary: Participants in the first focus group and in the shellfish dealer interview 
articulated an ecosystem view of the Bay, describing the interconnected parts and 
the relationship between the ecology and the economy.  
 

Supporting quotes from interviews and focus groups: 
“But now we have a water column dominated by lobster. Lobsters trap so good 
because there are no other species. This is not a balanced ecosystem.” 
 
“No one thing is most important. It is a host of things together that add up to the 
health of Frenchman Bay. It’s all the things that add up to health. It’s the ability to 
produce harvestable products for the economic side of it, to maintain a balance for 
the ecosystem around it: the herons, loons, eagles, osprey and other creatures that 
depend on it. And the wild side, I didn’t even talk about the wild side of the bay which 
includes everything else, birds, fish, non-harvestable species like seals, whales. The 
focus has to be on the entire Bay.” 
 
“Hard to identify species or problems. We try to seek healthy ecosystems.” 
 
“Guy that had to do the job said he had never in his life seen so many scallops in his 
life. Couldn’t believe there was that much seed feeding the bay.” 

“Nursery areas are very important.” 
 

 
3.2 Direct and Indirect Threats 
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A. Direct threats 
Summary: Dragging emerged as a clear threat in Frenchman Bay, followed by 
pollution, invasive species in general and mitten and green crabs in particular. The 
general category of ‘pollution,” both point and non-point source, was considered a 
direct threat and specific concerns about agriculture, fertilizer, overboard discharge, 
land use and erosion further defined this concern. The interaction of the clam and 
worm digging community comprised a significant portion of the discussion in the 
second focus group. Clam diggers expressed frustration that the worm diggers 
overturned the mud in the areas they previously seeded for clams. 
 
Table 3.Direct threats by word frequency based on analysis of interview and focus 
group transcripts. 
 

Direct Threat Frequency 

Dragging 10* 

Pollution 9 

Mitten and green crabs 8 

Septics 8 

Worm digging 7 

Invasive species 7 

Moon snails 6 

Beaver 4 

Development 4 

Degradation 3 

Agriculture 4 

Fertilizer 3 

Overboard discharge 3 

Land use 2 

Erosion 2 

Historic: DDT   

Road salt   

Overfishing and harvesting   

Walking dogs in intertidal   

Horse Manure 
*estimate 

  

 

Supporting quotes from interviews and focus groups: 
“These guys put tons of volunteer effort into the flats and pollution and other people 
come in and destroy their efforts” 
 
“Thing that scares me is all these trucks with all these sprays to make these lawns 
green.” 
 
“Worm diggers are very aggressive and all the mud in seven towns has been turned 
over.” 
 
“What we put on the land ends up in the water.” 
 
“In hard times lots of people digging over and over in same place which kills mud.”  
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“There was a manure pile on top of hill with stream right below it going into water.” 
 
“These guys have conservation program doing shore cleanups, closures, reseedings 
but no protection beyond own group so another fishing entity can come and work flat 
that these guys reseeded.” 
 
B. Indirect Threats 
Supporting quotes from interviews and focus group: 
“People are not looking out for future generations.” 
 

3.3 Strategies  
Summary: Participants expressed a need for regional land use ordinances to protect 
Frenchman Bay. Education was emphasized as a strategy in the first focus group 
and coordinated efforts to protect water quality was emphasized as a strategy in the 
second focus group. Participants articulated an interest in collaborative, cooperative 
strategies across towns to build community, improve enforcement of existing 
regulations, and potentially develop new ordinances. 
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Table 4. Strategies by word frequency based on analysis of interview and focus 
group transcripts. 
 

Strategies Frequency 

Land use ordinances 22 

Aquaculture 5 

Education 5 

Enforcement 5 

Moratorium 3 

Regulations on dragging 
and worming 

3 

Restoration 3 

Avoid over-regulation   

Catch green crabs, sell as fertilizer 

Community development   

Mitigate point source pollution 

Prevent erosion   

Prevent invasive species   

Reseedings   

Shore clean up   

Think tank   

Train dog to sniff pollution   

Water quality monitoring   

 
 Supporting quotes from interviews and focus groups: 
 
“If Frenchman Bay or the entire coast of Maine had a two-mile wide protection area, 
every species could reproduce.” 
 
“Gotta treat it like a farm. You have to plant your seed before you can harvest it.”  
 
“The lobster industry provides a positive example. Size limits on lobsters work.” 
 
“Economics are such that you have to balance the health of the fisheries with the 
health of the water column.” 
 
“This group [Frenchman Bay Partnership] needs to partner with other groups to work 
on a common goal that involves everyone for the betterment of the Bay. This is one 
of the hardest things in the world to do.” 

 
“We need just some community based actions. Low hanging fruit, just something we 

can do.” 

 “Law enforcement: it is important to have someone there to deal with residents.” 
 
“For worm diggers we need political solution to prevent wormers from digging up 
where they plant new seed or brush flats.” 
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“The biggest thing the FBP organization can do is mitigate point source pollution.” 
 
“Need collective effort between all harvesters so not just handful of people doing it 
all.” 
 
“All groups together need to put pressure on places to clean water up.” 
 
“Everyone is waiting for another entity to deal with it. Responsible organization 
interested in water quality needs to take this on and reduce effluent going into 
water.”  

 
3.4 Opportunities 
Summary: Opportunities to monitor and improve water quality were a primary focus. 
Other opportunities included the consideration of Frenchman Bay as a unique place 
and the prospective of finding common ground between groups with potentially 
conflicting interests in the Bay. 
 
Supporting quotes from interviews and focus groups: 
 
“Water quality may be a common goal. But there is never really one single common 
goal. There have to be enough things in common to bring all parties together. Water 
quality is one. Harvestibility, overharvesting. Economics is probably the biggest one 
but this also drives everyone apart.”  
 
“The health of Frenchman Bay is the most common thing because everyone 
depends on that.” 
 
“It might be interesting for the group to create a Think Tank. Get people together and 
really just let them go wild and talk about all the things and see what comes out of it.”  
 
“One of most valuable tools should be DMR water quality lab. Could easily graph 
areas of pollution but lack of enforcement.” 
 
“Have people research money available grants and have program for people who 
don’t qualify for these things. Failed septics could provide jobs for months.” 
 
“We need information from the dragging community and interactions with wormers. 
Can we work together and collect info to do research to identify problems and figure 
out how to deal with it? Find out about interactions to make solutions. What’s really 
going on and how deal with it.” 
 
“Frenchman Bay is a unique place in the Gulf of Maine. When there are red tide 
closures, Frenchman Bay is one of the few places to stay open. With flood closures, 
Frenchman Bay is one of the first to open because of water quality.” 
 

3.5 Outcomes 
Summary: The importance of improved water quality was emphasized in both focus 
groups and in the interview. Participants also expressed a strong interest in re-
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establishing the fishery in the Bay. Community development and improved 
relationships between stakeholder groups was discussed as an additional outcome. 
 
Supporting quotes from interviews and focus groups: 
 
“Water quality is important to every species in the Bay.”  
 
“Water quality is an overlay of everything we are talking about.” 
 
“Return of the sport fishery for salmon, stripers. There are a few bluefish but the 
water is pretty cold for them. I don’t see charter boats in the bay, we are not known 
for that. Halibut have a season here but they don’t have a sport fishery. Way back 
there was a lot more sport fish than today.” 
 
“Conservation is helping. Places that never had clams now have them.” 
 

3.6 Word Cloud Analyses 
Summary: Word Clouds provide a rapid data reduction and visualization tool. We 
included three Word Clouds below from the total transcript set, the Frenchman Bay 
Regional Shellfish Committee and the Municipal Official focus groups respectively. 
Differing emphases are evident in the two focus group Word Clouds, notably that the 
Shellfish Committee emphasized economic concerns related to people and clams 
where the municipal official focus group focused on the quality of the Bay and an 
interest in restoring the fishery habitat. Both groups articulated a role for town and 
regional ordinances and saw water quality protection as a key issue.  
 

 
Figure 4. Word Cloud from all focus group and interview transcripts. 
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Figure 5. Word Cloud from Frenchman Bay Regional Shellfish Committee focus 

group. 

 

 

 

Figure 6. Word Cloud from the Municipal Official and Harbor Master focus group. 
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4.0 Discussion and Conclusion 
The Frenchman Bay Partnership seeks to create a shared vision by drawing on the 
knowledge of the people who live and work in the Bay to identify what needs to be 
done to ensure its health Bay today and in the future. The process of developing the 
Frenchman Bay Partnership and listening to stakeholders confirmed that there are 
species in decline and others that have disappeared from the ecosystem completely. 
Habitats such as the fishery; kelp, scallop, and mussel beds; and intertidal areas are 
in need of assessment, monitoring and restoration. There are many pressing threats, 
including the ecological damage associated with dragging, invasive species such as 
green crabs, failing septics, and multiple disturbances to the intertidal system. Given 
these threats, there are several strategies that the FBP should consider as part of 
the visioning process, including local and regional land use ordinances, education, 
enforcement assistance, and monitoring. Water quality emerged as a desirable 
outcome for all stakeholders and an issue that may foster common ground among 
groups with divergent interests. 

 

The Frenchman Bay Partnership is now entering its second year as an organization. 
What will the future of this group be? How will the vision its members crafted be 
realized? How will partnerships within the group and with stakeholders be sustained 
in the face of multiple challenges? As noted in the introduction, successful 
implementation of conservation planning will rely on the salience of the plan that was 
developed. Because the FBP invested the time and energy to talk with people who 
work in this system every day, we are confident that the conservation targets reflect 
many of the pressing species and habitat concerns. However, to effectively link 
knowledge of the Bay with actions to promote its sustainability, on-going and 
inclusive dialogue with stakeholders in the Bay will be essential.  
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