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INTRODUCTION



Overwhelmed with MS4?



Don’t Worry!



PROGRAM MANAGEMENT



Coordinate

• Coordinate Stormwater activity 
between departments within each 
permittee, co-permittees, and/or 
the permittee and other 
organizations/agencies.

- streamlines tasks, prevents 
redundancy, and optimizes resource 
allocation.

- simplifies the permitting process, as 
regulatory agencies are more likely to 
respond positively to a coordinated 
and organized approach to managing 
stormwater.



Prioritize

• Prioritize existing areas/practices 
of concern. Prioritization enables 
effective resource utilization, 
targeted problem-solving, and the 
achievement of meaningful 
environmental and community 
outcomes. 

- Facilities and areas for screening are 
prioritized according to risk. 

- Ensure that projects prioritized to 
determine inspection frequency. 

- Sub watersheds or neighborhoods are 
prioritized for outreach based on 
complaints or land use.



Delegate

• Delegate responsibilities to the 
appropriate staff or agency. 
Delegating stormwater 
management, inspection & 
maintenance, data collection, 
and reporting can ensure the 
successful execution of program 
goals

- Hire an individual/agency to ensure 
MS4 program goals are met (ex. 
Interns or qualified personnel)

- Delegating the development and 
implementation of training programs for 
staff, contractors, and stakeholders to 
ensure proper stormwater 
management practices.



REQUIREMENTS & IMPLEMENTATION



Implementation Plan



Requirements for Public Education & Outreach- (MCM1)



Illicit Discharge Detection & Elimination- (MCM3)



Construction Site Stormwater Runoff – (MCM4)



Post-Construction Site Stormwater Runoff – (MCM5)



Pollution Prevention & Good housekeeping – (MCM6)



PROGRAM CHALLENGES



MS4 Common Challenges-EPA 

• Common issues faced by MS4s

- Intradepartmental coordination on 
SW issues

- Lack of formal coordinated program 
framework

- Lack of SWMP planning documents 
to guide implementation

- A plan/program is available for co-
permittees, but no action taken for 
implementation



MS4 Implementation Challenges

• Challenges in Implementation:
- Lack of adequate manpower or 

qualified personnel 

- Lack of Funding to hire, train, & 
retain staff

- How to deal with conveyances that 
are controlled by a different MS4 
entity

- Building public support



MS4 Implementation Challenges cont’d

• 40 CFR 122.26(d)(2)(v) and 
122.34(g) requires MS4s to 
reduce the discharge of 
pollutants to the “maximum 
extent practicable” 

• MS4GP becomes more 
stringent every 5-years due 
to:

- Improvement of Knowledge and 
Technology

- Changes in Federal and State 
Guidelines

- TMDL considerations provide a 
broader context for the periodic 
strengthening of MS4GP 
requirements. 



ACTIVITY: CHALLENGES & BELIEFS 



MS4 Challenges & Beliefs-Publication

• Rieck, L., Carson, C., Hawley, R.J. et 
al. Phase II MS4 challenges: moving 
toward effective stormwater 
management for small municipalities. 
Urban Ecosystems 25, 657–672 
(2022). 
https://doi.org/10.1007/s11252-021-
01179-3

• Published Online October 26, 2021

•  Identified 5 Common Challenges 
Summarized as Beliefs

https://doi.org/10.1007/s11252-021-01179-3
https://doi.org/10.1007/s11252-021-01179-3


Discussion: Challenges & Beliefs faced by MS4s

Agricultural land use is the largest pollutant contributor & the 
root cause of pollution problems.





Stormwater management only benefits downstream communities.

Discussion: Challenges & Beliefs faced by MS4s





Large, expensive projects are required to comply with regulations.

Discussion: Challenges & Beliefs faced by MS4s





Maintenance, monitoring, and inspection of best management 
practices (BMPs) is overwhelmingly complex and expensive.

Discussion: Challenges & Beliefs faced by MS4s





A lack of direct funding makes complying with regulations an 
impossible task

Discussion: Challenges & Beliefs faced by MS4s





INDICATORS OF SUCCESS



Approaches to evaluation of stormwater program effectiveness



Social Indicators

• Evaluating social 
indicators:

- Gauge the effects of 
public education efforts

- Monitor attendance at 
public meetings

- Assess pollution-
generating behavior 
changes



Program Operations

• Assess program operations:
- Record-keeping of BMP details: 

type, number, specifications, 
location, completion dates, and 
maintenance.

- Documenting management 
activities and efforts to reduce 
pollutant sources.



Case Study: TCPWQ

• The TCPWQ is a collaborative effort 
dedicated to improving water quality 
by addressing stormwater runoff and 
involving various stakeholders in a 
collective mission to protect and 
enhance local water resources

• https://www.tippecanoe.in.gov/954/Tip
pecanoe-County-Partnership-for-
Water- 

https://www.tippecanoe.in.gov/954/Tippecanoe-County-Partnership-for-Water-
https://www.tippecanoe.in.gov/954/Tippecanoe-County-Partnership-for-Water-
https://www.tippecanoe.in.gov/954/Tippecanoe-County-Partnership-for-Water-


STRATEGIES FOR LIMITED BUDGETS



Budgeting & Funding Sources

• Budgeting & funding sources 
include:

- Grants, Municipal bonds

- State Revolving Funds

- Corporate Sponsorships and 
Donations

- Public-Private Partnerships (PPPs)

• It's important for municipalities and 
organizations to carefully evaluate 
their specific needs, project 
requirements, and available 
resources to determine the most 
appropriate combination of funding 
sources for their MS4 program.



EXAMPLES OF TRACKING METHODS



• Track program 
between all staff 
and assign tasks

• Clip documents to 
a central location

• Log staff training

• Prepare for IDEM 
audits and annual 
reports











Free Tracking Methods



PROGRAM MANAGEMENT – NEXT STEPS



Professional Development



Program Management – Permit comparison



Program Management – Permit comparison



Program Management – Permit comparison



Program Management – Permit comparison



Program Management – Permit comparison



Program Management – Permit comparison



Program Management – Permit comparison



Program Management – Permit comparison



Lori Gates-CPESC, CPSWQ, CPMSM, CESSWI, QPI
Senior MS4 Work Line Manager

lgates@cbbel-in.com 
317-266-8000

mailto:lgates@cbbel-in.com
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