
SELF-HELP ENTERPRISES
SAN JOAQUIN VALLEY REGIONAL RENTAL HOUSING WATER CONSERVATION PROJECT
Attachment 3: Project Work Plan (INDOOR and OUTDOOR Projects)



Goals and Objectives: 

The objective of the proposed project is to reduce water and energy consumption and promote water conservation throughout the Self-Help Enterprises Multi-Family Housing Portfolio, which extends across 8 counties of the San Joaquin Valley.  The project goals include reducing outdoor water use for landscaping by implementing smart technology, and reducing household water and energy use to residents by upgrading toilets and dishwashers, thereby reducing costs to residents.  These goals support Self-Help Enterprises’ commitment to environmentally sound business practices and efficient operation.  

The Project:

Self Help Enterprises (SHE) is either sole owner or the Managing General Partner of 26 Multi-Family Apartment communities that are located throughout the Central San Joaquin Valley totaling 1306 units. The ages of the buildings range from 44 years old to recently built in 2013. Each property is solely responsible to pay for all water expenses, both domestic and irrigation, and must be accounted for in each property’s operating budget.  Reduced operating costs are passed on to low-income residents as consistently low rents.

Many apartment homes have outdated toilets with high flushing volumes. Many of them also have older original dishwashers that are not Energy Star rated appliances.  Irrigation efficiency is also a challenge due to the age of the equipment, inefficient valve and clock systems, and newly implemented watering restrictions.
	
SHE will contract directly with vendors to replace all non-efficient dishwashers and toilets in every apartment home (the Indoor portion of this proposal).  In addition, SmartLink wireless irrigation controller systems will be installed throughout the rental housing portfolio (the Outdoor portion of this proposal). The SmartLink system adjusts landscape watering based upon actual weather conditions, measures evapotranspiration, monitors flow for consistent water measurement, and can be controlled remotely with a web-based interface.  The system includes tech support and training for maintenance staff, to make sure the system is put to its most effective use.
	
Partners: 
Self-Help Enterprises contracts with Always With Integrity (AWI) Property Management to provide onsite management of SHE’s rental properties.  AWI staff will assist in the coordination of installations, and will ensure that maintenance staff receive appropriate training for smart irrigation controllers.  However, Self-Help Enterprises personnel will perform administrative tasks, contract with contractors and oversee the project. 


Map of Service Territory:
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Tasks

Task 1	Application Preparation (Both INDOOR & OUTDOOR Projects):

If funding is approved, Self-Help Enterprises will request reimbursement for approximately 43 hours of staff time spent developing the application, work plan, and cost estimates including necessary site evaluations.


[bookmark: _GoBack]Task 2 	Direct Project Administration and Reporting (Both INDOOR & OUTDOOR Projects):

Self-Help Enterprises personnel will administer the grant and all reporting duties as required.  SHE has extensive experience in administering other DWR programs such as the Infrastructure Rehabilitation Program and Water Use Efficiency Program as well as other state and federally funded water project funding. Such duties have entailed the preparation of quarterly, annual, and final progress reports as well as preparing invoices and progress payment requests.

Deliverables: Preparation of invoices, submission of quarterly, annual and final reports as specified in the Grant Agreement and other deliverables as required. 


Task 3 Develop Proposal Monitoring Plan (Both INDOOR & OUTDOOR Projects):

As a long-term owner committed to low rents and sustainability, Self-Help Enterprises (SHE) has a profound interest in keeping operating costs low.  To that end, SHE is setting up a utility monitoring program, WeGoWise, which will automatically monitor the use of energy, water, and gas at each rental property.  This online tool gives staff the ability to closely monitor use, detect unusual activity, and control costs.  Monitoring water savings as a result of the project proposed herein will be as simple as running a report for each rental property.   Additionally, real-time monitoring will be achieved through the use of flow sensors included in the irrigation control system.
The setup process for WeGoWise has already begun, with energy and gas utilities (which are more centralized and therefore simpler).  As part of the proposed project, staff will continue to work with the many different water agencies that provide domestic water to SHE’s rental projects, and will complete the monitoring setup needed to track water consumption.  In districts or cities where data can be uploaded digitally, it will be; in other cases, data will be entered manually by staff on an ongoing monthly basis. 
Water and energy savings will be reported to DWR in quarterly, annual and final reports, and as required.


Task 4 Environmental Documentation (Both INDOOR & OUTDOOR Projects):

The project work is anticipated to be exempt under CEQA.  Since Self-Help Enterprises is not a public agency and cannot act as lead agency under CEQA, SHE will work with the Governor’s Office of Planning and Research to identify appropriate lead agency(ies).  Since the work covers seven counties, a statewide agency would be preferable, but SHE will work with local agencies if needed.  Self-Help Enterprises has broad experience with CEQA requirements and is familiar with the process needed to achieve compliance.
	

Task 5 Implementation:

INDOOR Water Conservation Project

SHE will work with its material supplier to procure sufficient supplies of ultra-low-flush toilets and Energy Star dishwashers to replace all old and inefficient units in each of its 1,306 rental apartments.  A licensed contractor will be retained to perform the installations.  For maximum efficiency, contractor will complete all installations at each property before moving on to the next one.  

Labor costs have been quoted at a lower piece rate for apartment units where more than one toilet is being installed, and/or a toilet in addition to a dishwasher.  

OUTDOOR Water Conservation Project

SHE will work with its material supplier to procure the appropriate number of SmartLink wireless irrigation controllers, based upon irrigation site evaluations already completed in the course of preparing this proposal.  Each property has been surveyed to determine the actual number of existing irrigation clocks, valves of various sizes, backflow valves and sprinkler heads.  

At this time, it has been determined that the greatest benefit at the least cost is to be derived from replacing the controller clocks and associated backflow prevention devices.  (The labor cost to replace sprinkler heads does not appear to be justified, when compared to the water savings predicted.)  

Studies have indicated that one of the most important factors in achieving effective results from weather-based irrigation controllers is effective programming and periodic adjustment.  To that end, this proposal includes training of maintenance personnel, and at least one person will be identified to be the primary resource for programming over the long term.  Technical support is available from the manufacturer, and SHE will pay an annual fee for a service plan that will automatically track and compile data.  


Task 6 Implementation Phase Administration and Inspection (Both INDOOR & OUTDOOR Projects):

SHE personnel will closely monitor the progress of installations and perform periodic inspections of the work.  SHE personnel will also be responsible for scheduling training sessions for maintenance personnel.  

Task 7 Monitoring (Both INDOOR & OUTDOOR Projects):

SHE personnel will be responsible for monitoring water consumption at each of the 26 rental properties through the utility tracking program WeGoWise.  SHE staff will also have access to the real-time flow measurement of the irrigation system, and will monitor this data on a regular basis to establish regular use patterns and evaluate effectiveness of the modifications.


Task 8 Assessment and Performance Measures (Both INDOOR & OUTDOOR Projects):

Over the course of the grant period and beyond, SHE staff will build data records of water and energy usage at each of the 26 rental properties.  These records will assist SHE in keeping operational costs low, predicting changes in costs, and improving planning of new rental projects yet to be built.  SHE is a NeighborWorks Designated Green Organization and strives to continuously improve the sustainability of all its housing developments.  SHE's asset management team (two dedicated staff) focuses on maintaining the highest quality housing over the long term, and is committed to integrating technology, smart planning and environmentally sound practices to achieve this goal. Assessing the performance of the sustainability measures that have been implemented at existing sites enables the organization to employ the most effective and efficient strategies at new developments, and to choose the most effective modifications to make at existing developments.  

SHE personnel will submit quarterly, annual and final monitoring reports to DWR as required, and will maintain onsite records for the organization’s use.
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