Attachment 3:  Planning Projects Work Plan

2006 Westside Integrated Water Resources Plan Update

Background:  On May 4, 2006, the Westside Integrated Water Resources Plan (WIWRP) was adopted to address the integrated regional water management needs and opportunities of the Trans-San Joaquin-Tulare/Kern Funding Area, Westside-San Joaquin regional water management group.  The Trans-San Joaquin-Tulare/Kern, Westside-San Joaquin is an approved region.  A process is now underway to update the WIWRP in accordance with the latest DWR IRWP guidelines and requirements.

This section details how specifically each of the tasks identified in the Project Solicitation Package (PSP) was addressed in the 2006 WIWRP to meet the IRWM Plan standards in place at that time.  However, a comprehensive update is underway to ensure the WIWRP better serves the needs of the region and meets the latest DWR IRWM guidelines requirements.

The 2006 WIWRP may be viewed on the SLDMWA web site: http://www.sldmwa.org/intergrated_resources_plan.htm

PSP Tasks as Addressed (excerpts) in the 2006 WIWRP 

STAKEHOLDER IDENTIFICATION AND PARTICIPATION

The Westside Integrated Water Resources Plan (Plan) is a guiding document intended to present opportunities that could result in enhanced Regional resource management; it is not an action document.  The opportunities are presented in the form of the projects that compose the Plan.  At the project level, interests have or could come together to craft strategies capable of meeting a variety of outcomes.  The development of these strategies provides the basis from which stakeholder groups are formed.  Successful implementation of the projects requires robust discourse to create meaningful stakeholder commitments and support from interested parties.

Stakeholder participation in all aspects of the Plan occurs at multiple levels and intensities.  The Plan itself is directed by a narrow set of stakeholders that in the classic sense of the word are entrusted with the conveyance of interests, not necessarily their own.  In other words, decisions regarding the Plan itself do not influence the outcome of its projects; the Plan merely reflects them in a way as to provide a vision of alternatives capable of enhancing the Regional circumstance.  This stakeholder role was initially fulfilled by the nineteen individuals that serve as the Water Authority’s Board of Directors, which is supported by several standing committees. During the current update process stakeholder participation has been expanded to include DACs, non-member regional municipalities, and other water resource management agencies.  

At the project level we find stakeholder participation more in the modern connotation whereby persons or groups are conveying their interests in the hopes of affecting a desired outcome.  Stakeholders at this level can be self identified or solicited.  Generally, the more complex the project, the more intricate the relationship between stakeholders, the more vital efforts to reach out to interested parties, and the more vigorous communication must be.  In either circumstance, the flow of information is bidirectional between the stakeholders and their constituencies and multilateral among the stakeholders, stakeholder groups, and other organizations with which either may be affiliated.  Stakeholder participation in a multitude of organizations promotes the concentric growth of relationships around a project proportional to the relative level of interest and benefit in the endeavor.  While the informal flow of information predominates, it is the genesis for more formal communication, such as presentations and meeting, or project participation.

PLAN DEVELOPMENT STAKEHOLDERS

The Water Authority serves the representation needs of our 29 Member Agencies in part, by developing or conveying information concerning a variety of issues that serve the common interest of our membership, such as:  Sacramento and San Joaquin Delta exports, water supply, water quality, water development, conservation, distribution, drainage, contractual rights, and surface and groundwater management.  The Westside Integrated Water Resources Plan is a typical example of our role and effort.  At the behest of our members, the Water Authority has developed this Plan as a collective of locally developed projects capable of providing incremental progress toward the identified Regional objectives.  This initiative is required due to the nature of our membership, which is predominantly agricultural and largely neglected by traditional governmental planning efforts.  The Plan, therefore, is the sum of multiple visions combined to generate added value in order to provide the broadest possible benefit to our membership, which in turn become the Plan’s stakeholders.  Stakeholders interact on at least a monthly basis with the administration of the Plan through the Water Authority’s administrative mechanisms, which includes an O&M Technical Committee, the policy oriented Water Resources Committee, and the Finance & Administration Committee.  These committees evaluate and synthesize information and offer recommendations to the Board of Directors, which is the ultimate decisional authority, when action is warranted.  In addition, ad-hoc working groups and steering committees are formed as necessary to focus on matters of particular expertise or interest, such as development of this Plan.

Board action is not only informed by the Water Authority’s standing committees but also by the institutions the directors represent.  Participation on the Board and standing committees is divided among five formal Divisions that compose the entirety of the Water Authority’s membership.  Members of these institutional bodies are generally directors, managers, or staff of the Member Agencies that express a particular interest or provide a particular skill relative to the body’s area of concern (i.e. resource policy, O&M, finance, etc).  Extensive participation by Member Agencies not only informs the Water Authority’s actions but provides a feedback loop through which ideas, such as the Plan, may be vetted.  Additionally, many of these individuals also participate in groups outside the realm of water such as commodity bargaining associations, governmental associations, redevelopment agencies, planning commissions, and non-profit organizations.  Participation in this breadth of organizations provides stakeholders, and thus the Plan, great perspective about and understanding of imbricate interests that contribute to the Plan’s scope and potential to provide direct and ancillary benefit to the Region and beyond through stakeholder selection of its objectives and projects.  For this update of the WIWRP and related grant application pursuits, a new steering committee has been formed to allow participation from non-member agencies and to provide policy, budget, and planning guidance.
Fully exercising the opportunities to inform and vet the Plan cannot always result in consensus.  Stakeholders in any process are routinely confronted with the necessity to make decisions that provide the greatest collective benefit at the exclusion or minimization of a sub-group’s particular interest.  These occasions do not necessarily indicate conflict within the larger group but are often more indicative of the sub-group’s particular circumstance.  In such instances, the acuteness of need can override the sub-group’s actions in spite of their support for the larger effort.  When such divergence occurs, vigorous multilateral communication is essential to maintaining the effort’s full support.  The Plan has strived to foster broad, interlaced relationships committed to its progress and resolved to communicate through differences and inevitable periods of strife.

As discussed previously, the Water Authority and all of its Member Agencies are legal entities established under some aspect of California law.  As such, all Board and standing committee meetings are noticed, agendas and minutes are produced and readily available, and public comment periods are offered at meetings.  Thus, any interested individual or group wishing to comment on the Plan outside of the established institutional circuits is offered that opportunity.

DISADVANTAGED COMMUNITY AND ENVIRONMENTAL JUSTICE INVOLVEMENT

While often thought of in the context of inner-city effects, the fact of the matter is that the majority of peoples impacted by the regulatory constraints causing the chronic water supply shortages experienced in the Region live in rural disadvantage communities.  As demonstrated previously, the expansion of water supply in the Region through improved conveyance, operational flexibility, and supply will provide these communities access to thousands of jobs, which would generate hundreds of millions of dollars of economic benefit throughout the social strata.  The Plan includes a multitude of projects capable of providing water supply reliability include the Pleasant Valley Groundwater Banking Program, San Joaquin River – DMC Pipeline Connection, San Luis Reservoir Low-Point Improvement Project, and the Westside Surface Storage Reservoir Project.  The current revision of the WIWRP includes a broad and significant effort to ensure DAC participation and input in both planning and grant application development.

REGIONAL OBJECTIVES AND CONFLICTS

The 2006 Westside Integrated Water Resources Management Plan is a Regional blueprint that guides resource management in the context of environmental and socioeconomic factors.  The Plan identifies alternatives to reduce the imbalance between water demand and supply while improving environmental and socio-economic status through a series of drainage, flood control, groundwater management, land use, water conservation, water quality, water supply, water use efficiency proposals.  The overarching goal of the Plan is to minimize Regional conflict by addressing the most problematic sources of tension affecting our agricultural, municipal, and environmental water use, namely water supply reliability, drainage, and water quality.

The Plan’s evolution over the last several years has been iterative and driven by stakeholder interest in minimizing Regional conflict while maximizing resource efficiency and effectiveness.  The Plan is reactive to the ever changing regulatory climate, such as implementation of the CVPIA, water quality regulations in the San Francisco Bay/Sacramento-San Joaquin Delta (the Delta or Bay-Delta), and ESA provisions, all of which have significantly reduced CVP water supply reliability in the region, while remaining responsive to the progressive needs and imaginations of the local stakeholders.  In attempting to alleviate the chronic water shortages faced by the region, the Water Authority recognizes the importance of employing a variety of water management strategies.

Given the Water Authority’s diverse membership, it becomes imperative to regionally address multiple opportunities and needs simultaneously.  For example, ameliorating water shortages requires pursuing supply augmentation, conveyance expansion, groundwater management, storm water management, conservation, recycling, conjunctive use, water importation, surface storage, and transfers concertedly, as no single solution can sufficiently close the water supply gap.  In addition, as opportunities are realized, consideration must be given to how best balance a project’s benefits so as to attend to the diverse obligations of our membership to provide water supply reliability, habitat protection, recreation, water quality improvement, and wetlands enhancement.  In this regard, each project becomes an equation carefully calculated to match the opportunities created by some stakeholders with the needs of others.  The State has developed a series of water management strategies and desired outcomes that are closely aligned with the objectives of the Region.  Many of the items on that list are actions we have already undertaken and intend to further advance through continued implementation of the Plan.  To illustrate the similarities this Plan examines the parallel between the State’s goals and our Regional objectives.

REGIONAL PRIORITIES 

The Region, composed of the Water Authority’s 29 Member Agencies, is primarily agricultural in nature.  The majority of the area represented is in unincorporated county areas and, as such, is largely disenfranchised from typical governmental planning processes at all levels, which tend to focus on managing urbanization.  Member Agencies recognizing the vacuum in coordinated planning relative to agricultural needs have either assumed the responsibility or delegated the role to the Water Authority.

The 2006 Westside Integrated Water Resource Plan is a compilation of these efforts.  The projects contained herein represent the Region’s current view of the projects and priorities that will most likely achieve the breadth of outcomes identified in the Regional objectives while contributing to many identified state and federal water resource management priorities.  The projects identified in the Plan primarily address chronic problems that threaten the future socio-economic viability of the Region.  Solutions to core issues such as expanding water supply and improving reliability, managing groundwater, improving water quality, and enhancing habitat are at the heart of the identified Regional objectives.  The development of the Plan is intended to bring to prominence the locally understood solutions to these long standing problems and resultant conflicts.  Selection and prioritization of projects therefore is reflective of an ability to add value to the Region by addressing the core issues and resolving strife in order to achieve the desired objectives.

DATA AND TECHNICAL ANALYSIS AND MANAGEMENT

The Plan’s role as a guiding document means there is no data to manage relative to the Plan other than the progress of individual project implementation.  Most projects contained in the Plan are in feasibility or planning stages and so there is little data, if any, available relative to project implementation.  As projects transition out of the developmental stages, the Plan will incorporate summary information reflecting comparative implementation status at a project level.

Data at a project level is essential to the successful development and implementation of that project.  Few projects contained in the Plan have progressed sufficiently as to begin gathering and managing data.  Of those few, the data gathered relative to the project is generally collected and managed by the lead implementing entity.  A wealth of project specific data is available from web sites, published reports, implementing entities, and governmental agencies.  The Water Authority is considering developing web space to provide a single access point for current and future project data.  The costs and complexity of collecting and homogenizing the multitudes of data will be explored and a decision made as to how to best proceed in the future.

The following data management descriptions are only provided for projects previously identified in Section G of the 2006 WIWRP as being ready for implementation. No description is offered for projects either underway or in the concept phase of development.

PROJECT INTEGRATION

The Plan relies on integration at two separate levels, each with different aspirations and requirements.  The Plan’s overarching approach relies on the selection of individual projects that as a collective provide measured progress toward meeting Regional objectives.  No single project can fully realize the objectives of the Region; therefore, the Plan identifies projects that are complementary in their Regional benefit.  In this context, integration at the Plan level is viewed as the mix of projects, each with its own ingredients, that provides some essential element toward achieving the recipe of Regional objectives.  Put another way, the Arroyo Pasajero Flood Control Project provides a needed flood control solution but offers no wetlands enhancement, a benefit derive through implementation of the Level 2 & Level 4 Refuge Water Supply Diversification Program, which offers no progress toward water quality improvement; that can be found in the Westside Regional Drainage Plan.

The second level of integration is of the strategies necessary to implement the projects.  At this sub-project level, integration of strategies are often necessarily technically, financially, and politically interdependent in order to provide an otherwise elusive solution to a particular problem(s) or conflict(s).  For example, the Westside Regional Drainage Plan integrates various strategies across district boundaries, such as irrigation improvements, distribution facility improvements, reuse projects, and water treatment, to develop a zero discharge solution otherwise unachievable if each were implemented independently or pursued by individual districts.

While integration of the WRDP technical solutions is important, interdependency is essential in that the benefits derived through reuse, as an example, are minimized if concurrent improvements in irrigation methods and distribution facilities are not made.  Furthermore, interdependency, as it extends into the funding and political realms, is arguably more critical in that here lays the foundation for vital stakeholder support.  Implementing a WRDP transfer strategy provides revenue to support advancement of the project; advancement of the project minimizes conflict over drainage, which in turn fosters other opportunities.  Thus, the interdependency of strategies at the sub-project level can foster integration of stakeholders’ efforts at the Plan level and beyond.


PLAN DEVELOPMENT – PROJECT PRIORTIZATION AND SELECTION – IMPLEMENTATION AND BENEFITS

Plan Development

All of the projects incorporated in the Plan began locally and, through the open participation forums sponsored by the Water Authority and other organizations, local projects often evolve into Regional solutions.  For example, the Westside Regional Drainage Plan was conceived by a group of individual landowners that began talking among themselves about their particular problems.  As they began discussing potential solutions, local agencies’ staffs were drawn in to the dialogue along with outside consultants.  Ultimately the Water Authority was approached to facilitate the process and a definitive, comprehensive solution was developed.  This approach to problem solving is typical within our Region.

Regional objectives have been developed in much the same way.  Often, while Water Authority working groups or committees are considering a matter at hand, divisional representatives share local experiences and ideas.  In hearing local perspectives, other divisional representatives may begin contemplating how a project in San Joaquin County may alleviate a problem in Kings County; and so a solution is born.  As a project evolves, the dialog passes from the informal committees to the formal Committees and ultimately the Board.  If an action is adopted, then the discourse expands to other Regional and non-regional entities as appropriate.

The inverse is also true, wherein the flow of ideas may emanate from outside the Water Authority through various conduits of communication, which may result in the adoption of projects or objectives of external genesis.  In this fashion, Regional objectives are assessed frequently and iteratively, which fosters robust projects capable of adjusting as Regional priorities change.  As a result, the Plan reflects a diverse knit of mutually beneficial solutions.  Indicative of the process, the Plan examines a broad array of issues, including water conservation potential, changes in land use, and measures to ameliorate drainage problems while improving ecosystem and drinking water quality affecting the lower San Joaquin River and Delta.

The Plan illustrates the economic effect related to Regional utilization of the CVP water supply and generally contemplates the effect on local communities and the environment via implementation of water management options.  The Plan also documents the potential use of water, existing supplies, which have significantly diminished over the last fifteen years, as well as existing and future water demands.  Documenting potential water supply is a necessary step toward maximizing integration in that measuring the problems provides the greatest opportunity to develop comprehensive solutions 


Project Prioritization

Ideally, all of the Plan’s projects would be implemented simultaneously; however, many factors influence the readiness of a project.  Aside from technical preparedness, a project must secure adequate funding and be politically feasible.  Projects identified in this Plan were evaluated at two levels, technical and policy, and then segregated into either short term or long term priorities.  In this context short term priorities include those projects that have the most significant and immediate potential to address core issues and settle conflicts thereby providing the greatest Regional benefit.  Long term projects offer similar value but do not require the same immediacy for implementation.  All projects in the Plan provide incremental progress toward full accomplishment of the Region objectives.  The technical assessment was conducted by a work group comprised of districts’ staff and consultants, primarily engineers.  This group evaluated the technical and economic feasibility of projects and segregated them into three tiers reflective of a project’s stage in planning.  The policy steering committee, comprised of managers and board members of representative districts, evaluated the segregated projects based upon their relative benefit to the Region and relationship to broader state and federal goals.

Reevaluation of project priorities is essential toward maintaining relevance in an ever changing world.  By iteratively assessing the potential of a project to positively affect progress toward the Regional objectives as well as external aims, a project’s priority may change irrespective of its development status.  Put another way, a project may become a short-term priority even if it requires further study or planning because it shows new potential for meeting Regional, state, and federal objectives.

Project Selection

The Plan is a collection of projects intended to support progress toward achieving the objectives of the Region.  The breadth of Regional objectives is such that they cannot be accomplished through implementation of a single project.  The Plan therefore establishes a menu of complementary projects.  While individually worthy, the integration of projects otherwise pursued independently allows for the maximization of a project’s benefit, while providing the best opportunities available to realize the objectives of the Region.  The Plan identifies alternatives to reduce the imbalance between water demand and supply while improving environmental and socio-economic status through a series of drainage, flood control, groundwater management, land use, water conservation, water quality, water supply, water use efficiency proposals. 

The overarching goal of the Plan is to minimize Regional conflict by addressing the most problematic sources of tension affecting our agricultural, municipal, and environmental water use, namely water supply reliability, drainage, and water quality.  The Plan is flexible and responsive to changing circumstances.  The projects are not intended to be interdependent from the standpoint of implementation so as to avoid the potential failing of a project from disrupting progress toward the Plan’s objectives.  The Plan’s progress is therefore measured by the implementation of its projects, which are selected on the basis of their perceived ability to add Regional value through incremental progress toward the Regional objectives.  To illustrate, the Arroyo Pasajero Flood Control Project provides a needed flood control solution but offers no wetlands enhancement, a benefit derive through implementation of the Level 2 & Level 4 Refuge Water Supply Diversification Program, which offers no progress toward water quality improvement; that can be found in the Westside Regional Drainage Plan.

The projects incorporate various strategies, the complexity and interdependency of which are relative to the projects’ desired outcomes, as defined by its stakeholders, and level of development.  Stakeholder participation and project development is discussed in greater detail in other sections of this Plan.  For the following projects, the strategies understood at this time are generally described.  For some projects, such as the San Luis Reservoir Low- Point Improvement Project, the strategies are still being developed.  For others, such as the Westside Regional Drainage Plan, the strategies are well defined and interdependent technically, financially, and politically.

Implementation Philosophy and Benefits

The 2006 Westside Integrated Water Resources Plan is a catalog of locally developed initiatives promoted by Member Agencies and incorporated herein due to their potential to provide broader, Regional benefits through the integration of strategies at a project level to achieve incremental progress toward Regional objectives.  The Plan is the sum of its projects and is too ambitious to require concurrent implementation of all, thus it measures progress toward implementation one project at a time.  In order to accomplish this, strategic partnerships, both inside and outside the Region, have been formed to develop and implement the various projects.

The projects identified in this Plan are in varying stages of development; some are already underway while others exist merely as concepts.  As such, the Plan does not attempt to define a global implementation schedule; rather the focus here is upon those projects that are currently technically, financially, and politically ripe for implementation.  As this is intended to be a “living” document, the focus of the Plan may change in the future in order to address inevitable ecological, economic, resource, and social changes.  This flexibility is enhanced by the Plan’s lack of interdependency between implementation of projects.

The 2006 Westside Integrated Water Resources Management Plan is a Regional blueprint that guides resource management in the context of environmental and socioeconomic factors.  As a planning document, it is not intended to provide the level of detail necessary to implement specific projects; rather, its purpose is to identify opportunities and facilitate Regional integration through development of partnerships.  The specific impacts and benefits associated with each project will be identified in the detailed feasibility studies developed by stakeholders for use in project-specific environmental review and permitting processes.  Additionally, some of the projects identified in this plan are already underway while others exist merely as concepts.  Where available, a general description is provided for projects ready for implementation.  Also provided is an economic analysis that predicts the gross value of each new acre-foot of water delivered to the Region.

The 2006 Westside Integrated Water Resource Management Plan also discusses specific impacts and benefits for projects as they pertain to Plan objectives. Please see the link above to access the plan for review of this data.

