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Background
In 2010 the Clackamas River Water Providers (CRWP) adopted a Drinking Water Protection Plan. In 2021 the Plan was updated. This Plan acts as a road map of potential strategies and programs to implement over the next decade to preserve the Clackamas River as a high-quality drinking water source and to minimize future drinking water treatment costs.  As we take action to protect our drinking water we also act as stewards of the watershed protecting fish and wildlife as well as the health of our customers. By using a proactive approach to addressing water quality issues and potential drinking water impacts we strive to use the Clackamas River on the most sustainable basis possible keeping water treatment requirement at a minimum while ensuring optimum water quality for our communities. 
By working together, the CRWP is able to jointly fund projects and studies that benefit all the providers, but which would be beyond the scope of the individual organizations. It allows us to foster closer relationships with each other as intra-basin water suppliers, and to speak in one voice when working with other stakeholders in the basin such as PGE. 

It also allows us to realize the economies of scale by sharing in the costs of staff to manage and coordinate programs that benefit all our member agencies.  The Drinking Water Protection Plan helps outline ways we can continue to work together to conserve and protect our natural resources to ensure clean, affordable, drinking water for years to come. 
Implementation Plan Goals and Objectives

The Drinking Water Protection Plan includes nine elements or subprograms which outlines management measures, programs and strategies to accomplish the goal of addressing the various threats to water quality and to ensure the long-term viability of the Clackamas River as a drinking water source.  There are, however, more strategies, and programs, outlined in this plan than the CRWP will be able to accomplish under current staffing and funding levels.  

Therefore, the purpose of this Implementation Plan is to discuss the criteria established to prioritize the programs and strategies outlined in the nine elements of the Drinking Water Protection Plan.  In addition, this Plan will provide a proposed 5-year workplan as well as an estimated budget for implementation of the Drinking Water Protection Plan. The implementation schedule and estimated budget will help guide the CRWP’s annual workplan and budget process but will be flexible enough to allow for changes if drinking water rules and regulations change, and as more watershed data is collected that could shift program priorities.  Each year during the development of its annual budget and workplan the CRWP will examine the long-term strategies outline in this Implementation Plan and the 5 year work plan to determine if those priorities listed are still relevant to the ultimate goals of the organization.  
Criteria for Prioritizing Programs and Strategies
To better understand the Clackamas River watershed and the potential drinking water threats, the Clackamas River water providers need to have the ability to measure the balance between watershed health and human use over time and implement actions that maintain a healthy balance for production of exceptional water quality.

Utilizing and updating GIS data, monitoring data, and hydrologic/hydraulic model simulations on a regular basis will allow for data gaps to be identified, and efforts to be targeted based on identified problem areas or “hot spots”. This work will continue to help inform future decisions on how to better prioritize, or reprioritize resources and mitigation strategies, these tasks have been identified as a high priority to implement in the first few years. 

Prioritization of program and/or strategy implementation will also consider the nature of the program (if it is ongoing or a one-time effort), the ability to leverage basin partner efforts in program or strategy implementation, regulatory components and emerging containments.
Because the highest risks all revolve around nonpoint source pollution, this subprogram along with the Basin Analysis subprogram receive the most attention. 


Proposed Schedule for Implementation

Table 1 summarizes the anticipated dates for implementation of the various components of the drinking water source protection program.  The timelines shown in Table 1 reflect how long it would take to implement a subprogram task.  Most of these subprogram activities will be ongoing.  The level of effort associated with these subprograms will increase or decrease as new information is collected and watershed priorities are adjusted. The reason for showing only the timeframe for implementation of a subprogram activity is because: 1) it highlights when a subprogram will start and, 2) to illustrate the timing of ongoing activities associated with the numerous subprograms.  More specific programs and activities are captured in the 5 year work plan and source protection budget. 

Table 1
Schedule/Timeline for implementation


	Source Protection Subprograms
	FY 2021-22
	FY 2022-23
	FY 2023-24
	FY 2024-25
	FY 2025-26

	Basin Analysis: Studies, GIS, Modeling, & Comprehensive Monitoring
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	Education and Research Assistance
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	Point Source Evaluation and Mitigation
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	Nonpoint Source Evaluation and Mitigation
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	Disaster Preparedness
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	Public Outreach and Information Sharing

	 
	 
	 
	 
	 

	Land Use Tracking and Management

	 
	 
	 
	 
	 

	Land Acquisition
	 
	 
	 
	 
	 

	PGE Stored Water Fee
	
	
	
	
	


Estimated Budget for Implementation

A range of estimated costs was provided in the discussions for each of the nine subprograms that are outlined in the Drinking Water Protection Plan. Table 2 shows the total cost estimates by subprogram for five years.  Table 3 overlays this cost with the schedule (Table 1) to show estimated costs for implementation of the source protection program for the next five years.  These cost estimates do not include staff time, overhead costs, and other costs associated with implementation of these subprograms.

The cost estimates provided in Tables 2 and 3 can be compared to the source protection program budget for FY 2021-22 and estimated budgets for future years. The level of funding outlined below does not include other funding sources (grants, loans, partner contributions, etc.).  The subprograms that have the highest potential for partner contributions include Basin Analysis and Nonpoint Source Evaluation and Mitigation.  

Table 2
Estimated cost by Subprogram

	Source Protection Subprograms
	Total Estimated Costs 
FY 2012-2027

	Basin Analysis: Studies, GIS, Modeling, & Comprehensive Monitoring
	$900,000

	Education and Research Assistance
	$36,000

	Point Source Evaluation and Mitigation
	$8,000

	Nonpoint Source Evaluation and Mitigation
	$270,000

	Disaster Preparedness
	$210,000

	Public Outreach and Information Sharing
	$600,000

	Land Use Tracking and Management
	$0

	Land Acquisition
	$0

	PGE Stored Water Fee
	$48,000

	TOTAL ESTIMATED COSTS
	$2,072,000


Table 3 

Estimated Subprogram Costs by year for 2021-2026

	Source Protection Subprograms
	FY 2021-22
	FY 2022-23
	FY 2023-24
	FY 2024-25
	FY 2025-26

	Basin Analysis: Studies, GIS, Modeling, & Comprehensive Monitoring
	$136,000 
	$146,000
	$159,000
	$133,000
	$128,000

	Education and Research Assistance
	$6,000
	$6,000
	$6,000
	$6,000
	$6,000

	Point Source Evaluation and Mitigation
	$500 
	$3,500
	$500
	$3,500
	$500

	Nonpoint Source Evaluation and Mitigation
	$42,000
	$47,000
	$47,000
	$57,000
	$60,000

	Disaster Preparedness
	$32,275
	$35,000
	$35,000
	$50,000
	$60,000

	Public Outreach and Information Sharing
	$99,000 
	$100,000
	$100,000
	$110,000
	$120,000

	Land Use Tracking and Management
	0
	$0
	0
	0
	0

	Land Acquisition
	0
	$0
	0
	0
	0

	PGE Stored Water Fee
	$8,000
	$8,000
	$8,000
	$8,000
	$8,000

	TOTAL ESTIMATED COSTS
	$323,775
	$345,500
	$355,500
	$367,500
	$382,500


Table 4 summarizes staff’s level of effort to implement the source protection and public outreach and education programs over the next year.  These hours are estimated based on subprograms that were implemented during FY 2020-21 and the type of work envisioned during implementation of these activities.  
Table 4
Source Protection Staff Level of Effort (hours) for FY 2021-2022
	
	FY 2021-22

	Source Protection Subprograms
	WRM Hours
	% of time
	PEOC Hours
	% of time

	Basin Analysis: Studies, GIS, Modeling, Water Quality Monitoring Subprogram
	250
	15%
	 
	 

	Climate Change/Water Supply Subprogram
	85

	5%
	
	

	Education and Research Assistance Subprogram
	 85
	 5%
	
	

	Point Source Evaluation and Mitigation Subprogram
	166
	5%
	 
	 

	Nonpoint Source Evaluation and Mitigation Subprogram
	664
	25%
	 
	 

	Disaster Preparedness and Response Subprogram
	250
	15%
	 
	 

	Public Outreach and Information Sharing Subprogram 
	166
	10%
	2080
	100%

	Watershed Land Use Tracking and Management Subprogram
	 
	 
	 
	 

	Land Acquisition Subprogram
	 
	 
	 
	 

	Totals
	1664
	80%
	2080
	100%

	
	
	
	
	

	2080 hours/year

WRM = Water Resource Manager
	
	
	

	POEC = Public Outreach and Education Coordinator
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