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December 9, 2021 

TO:  SAFE, CLEAN WATER AND NATURAL FLOOD PROTECTION PROGRAM, 
  INDEPENDENT MONITORING COMMITTEE 

Jurisdiction Member Member 
District 1 Susan Kazemi 
District 2 Rosalinda Zepeda 
District 3 Rolane Santos 
District 4 Hon. Jason Baker 
District 5 Bill Hoeft 
District 6 Hon. Patrick S. Kwok 

Huy Tran 
Hon. Joe Head     
George Fohner 
Hon. Dan McCorquodale 
Hon. Steven Jordan District 7 Tess Byler 

Current Board Chair Appointment Hon. Bob Nuñez 

The Safe, Clean Water and Natural Flood Protection Program, Independent Monitoring 
Committee closeout meeting 1 is scheduled to be held on Wednesday, December 8, 2021, at 
4:00 p.m., via Zoom https://valleywater.zoom.us/s/85611501656. 

Enclosed are the meeting agenda and corresponding materials. The meeting packet can also 
be viewed on-line at https://www.valleywater.org/project-updates/safe-clean-water-and-natural-
flood-protection-program/safe-clean-water-program-independent-monitoring-committee. 

Please confirm your attendance no later than 3:00 p.m., Monday, December 6, 2021, by 
contacting Glenna Brambill at 1-408-630-2408, or gbrambill@valleywater.org. 

Enclosures 
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INDEPENDENT MONITORING COMMITTEE 

 
Join Zoom Meeting 
https://valleywater.zoom.us/j/85611501656 
 
Meeting ID: 856 1150 1656 
One tap mobile 
+16699009128,,85611501656# US (San Jose) 
 
Dial by your location 
        +1 669 900 9128 US (San Jose) 
         
Meeting ID: 856 1150 1656 
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SAFE, CLEAN WATER 
INDEPENDENT MONITORING 
COMMITTEE

COMMITTEE OFFICERS:
, Committee Chair
Bill Hoeft, Committee Vice Chair

Glenna Brambill, Committee Liaison
gbrambill@valleywater.org

BOARD REPRESENTATIVES:
Tony Estremera, Board Representative
Gary Kremen, Board Alternate

District Mission: Provide Silicon Valley safe, clean water for a healthy life, environment and economy.

Note: The finalized Board Agenda, exception items and supplemental items will be posted prior to the meeting in accordance with the Brown Act.

During the COVID-19 restrictions, all public records relating to an open session item 
on this agenda, which are not exempt from disclosure pursuant to the California Public 
Records Act, that are distributed to a majority of the legislative body, will be available 
to the public through the legislative body agenda web page at the same time that the 
public records are distributed or made available to the legislative body.  Santa Clara 
Valley Water District will make reasonable efforts to accommodate persons with 
disabilities wishing to participate in the legislative body’s meeting. Please advise the 
Clerk of the Board Office of any special needs by calling (408) 265-2600.

Santa Clara Valley Water District

SCW Independent Monitoring Committee (IMC) 
Meeting

Teleconference
Join Zoom Meeting

https://valleywater.zoom.us/j/85611501656

REGULAR - CLOSEOUT MEETING 1

AGENDA

Wednesday, December 8, 2021

4:00 PM
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SCW Independent Monitoring Committee (IMC)

Santa Clara Valley Water District

AGENDA

REGULAR - CLOSEOUT MEETING 1

4:00 PMWednesday, December 8, 2021 Teleconference

IMPORTANT NOTICES

***BY VIRTUAL TELECONFERENCE ONLY***
Pursuant to California Government Code section 54953(e), this meeting will be held by 
teleconference only.  No physical location will be available for this meeting; however, 
members of the public will be able to participate in the meeting as noted below.

In accordance with the requirements of Gov. Code Section 54954.3(a), members of the 
public wishing to address the Board/Committee at a video conferenced meeting, during 
public comment or on any item listed on the agenda, should use the “Raise Hand” tool 
located in the Zoom meeting link listed on the agenda, at the time the item is called . 
Speakers will be acknowledged by the Board Chair in the order requests are received and 
granted speaking access to address the Board.

Santa Clara Valley Water District (Valley Water) in complying with the Americans with 
Disabilities Act (ADA), requests individuals who require special accommodations to access 
and/or participate in Valley Water Committee meetings to please contact the Clerk of the 
Board’s office at (408) 630-2711, at least 3 business days before the scheduled meeting to 
ensure that Valley Water may assist you.

This agenda has been prepared as required by the applicable laws of the State of 
California, including but not limited to, Government Code Sections 54950 et. seq. and has 
not been prepared with a view to informing an investment decision in any of Valley Water ’s 
bonds, notes or other obligations.  Any projections, plans or other forward-looking 
statements included in the information in this agenda are subject to a variety of 
uncertainties that could cause any actual plans or results to differ materially from any such 
statement.  The information herein is not intended to be used by investors or potential 
investors in considering the purchase or sale of Valley Water ’s bonds, notes or other 
obligations and investors and potential investors should rely only on information filed by 
Valley Water on the Municipal Securities Rulemaking Board’s Electronic Municipal Market 
Access System for municipal securities disclosures and Valley Water ’s Investor Relations 
website, maintained on the World Wide Web at https://emma.msrb.org/ and 
https://www.valleywater.org/how-we-operate/financebudget/investor-relations, respectively.
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Under the Brown Act, members of the public are not required to provide identifying 
information in order to attend public meetings.  Through the link below, the Zoom webinar 
program requests entry of a name and email address, and Valley Water is unable to modify 
this requirement.  Members of the public not wishing to provide such identifying information 
are encouraged to enter “Anonymous” or some other reference under name and to enter a 
fictional email address (e.g., attendee@valleywater.org)  in lieu of their actual address.  
Inputting such values will not impact your ability to access the meeting through Zoom.

Join Zoom Meeting

https://valleywater.zoom.us/j/85611501656

    Dial by your location

+1 669 900 9128 US (San Jose)

Meeting ID: 856 1150 1656

CALL TO ORDER:1.

Roll Call.1.1.

TIME OPEN FOR PUBLIC COMMENT ON ANY ITEM NOT ON THE AGENDA.2.

Notice to the Public: Members of the public who wish to address the Committee on any

item not listed on the agenda should access the ”Raise Hand” tool located in Zoom

meeting link listed on the agenda. Speakers will be acknowledged by the Committee

Chair in order requests are received and granted speaking access to address the

Committee.  Speakers comments should be limited to two minutes or as set by the

Chair.  The law does not permit Committee action on, or extended discussion of, any

item not on the agenda except under special circumstances.  If Committee action is

requested, the matter may be placed on a future agenda.  All comments that require a

response will be referred to staff for a reply in writing. The Committee may take action on

any item of business appearing on the posted agenda.

ELECTION OF CHAIR AND VICE CHAIR3.

Election of Chair and Vice Chair. 21-11283.1.
Recommendation: Elect the 2022 Chair and Vice Chair 

APPROVAL OF MINUTES:4.

Approval of Minutes. 21-11294.1.
Approve 02102021 SCW IMC Meeting MinutesRecommendation:

Attachment 1:  02102021 SCW IMC DRAFT MinsAttachments:

December 8, 2021 Page 2 of 4  
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ACTION ITEMS:5

Independent Monitoring Committee-Requested Presentations and Information 21-11305.1.

Recommendation:

Attachments:

Est. Staff Time:

Receive presentations as requested by the Independent 
Monitoring Committee (IMC).

Attachment 1:  SCW Water Conservation Savings Model.pptx
Attachment 2:  Anderson - Pacheco IMC Preso Dec. 2021.pptx
Attachment 3:  Grants Management and Administration Audit.pptx 
Attachment 4:  Grants Managaement and Administration Audit Final Report.pdf 
Attachment 5:  Grants Audit Recommendations Progress Report V2 clean.pptx 
Attachment 6:  Grantee Survey Results.pdf
Attachment 7:  Mgmt of Blending SCW with renewed Program.pptx

30 Minutes

Safe, Clean Water and Natural Flood Protection Program Independent 
Monitoring Committee (IMC) Review Process and Schedule for Fiscal Year 
2021 Annual Report.

A. Determine whether to continue existing or establish a new process to
review the Annual Report
1.  Review prior subcommittee assignments
2. Receive subcommittee meetings schedule 

B. Consider and approve the schedule for finalizing the IMC Report on the
FY21 Safe, Clean Water and Natural Flood Protection Program Annual
Report.

21-11315.2.

Recommendation:

Attachments:         

Est. Staff Time:

Receive information regarding the Safe, Clean Water and 
Natural Flood Protection Program report cycle and a brief 
overview of the FY21 Annual Report. 

Consider and approve the process and a proposed schedule for 
finalizing the IMC Annual Report and presenting the report to 
the Board of Directors by February 22, 2022.

Attachment 1:  FY21 SCW Annual Report Presentation

20 Minutes

CLERK REVIEW AND CLARIFICATION OF COMMITTEE REQUESTS.6.

This is an opportunity for the Clerk to review and obtain clarification on any formally

moved, seconded, and approved requests and recommendations made by the

Committee during the meeting.
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ADJOURN:7.

Adjourn to Regular Meeting at 4:00 p.m., on Wednesday, January 26, 2022.7.1.
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Santa Clara Valley Water District

File No.: 21-1128 Agenda Date: 12/8/2021 
Item No.: 3.1.

Meeting Date: 12-8-2021
Item No. 3.1.
Unclassified Manager: Candice Kwok-Smith, 

1-408-630-3193

SAFE, CLEAN WATER INDEPENDENT MONITORING COMMITTEE

SUBJECT: ..title

Election of Chair and Vice Chair.

RECOMMENDATION: ..recommendation

Elect the 2022 Chair and Vice Chair

SUMMARY:
Per the Board Resolution, the duties of the Chair and Vice-Chair are as follows:

The officers of each Committee shall be a Chairperson and Vice-Chairperson, both of whom shall be
members of that Committee. The Chairperson and Vice-Chairperson shall be elected by the
Committee, each for a term of one year commencing on January 1 and ending on December 31 and
for no more than two consecutive terms. The Committee shall elect its officers at the first meeting of
the calendar year. All officers shall hold over in their respective offices after their term of office has
expired until their successors have been elected and have assumed office.

The Chairperson shall preside at all meetings of the Committee, and he or she shall perform other
such duties as the Committee may prescribe consistent with the purpose of the Committee.

The Vice-Chairperson shall perform the duties of the Chairperson in the absence or incapacity of the
Chairperson. In case of the unexpected vacancy of the Chairperson, the Vice-Chairperson shall
perform such duties as are imposed upon the Chairperson until such time as a new Chairperson is
elected by the Committee.

Should the office of Chairperson or Vice-Chairperson become vacant during the term of such office,
the Committee shall elect a successor from its membership at the earliest meeting at which such
election would be practicable, and such election shall be for the unexpired term of such office.

Santa Clara Valley Water District Printed on 11/22/2021Page 1 of 2
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File No.: 21-1128 Agenda Date: 12/8/2021 
Item No.: 3.1.

Should the Chairperson and Vice-Chairperson know in advance that they will both be absent from a 
meeting, the Chair may appoint a Chairperson Pro-tempore to preside over that meeting. In the 
event of an unanticipated absence of both the Chairperson and Vice-Chairperson, the Committee 
may elect a Chairperson Pro-tempore to preside over the meeting in their absence.       

ATTACHMENTS:
None.
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Santa Clara Valley Water District

File No.: 21-1129 Agenda Date: 12/8/2021
Item No.: 4.1.

Meeting Date: 12-8-2021
Item No. 4.1.
Unclassified Manager: Candice Kwok-Smith 

1-408-630-3193

SAFE, CLEAN WATER  INDEPENDENT MONITORING COMMITTEE

SUBJECT:  ..title

Approval of Minutes.

RECOMMENDATION:  ..recommendation

Approve 02102021 SCW IMC Meeting Minutes

SUMMARY:
A summary of Committee discussions, and details of all actions taken by the Committee, during all
open and public Committee meetings, is transcribed and submitted for review and approval.

Upon Committee approval, minutes transcripts are finalized and entered into the District's historical
records archives and serve as historical records of the Committee’s meetings.

ATTACHMENTS:
Attachment 1:  02102021 SCW IMC Draft Meeting Mins
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 SAFE, CLEAN WATER AND NATURAL FLOOD PROTECTION PROGRAM 
INDEPENDENT MONITORING COMMITTEE 

 DRAFT MINUTES 

Attachment 1 
Page 1 of 3 

WEDNESDAY, FEBRUARY 10, 2021 

(Paragraph numbers coincide with agenda item numbers) 

A regularly scheduled meeting of the Safe, Clean Water and Natural Flood Protection 
Program Independent Monitoring Committee was held on February 10, 2021, via 
teleconference zoom.  

1. CALL TO ORDER
Chair Kathleen (Kathy) Sutherland called the meeting to order at 4:03 p. m.

1.1. ROLL CALL 
A quorum was established with 8 Members present. 

Members in attendance were: 
Jurisdiction Representative Representative 
District 2 Kathleen Sutherland Rosalinda Zepeda* 
District 3 Rolane Santos Huy Tran 
District 4 Hon. Jason Baker Hon. Joe Head* 
District 5 Bill Hoeft George Fohner 
District 6 Hon. Patrick S. Kwok 
District 7 Tess Byler 

Member not in attendance was: 
Jurisdiction Representative 
District 1 Susan Kazemi 
District 6 Hon. Dan McCorquodale 

Board Members in attendance were:  Directors Tony Estremera (Board Representative) 
and Director Gary Kremen (Board Alternate).   

Staff members in attendance were: Lisa Bankosh, Wade Blackard, Rechelle Blank,  
John Bourgeois, Glenna Brambill, Rolando Bueno, Jennifer Codianne, Jessica Collins,  
Zooey Diggory, James Downing, Amy Fonseca, Meenakshi Ganjoo, Andrew Gschwind, 
Christopher Hakes, Cody Houston, Todd Inman, Sunshine Julian, Karen Koppett, 
Jeannine Larabee, Larry Lopez, Jennifer Martin, Judy Nam, Afshin Rouhani,  
Kirsten Struve, Paul Thomas, Sue Tippets, Doug Titus, Sherilyn Tran, Liang Xu, and  
Kristen Yasukawa. 
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Attachment 1 
Page 2 of 3 

Public in attendance was: Stephen Jordan, Director Barbara Keegan (Valley Water, 
District 2), Director John L. Varela (Valley Water, District 1). 

*Ms. Rosalinda Zepeda logged on at 4:10 p.m.

2. PUBLIC COMMENT
There was no one present who wished to speak.

3. APPROVAL OF MINUTES
It was moved by Ms. Tess Byler, seconded by Hon. Patrick S. Kwok, and by roll call and
unanimous vote, to approve the minutes of the January 27, 2021, Safe, Clean Water and
Natural Flood Protection Program Independent Monitoring Committee meeting with the
following corrections; Hon Patrick S. Kwok wanted to make sure it was noted that at the
January 27, 2021, meeting he noted the project 100 year reduction to 50 year, adjusting
the schedule, and have other agencies to fund the project.  The project was modified by
the Board, however, the level of protection to 1998.

Ms. Jessica Collins was available to answer questions.

4. REPORT DRAFT COMMITTEE PRESENTS DRAFT FINAL IMC REPORT
a. REVIEW AND APPROVE FINAL IMC REPORT
Chair Kathy Sutherland reviewed the draft letter and report for final review and approval.

The Committee (Ms. Tess Byler, Mr. Huy Tran, Mr. George Fohner,  
Mr. Bill Hoeft, Ms. Rosalinda Zepeda) discussed: appendices, KPI’s, 
homeless encampments, graphs/cumulative acreage, water conservation 
program, and having ample staff for the projects, made final edits, corrected 
punctuation, and formatting to finalize the report for presentation to the Board. 

*Hon. Joe Head logged at 4:25 p.m.

Ms. Jessica Collins, Ms. Jennifer Codianne and Ms. Kirsten Struve were 
available to answer questions. 

Ms. Tess Byler left at 5:02 p.m. placed in the “chat” that she approved the 
report. 

The Independent Monitoring Committee took the following action: 
It was moved by Hon. Joe Head, seconded by Hon. Jason Baker, and by roll call and 
unanimous vote, the Committee approved the final IMC Report for the Chair to sign off 
and present to the Board. 
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Attachment 1 
Page 3 of 3 

5. NEXT STEPS:
5a. FEBRUARY 23, 2021, IMC CHAIR PRESENT FINAL IMC REPORT TO BOARD
Chair Kathy Sutherland advised that she will be presenting the report to the Board of
Directors on February 23, 2021.  She thanked everyone for their input and commitment.

6. CLERK REVIEW AND CLARIFICATION OF COMMITTEE REQUESTS.
The Independent Monitoring Committee had one action item for Board Consideration.

Agenda Item 4. 
The Independent Monitoring Committee took the following action: 
By roll call and unanimous vote, the Committee approved the final IMC Report for the 
Chair to sign off and present to the Board. 

7. ADJOURNMENT
Chair Kathy Sutherland adjourned the meeting at 5:07 p.m.

Glenna Brambill 
Board Committee Liaison 
Office of the Clerk of the Board 

Approved: 
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Santa Clara Valley Water District

File No.: 21-1130 Agenda Date: 12/8/2021
Item No.: 5.1.

Meeting Date: 12-8-2021
Item No. 5.1.
Unclassified Manager: Melanie Richardson, 

1-408 -630-2035
SAFE, CLEAN WATER INDEPENDENT MONITORING COMMITTEE

SUBJECT: ..

Independent Monitoring Committee-Requested Presentations and Information. Title

RECOMMENDATION:
Receive presentations as requested by the Independent Monitoring Committee (IMC).

SUMMARY:
Through tours and presentations, IMC members gain a greater understanding of Safe, Clean Water
projects. While project site tours have been on hold due to the impacts of the COVID-19 pandemic,
staff will give presentations on the topics that were requested by the IMC for FY21. These are in
addition to the IMC-requested grants management audit presentation, which could not be presented
during the FY20 annual review cycle as the audit report had not yet been finalized and presented to
the Board. Several of the audit recommendations have been implemented and these are in addition
to the improvements as part of the consolidated grants program under the renewed Safe, Clean
Water Program. Staff will share these improvements with the IMC. Additionally, during the FY20
annual review, a subcommittee request was made for a quick demonstration on the improved
Automated Local Evaluation in Real Time (ALERT) System website (<https://alert.valleywater.org/>).
Below is the full list of project presentations:

· Water Conservation Savings Model
· Anderson Dam Seismic Retrofit and Pacheco Reservoir Expansion project progress reports
· Safe, Clean Water Program Grants Management and Administration Audit
· Grants Audit Recommendations Progress Report
· A demonstration of the improved Automated Local Evaluation in Real Time (ALERT) System

website
· Management of the blending of Clean, Safe Creeks and Natural Flood Protection Program, the

Santa Clara Valley Water District Printed on 11/22/2021Page 1 of 2
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File No.: 21-1130 Agenda Date: 12/8/2021
Item No.: 5.1.

2012 Safe, Clean Water and Natural Flood Protection Program and Measure S.

ATTACHMENTS:
Attachment 1: Water Conservation Savings Model
Attachment 2: Anderson Dam Seismic Retrofit and Pacheco Reservoir Expansion project  

progress reports
Attachment 3:
Attachment 4:
Attachment 5:
Attachment 6:
Attachment 7:

Safe, Clean Water Program Grants Management and Administration Audit 
Performance Audit of Grants Management Final Report
Grants Audit Recommendations Progress Report
Grantee Survey Results
Management of the blending of Clean, Safe Creeks, 2102 Safe, Clean Water and

      Safe, Clean Water Program (Measure S)

Santa Clara Valley Water District Printed on 11/22/2021Page 2 of 2
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Valley Water’s Water Conservation Savings Model
Independent Monitoring Committee, December 2021
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Watersavings.org
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3Water Conservation Targets
Valley Water’s Long-Term 
Conservation Savings 
targets: 

• 99 TAFY by 2030
• 109 TAFY by 2040

74 TAFY Savings Achieved 
through 2020

Savings Model Tracks our 
Progress

Single-Family 
Residential

49%
35 TAFYMulti-Family 

Residential
28%

19 TAFY

CII
11%

8 TAFY

Dedicated 
Irrigation

9%
7 TAFY

Other
3%

2 TAFY

Water Savings by Sector To-Date

“TAFY” = thousand 
acre-feet per year
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Water Conservation Savings Model
• September 2019 update
• Built from a national, Excel-based

model
• Strategic tool to evaluate program

cost effectiveness
• Critical to conservation strategy

Attachment 1 
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How do we use it?

• Tracks progress towards targets
• Evaluates individual program

• Savings
• Cost effectiveness

• Strategic Plan Resource
• Updated 2021
• Blueprint for success
• Support tool for program marketing

and design

2021

2008
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Model inputs
• 1992 baseline
• Inflation and real discount rate
• Population, employment, and

building types
• Behavior
• % of efficient fixtures in county
• Costs
• Objective savings data
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Model Outputs
• Changes in % of efficient fixtures
• Water savings

• programmatic
• Specific customer classes
• Overall

• Cost per acre-foot
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Savings per unit snapshot
Name Unit Gallons per Year per Unit

Large Landscape Surveys Survey 423,400
Large Landscape Water Budgets Site 423,400
Large Land. Irrigation Controller Controller 265,355
Small commercial landscape surveys Survey 211,700
Flow Sensor/Dedicated Irrigation Meter Meter 132,860
Residential Irrigation Controller, SFR Controller 18,615
Rain Sensors Sensor 13,286
Fixture Replacement Program Toilet 9,121

Graywater - L2L Rebate 4,585
Rain Barrel Rebate (40-199 gal) Rain Barrel 1,825
Pressure Regulation and/or Check Valves Sprinklers Nozzle 584

High efficiency nozzles for pop ups Nozzle 438
Turf Replacement Square Foot 36
Rain Cistern Rebate (200+ gal) Gallons Rebated 8

Attachment 1 
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Progress Towards Conservation Targets

Model tracks
• Passive Savings vs.
• Active Savings

Excludes freeriders
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Progress Towards Conservation Targets
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Program Monitoring and Evaluation

Long-Term Conservation Goal Monitoring

Update participation and prioritize program development

Drought and Other Water Shortage Conditions

Attachment 1 
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QUESTIONS
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Anderson Dam Seismic Retrofit Project Update
Independent Monitoring Committee, December 2021
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Background

• Anderson Dam forms Anderson Reservoir, holding 90,000 acre feet
of water when full and the largest of Valley Water’s reservoirs.

• In 2012, following a seismic stability analysis, Valley Water began
plans to retrofit the dam to meet current safety standards, creating
the Anderson Dam Seismic Retrofit Project (ADSRP).

• On February 20, 2020, the Federal Energy Regulatory Commission
(FERC) issued an order to Valley Water to undertake early
implementation interim risk reduction measures associated with
ADSRP immediately.

Anderson Dam Seismic Retrofit Project

Attachment 2 
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SpillwaySpillway

Dam EmbankmentDam Embankment

Dam CrestDam Crest

Outlet PipeOutlet Pipe

Anderson Dam Existing Components

Attachment 2 
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High Level Outlet Pipe

Anderson Dam Seismic Retrofit Project Components

Remove all liquefiable material and reconstruct 
embankment

Replace Spillway

Low Level Outlet Pipe

Temporary Diversion System
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Feb. 20, 2020 FERC Directive: Interim Risk Reduction Measures    
1) Lower reservoir to new restriction

(El. 565’) – In Compliance

2) Take all necessary measures to
safely prepare and drain the
reservoir to El. 488’ – Complete

3) Oct. 1 - Begin draining reservoir to
El. 488’ (3% Capacity) - Complete

4) Develop plan to maintain El. 488’ -
Complete

5) Expedite design and construction of
new Outlet Tunnel – In Process

6) Secure permits and complete design
of larger Seismic Retrofit Project -
Pending
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FOCP Project Description – Status Update
• Reservoir Drawdown to Deadpool and Maintain Level at Deadpool – Complete
• Anderson Dam Tunnel Project (ADTP) Construction – On-going
• Anderson Dam Tunnel Operation and Maintenance – Post ADTP Construction
• Bank and Rim Stability Improvements (Included in ADTP)
• Existing Intake Structure Modifications (Included in ADTP)
• Creek Channel and Bank Erosion Control Modifications (Included in ADTP)
• Imported Water Releases and Cross Valley Pipeline Extension – On-going
• Coyote Percolation Dam Replacement – In Design
• Coyote Creek Flood Management Measures – In Design
• Steelhead Fish Avoidance and Minimization Measures – In Design
• Implementation of Additional Project Specific Avoidance and Minimization Measures -

In Planning/Design
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Anderson 
Reservoir at 
3% Capacity -
Map
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Anderson Dewatered
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• After storm events, the water level in the reservoir will rise temporarily

• Increased flows in Coyote Creek, downstream of the dam, after storm events

• Noise from construction equipment (large diesel engines) and backup alarms

• Work activities will mainly be Monday through Friday during the daytime, but
some Saturdays may be required

• Smells caused by elevated levels of algae in the summer.
Algal blooms can deplete oxygen levels in the water and produce hydrogen
sulfide (rotten egg taste and odor)

Potential Impacts
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Federal
• FERC: Amendment to Exemption for Licensing
• USACE: CWA Section 404 Permit
• USFWS: Incidental take permit (VHP – see below)
• NMFS: Incidental take permit (steelhead trout)

State
• DSOD:  New dam application
• CDFW:  LSAA
• VHP:  Incidental take authorization (covered species for state and federal ESA)
• SWRCB:  General Construction NPDES Stormwater Permit
• SWRCB/SFRWQCB:  CWA Section 401 Water Quality Certification
• SHPO:  Section 106 of the NHPA

Local: Municipal approvals, encroachment permits, temporary rights of way

Necessary Permits
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Project Schedule
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Pacheco Reservoir Expansion Project Update
Independent Monitoring Committee, December 2021
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• Dam – approximately 300 feet high, one
location under consideration

• Reservoir – up to 140 thousand acre-feet
(TAF)

• Spillway – capable of passing the Maximum
Probable Flood

• Intake/Outlet Works – large diameter pipe,
smaller outlet pipe to Pacheco Creek

• Pump Station & Conveyance Pipeline – to
transfer water to and from Pacheco Conduit

• Roadways – access to and from SR 152

Project Components
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Existing & Proposed Dam Storage Capacity

Before AfterExisting – 5,500 AF Expanded – 140,000 AF
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Project Benefits

Enhance habitat for 
federally threatened 
steelhead

Enhance water supply 
in below- normal 
years to wildlife 
refuges in the Delta

Increase water supply 
reliability and 
emergency water 
supply

Resolve the water 
quality problem in 
supply sourced from San 
Luis Reservoir

Reduce flooding along 
Pacheco Creek and to 
disadvantaged 
communities

ENVIRONMENTAL
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Project Partners
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Example of  Partner Use
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Federal
• USACE: CWA Section 404 Permit
• USFWS: ESA Section 7 Consultation
• NMFS: Incidental take permit (steelhead trout)

State
• DSOD:  New dam application
• CALTRANS:  Encroachment Permit
• CDFW:  LSAA & Section 2081
• SWRCB:  General Construction NPDES Stormwater Permit
• SWRCB/SFRWQCB:  CWA Section 401 Water Quality Certification
• SHPO:  Section 106 of the NHPA

Local: Municipal approvals, encroachment permits, temporary rights of way

Necessary Permits
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• Present Planning Study Report – Fall 2021

• Perform additional environmental investigations – 2021

• Complete draft EIR for public review – late 2021

• Perform additional geotechnical investigations – 2022

• Advertise for construction – late 2024

Key Project Schedule Milestones
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QUESTIONS
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Santa Clara Valley Water District
Grants Management and

Administration Audit

IMC Presentation
December 2021
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Audit Objectives and Scope
Objectives:
• Determine the extent to which Valley Water’s grants management

and administration program is operating effectively.
• Determine if opportunities exist to better align Valley Water’s grant

management and administration program and processes with best
practices.

Scope:
• The scope of our review focused on Valley Water’s Safe, Clean Water

and Flood Protection grants program for Fiscal Years 2017-18, 2018-
19, and 2019-20.  Specifically, we reviewed Civic Engagement’s
management and administration activities within the lifecycle of
grants.

2
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Audit Approach  
• Planning:

• Conducted initial staff interviews,
• Performed documentation reviews,
• Developed required risk assessment, and
• Finalized audit approach

• Implementation:
• Surveyed grantees (We sent surveys to 64 grantees and received 29 responses for a 45 percent

response rate)
• Followed up on survey – conducted additional detailed discussions with seven grantees
• Completed grant file testing, including reviewing timeliness of invoice payments
• Performed gap analysis of internal controls
• Conducted best practice research in grants management and administration

• Reporting:
• Draft Report was submitted to Management on December 14, 2020 for response
• Final Audit report was issued on February 2, 2021 and presented to the Board of Directors on March 23,

2021

3
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Findings
• Survey responses were generally consistent among grantees:

• Many grantees said they appreciated the communication and work by Grants
staff, and understood that staff turnover had contributed to past delays.

• Many grantees said that they remain concerned about timeliness – some with
award timeliness, most with the timeliness of invoice payment.

• Some grantees voiced concerns that delays in paying invoices can impact
them financially, having to float funds until paid – sometimes across months
and years.  Other concerns were that delays in awarding grants can delay
achieving the intended results.

4
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Findings
Valley Water’s grants management and administration program includes extensive 
processes and internal controls, which are contributing factors as to why contract 
execution and grantee reimbursement payments and report review take weeks and 
months longer than Valley Water intends.  

 The SCW program’s grants led to positive community outcomes, like cleaner streams, new
playgrounds, habitat restoration and coordinated volunteer clean-up activities.

 Valley Water’s lengthy grant agreement approval process can negatively impact programs.
Grant awards are taking on average, just under six months -- two to three months longer than
intended. Specifically, once awarded, grant agreement execution in our sample took 152 days,
compared to Valley Water’s goal of 60-90 days.

 Valley Water’s goal to pay invoices within 60 days was exceeded – over three years, invoice
payments took an average of 119 days. While Valley Water carefully reviews grantee invoices,
reports and supporting documentation prior to authorizing payments for reimbursement,
turnover and staffing challenges resulted in a backlog of invoices to process. Coupled with an
increasing number of active grants, it took Valley Water longer to perform these basic functions.

5
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Summarized Recommendations: 
Alignment with Best Practices
We recommended several options for Valley Water to 
consider:  

• Right-sizing Oversight Should be Applied to all Phases of the
Grants Management Cycle

• Standardize Internal Policies and Processes Specific to Grant
Management Operations

• Consider Staffing Assignments for Process Optimization

6
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Reporting

• Management agreed with all audit recommendations,
and described their plan to implement them (see
Attachment #4 for complete audit report and the
management response).

**We have not evaluated Management’s progress toward 
implementing our recommendations. 

7
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Questions?

• Please let us know if you have questions, comments, or
concerns about the performance audit.

8
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 Submittal Letter  

January 3, 2021 

Director Keegan, Board Audit Committee Chair 
Director LeZotte, Board Audit Committee 
Director Kremen, Board Audit Committee 
Santa Clara Valley Water District 
5750 Almaden Expressway 
San Jose, CA 95118 

We are pleased to present the results of our performance audit of grants management and 
administration in the Safe, Clean Water and Natural Flood Protection Program (Safe, Clean 
Water).  The objectives of our engagement were to:  

(1) Determine the extent to which Valley Water’s grants management and administration
program is operating effectively, and
(2) Determine if opportunities exist to better align Valley Water’s grant management and
administration program and processes with best practices for grants management internal
controls.

This draft report presents our findings and recommendations related to these objectives.  

We appreciated Valley Water’s cooperation throughout the audit process, and their review and 
response to our recommendations.  Their response letter is included as Attachment A in this 
report. 

Sincerely, 

Drummond Kahn 

Greta MacDonald 
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Executive Summary  

WHY WE CONDUCTED THIS AUDIT 

The Santa Clara Valley Water District (Valley Water) Board Audit Committee (BAC) requested this 
performance audit to assess current grants management and administration practices.  Valley 
Water’s Independent Monitoring Committee (IMC) provides oversight of the Safe Clean Water and 
Natural Flood Protection Program, which funds the grant program.  In their February 2020 Letter to 
the Board, IMC reported that grantees raised concerns such as long negotiation times to sign grant 
agreements, long delays in payments after projects have finished, and excessive reporting 
requirements. A desk review performed by Valley Water’s independent auditor resulted in 
recommending a performance audit of grants management and administration.  

Our audit objectives were to: 

(1) Determine the extent to which Valley Water’s grants management and administration program
is operating effectively, and
(2) Determine if opportunities exist to better align Valley Water’s grant management and
administration program and processes with best practices for grants management internal controls.

WHAT WE FOUND 

Overall, Valley Water’s grants management and administration program has many opportunities to 
better match its level of oversight to the level of risks the program faces, while strengthening some 
internal control activities related to monitoring.  These opportunities can better align Valley Water’s 
efforts with best practices in grants management.  We report current performance and potential 
improvements throughout the four phases of Valley Water’s grants management process -- pre-
award, award, post-award, and closeout.   

Grantee concerns included in the IMC’s letter to the Board in February 2020 regarding lengthy 
grant agreement execution timelines, delays in receiving reimbursements, and extensive reviews 
were supported by our grant file testing.  We found: 

 The Safe, Clean Water program’s grant funding led to positive community outcomes,
including improved water quality, education centers, habitat restoration and trash removal
from coordinated volunteer clean-up activities.

 Valley Water has a lengthy grant agreement execution process that grantees reported can
negatively impact projects.  Grant awards are taking, on average, just under six months,
two to three months longer than intended. Once awarded, grant agreement execution in our
sample took 152 days, compared to Valley Water’s goal of 60-90 days.

 We found that Valley Water took longer to pay invoices than its 60-day goal.  Within the
three years we reviewed, invoice payments took an average of 119 days. This occurred
because there was no mechanism in place to monitor invoice receipt for review and
response to grantees, or the timeliness of payments per the grant agreement.  While Valley
Water carefully reviews grantee invoices for compliance and accuracy, and requires reports
and supporting documentation prior to authorizing payments for reimbursement, its current
practice is to treat all standard grants and partnerships equally in the review process, which
involves heavy scrutiny of grantee documentation and reports. These lengthy review
processes, compounded with turnover and staffing challenges and a lack of monitoring
activities, resulted in a backlog of invoices to process. As an increasing number of active
grants were awarded each year, Valley Water took longer to perform these basic functions.
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Staff positions filled by mid-FY2020 addressed the retrospective staffing need. However, in order 
to continue managing the program’s growth with current staffing levels, additional changes to   
roles and responsibilities, dedication levels and organizational structure may be necessary. 

WHAT WE RECOMMEND 

Our report includes eleven recommendations for Valley Water to consider once the backlog of 
invoices is addressed; nine rooted in best practices, each related to right-sizing components and 
strengthening internal controls within the grant pre-award, award, post-award and closeout cycles. 
Another recommendation is related to strengthening the control environment to align with best 
practices through the development of a standardized operating manual to cover the grants process 
from end-to-end.  Our final recommendation is to consider options to augment staffing assignments 
to better align roles and responsibilities with grant management functions according to best 
practices and provide better accountability.  

1. Valley Water should consider developing clear guidelines for “right-sized” application
and reporting processes, meaning that application and reporting requirements should
be scaled to fit the size, risk, and complexity of each individual grant:

 Valley Water should develop a formal due diligence policy and perform a due diligence
review for high-risk grant projects. A due diligence review of applicants determines the
reasonableness of the grant and grantee’s ability to perform and assess the extent of
the grantee’s reliance on grant funds. This would include analysis of managerial and
fiscal capacity and past performance. For example, verify grantees have the requisite
financial management systems that will produce invoice detail required by the grant
agreement, or gain an understanding of the type of system capabilities the non-profit
has to assess whether they can comply with financial reporting required by the grant
agreement.

 For high-risk grants where financial statements are required, analyze fiscal health
indicators of the entity and formalize the analysis within the grant file. For areas where
Valley Water already implements a number of best practices such as checking
GuideStar to verify the non-profits current status and to view the grantee’s IRS Form
990, staff should also memorialize its analysis in the grant file.

 For smaller non-profits or community groups, based on risk, Valley Water should
consider simplifying reporting requirements or developing alternative requirements for
projects under a dollar threshold, like $25,000, or establish a tiered structure and treat
smaller projects similar to mini-grants.

2. As new grants are awarded, an orientation for new grantees should be mandatory, and
Civic Engagement should provide an electronically accessible grantee guide, outlining
all requirements for programmatic and financial reporting compliance. This can be as
simple as compiling existing documents, developing reporting templates and developing
a process map and including instructions on who to call based on the nature of the
question.

3. Best practices suggest utilizing a grant management information system to run regular
reports to track timeliness and to conduct other monitoring activities. While many
monitoring functionalities for FLUXX remain in progress, we recommend, at a minimum,
adding another column to the Grant Tracker spreadsheet to track the 45-calendar day
payment window once initial contact has been made with the grantee. These payment
cycle time metrics should be tracked and reported internally monthly, and to the Board
Audit Committee quarterly.

4. Monitoring should be conducted, either manually or through automated reminder emails
in FLUXX, to ensure that a progress report, or another form of communication from a
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grantee, is submitted quarterly ensure that Valley Water is kept apprised of project 
status and to ensure that work is aligned with the grant agreement.  

5. In addition to right-sizing invoicing requirements based on the grant’s risk level, Valley
Water should right-size the level of progress reporting detail required for smaller dollar
value standard grants, for example, under $25,000.

6. Valley Water should explore where, within existing District policies, it can augment grant

requirements for grant agreements and invoicing for certain grantees based on risk:

partnerships, repeat grantees, establish grant value thresholds, and determine whether

the number of approvals and signatures for payments are appropriate. At a minimum,

for smaller, lower risk grants, Valley Water should re-assess its reporting and invoicing

requirements based on risk, dollar value, and project complexity.

a. For example, Valley Water could treat grant agreements up to $25,000 like mini-

grants and expedite payment for low-risk grants and low dollar amount invoices

from trusted long-term grantees. Valley Water could consider paying

unquestioned amounts earlier, and focus more scrutiny on riskier, larger dollar

amount invoices from new grantees.

b. Valley Water could also consider reimbursing expenses when invoiced and then

using the closeout process to reconcile remaining amounts below a reasonable

threshold.  For example, if a grantee bills $10,000 for its performance, and

Valley Water questions $500 of that amount, it could consider paying the

unquestioned amount first, then resolve the questioned amount by project.

c. Staff should focus their review on whether grantee costs are reasonable,

allocable and allowable in accordance with the project budget and grant

agreement guidelines.  Spot checks would be performed to ensure calculations

are correct and that receipts match the totals. The level of scrutiny applied and

depth of review would be based on the grant and grantee risk factors, as

determined by management.

7. Should Valley Water decide to continue to require the same information for progress

and invoice submission, they should:

a. Confirm the integrity of grantee financial management system data used for

review before award.

b. Include language in the grant agreement such as, “Failure to submit an accurate

financial invoice in a timely manner may result in payments being withheld,

delayed, or denied, and will result in payment delays”.

8. Valley Water should solicit grantee and partnership feedback regularly, conducted by
an independent third party, as best practices suggest.  In addition to assessing
satisfaction with the program, inquiries should be made to determine the extent to which
partial funding has impacted the grantee and the project.

9. Valley Water should determine a reasonable goal and timeline for final closeout and
final payment, including the release of retention. The established dates and timelines
should be monitored in the Grant Tracker and when possible, included in any
automated flags and alerts that FLUXX can provide.

10. Valley Water should prioritize developing a grants management operations manual
containing all relevant policies and procedures.

11. To ensure that staff understand and carry out their internal control responsibilities, and
to promote accountability, Valley Water should consider reconfiguring job assignments
to enhance the grants management function once the backlog has been addressed and
policies and procedures are developed:
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 Option 1: Assign Staff by Priority Area and Specific Grants. This would allow
staff to become familiar with the priority area, programs and grantees, as
well as create a balanced number of programs a grant manager is expected
to manage. This would benefit the grantee with the assignment of a single
point of contact for questions at any phase of the project. This would allow
for important information concerning a grantee, and project details learned in
the application stage to transfer to active project management and
throughout the life of the project. The downside to this option is that grant
managers would still be required to perform duties that they might not have
the technical capacity, knowledge or authorization to properly perform, such
as a subject expert having responsibility for invoice processing, or a finance
and accounting expert having responsibility for program oversight.

 Option 2: Split Application and Active Grant Management Duties. Civic
Engagement may consider dividing the work performed during the
application cycle and work performed during the active project management
cycle into two separate positions or teams. From an efficiency perspective,
this delineation could improve overall workflow by decreasing bottlenecks
that occur during certain times of the year (e.g., the allocation/application
cycle) and ensure that a sufficient number of staff remains focused on active
grant management, such as invoice review processing and monitoring.
Additionally, with such a delineation of duties, one individual could be
assigned to or specialize in contracts and billings for all grants.

 Once job assignments are determined, the Supervising Program
Administrator and Unit Manager should develop a training manual and
schedule that clearly identifies the type of training needed to effectively
perform specified job duties to address any gaps in staff knowledge, skills
and abilities.

 As the Safe, Clean Water grants program grows, and the grants
management function within Civic Engagement expands, develop grants
management position descriptions.

Civic Engagement and Office of External Affairs management reviewed a draft of this report and 
generally agreed with our findings and recommendations. Their response is included in Attachment 
A to this report.  

Attachment 4 
Page 6 of 31Page 66



 Final Report  Performance Audit   Valley Water 

Page 7 of 18 

Objectives, Scope and Methodology  

Objectives  

The objectives of our audit were to: 

• Determine the extent to which Valley Water’s grants management and administration
program is operating effectively.

• Determine if opportunities exist to better align Valley Water’s grants management and
administration program and processes with best practices.

Scope 

The scope of this audit covered Valley Water’s Safe, Clean Water grants program activity for Fiscal 
Years 2017-18, 2018-19, and 2019-20.  We concentrated on grants that were both awarded and 
for which payments were made during that time period, and examined processes currently in 
place. Specifically, we reviewed Civic Engagement’s management and administration activities 
within the grants lifecycle through the lens of internal control and considering Valley Water’s 
processes and program results.  

Methodology 

Our audit methodology included gaining an understanding of Valley Water’s grant awarding, 
monitoring, and payment processes; reviewing grant agreements, grantee invoices, and monitoring 
supporting documentation; reviewing grant requirements, grantee disbursement data and Valley 
Water’s policies and procedures; and performing tests and other procedures on the information 
obtained.  Additionally, we surveyed grantees for their input on strengths and weaknesses of the 
grant program and their anonymized responses are included in Attachment B of this report.  

Sampling Methodology: 

To test grant awards, grant monitoring, and grant payments at Valley Water, we stratified the 
population of grant expenditures by the four grant priority areas in the Safe, Clean Water program. 
We used professional judgment to select a sample of payments to grantees in the same proportion 
of each priority area as the total population. Our sample of 33 grants (including partnerships and 
mini-grants) represented $4.6M of $10.9M in awarded grants, or 43 percent of total dollar amount 
awarded, open and closed grants within our review period.  Our audit testing focused on timeliness 
in two key timeframes: (1) days from grantee award date to grant agreement execution, and (2) 
days from invoice submission date to payment date (the date Valley Water issued a check to the 
grantee). The selected sample items do not necessarily represent the entire population of all 
grants; therefore, it would not be appropriate to project the test results to the population. We also 
tested selected grant payments and the associated grants for appropriate approvals and 
compliance with internal procedures, and assessed the reasonableness of project activities and 
results, compared to the requirements in the grant agreement.   

Procedures and Tests Conducted: 

 We conducted a risk assessment to identify the threats facing the grants program and to
identify the controls or procedures VW has in place to prevent, eliminate or minimize those
threats. The risk assessment allowed us to focus our testing areas most vulnerable to
unmitigated risks.
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 We reviewed Valley Water’s grant management policies and procedures and processes to
determine whether they aligned with national guidance. Both the National Grants
Management Association’s (NGMA) Grants Management Body of Knowledge (GMBoK
Guide) and the Government Finance Officers Association (GFOA) have organized best
practice steps for grant internal control into the five essential components of a
comprehensive framework of internal control: 1) Control Environment; 2) Risk Assessment;
3) Control Activities; 4) Information and Communication; and 5) Monitoring.  These
components are consistent with the internal control framework provided by the Government
Accountability Office (GAO) Standards for Internal Control in the Federal Government, also
known as the Green Book. The GAO bases the Green Book on a model of internal control
created by the Committee of Sponsoring Organizations of the Treadway Commission
(COSO)1. We then performed a gap analysis to compare Valley Water’s current practices to
national best practices.

 We interviewed Valley Water Civic Engagement management and employees to assess
roles and responsibilities and identify the unit’s processes, and to identify controls in place.
This included comparing best practices for staffing a grants management function to
existing staff job specifications.

 We tracked processing time for invoice payment and compared to internal guidelines, and
reviewed for internal controls over the review, approval, and authorization of payments.

While we remained attentive to indications of fraud, waste, and abuse, we did not specifically 
design audit objectives to search for it. 

We did not include any testing for grantee compliance with provisions of the grant agreement as it 
was not included in our audit objectives.  

Our work was conducted between September 1 and November 19, 2020. We conducted this 
performance audit in accordance with generally accepted government auditing standards. Those 
standards require that we plan and perform the audit to obtain sufficient, appropriate evidence to 
provide a reasonable basis for our findings and conclusions based on our audit objectives. We 
believe that the evidence obtained provides a reasonable basis for our findings and conclusions 
based on our audit objectives. 

Background 

In 2012, Santa Clara County voters approved Measure B, the Safe, Clean Water and Natural Flood 
Protection Program, as a countywide special parcel tax for 15 years with a sunset date of June 30, 
2028.   It identified five priorities:  

 Priority A: Ensure a Safe, Reliable Water Supply
 Priority B: Reduce Toxins, Hazards and Contaminants in our Waterways
 Priority C: Protect our Water Supply from Earthquakes and Natural Disasters
 Priority D: Restore Wildlife Habitat and Provide Open Space
 Priority E: Provide Flood Protection to Homes, Businesses, Schools and Highways

Eight unique grant programs exist in three priority areas within the Safe, Clean Water grants and 
partnerships program as follows:  

 A2: Water Conservation, Water to Go, and Pilot Mini-Grants

1 The Green Book may also be adopted by state, local and non-federal entities and non-profit organizations.  
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 B3: Pollution Prevention and Partnerships Grants
 B7: Support Volunteer Cleanup Efforts and Education Grants
 D3: Grants and Partnerships to Restore Wildlife Habitat, Grants and Partnerships to Access

Trails & Open Space, and Mini-Grants

Valley Water’s 63 grantees and partners are a mix of non-profit organizations, municipalities, 
educational institutions, special districts and other community stakeholders.  Grant opportunities 
are made available on a rolling basis for each priority area, except for A2 and D3 mini-grants, 
which accept applications on a year-round basis. As of September 2020, there have been 135 
individual grant projects, representing $13,120,529 in total awarded funds, with a balance of 
$4,845,560.2   

The Safe, Clean Water grant management and administration is performed by the Office of Civic 
Engagement, which is part of the External Affairs Division of Valley Water. Staffing is comprised of 
2.25 full time equivalent employees (FTEs):  Unit Manager (.25 FTE), Supervising Program 
Administrator (.60 FTE), Senior Management Analyst (1.0 FTE), and Management Analyst I (.40 
FTE).  Three of the four individual employees have duties in other Valley Water programs and 
departments in addition to their grant management duties. 

2 As of September 15, 2020. This differs from the amount of awarded grants within our audit period, which 
excluded grant awards in progress (not yet executed), cancelled grants, or grants that closed out prior to FY 
2017-18.  
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Principal Findings 

Finding 1: Valley Water Needs to Right-size Oversight in all Phases of the Grants 
Management Cycle  

The GMBoK describes risk-based approaches in grants management to identify grantees in 
greatest need of oversight as a solution to prioritize the highest risk first. Without a risk-based 
approach to all phases of the grants management cycle, a large investment in resources would be 
required. Although all grants are unique in their scope, size, goals, and outcomes, Valley Water 
applies a standard approach to grants management and administration, causing mis-matches 
between its level of oversight and the level of risk in specific grants. The time and other resources 
applied to manage a particular grant should be proportional to the size, scope, complexity, 
duration, risk, and strategic importance of that project. Further, the grantee’s status should be 
considered, e.g. whether the grantee is a repeat, successful partner. For example, a routine B7 
project for volunteer clean-up normally requires minimal grant management efforts. On the other 
hand, a high-value, construction project in B3 or D3 grants that requires California Environmental 
Quality Act (CEQA) review, permits, and that is strategically important to Valley Water will need a 
dedicated grant management team (including subject matter experts), greater monitoring, 
evaluation, risk management, sound decision making and relationship management. First-time 
grantees may need more substantial review of invoices and support documentation to ensure 
compliance within the first reporting periods.   

A “one size fits all” approach can delay decision making, impede grantee payments and 
overburden staff, both at Valley Water and the grantee.  Because Valley Water wishes to expand 
the Safe, Clean Water program to work with smaller community partners and non-profits who may 
have less fiscal capacity, this underscores the need for right-sizing requirements in all phases.  

Below, we discuss our findings on operating effectiveness within the standard grants management 
cycle: Pre-Award, Award, Post-Award and Closeout; and where Valley Water can align its current 
efforts with best practices within these phases of the grants management cycle.  

 1.1 PRE-AWARD 

Grant Applications (Standard Grants) 

Valley Water is already applying some best practices to the grants management function, mainly in 

the areas of automating manual, paper-based processes in the pre-award process. To streamline 

the grant application process, staff implemented a pilot grants management system in 2018 to 

allow applicants to submit proposals online. The system also allows Valley Water staff to conduct 

grant application reviews online. Best practices call for developing clear guidelines for “right sized” 

application and reporting processes, meaning that application requirements should be scaled to fit 

the size, risk, and complexity of each individual grant. In this area, however, Valley Water has a 

“one size fits all” approach used for application requirements and grant reporting (with the 

exception of mini-grants).  Valley Water uses the same general requirements for all sizes and 

types of grants, and generally uses standard terms in its grant agreements, with the exception of 

Mini-grants. 

Per the GMBoK, risk-based monitoring is a technique used by federal awarding agencies to 
identify the grantees in greatest need of oversight. Employing an effective risk scoring process 
saves valuable resources by lending specific focus to safeguarding public funds. An effective risk-
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based plan can be regarded as a due diligence exercise prior to award.3  Once a grantee’s overall 
risk has been assessed, Valley Water can then determine the level of scrutiny that should be 
applied for reporting purposes. For example, Valley Water could perform due diligence reviews of 
grantees to verify that they have the requisite financial management systems that will produce 
invoice detail required by the grant agreement, or collect information on the type of system 
capabilities the non-profit has to assess whether they can comply with financial reporting required 
by the grant agreement. If a grantee cannot, Valley Water could consider adjusting reporting 
requirements or to treat agreements below a dollar threshold similarly to a mini-grant.  Within the 
last year, Valley Water began requesting financial statements from applications for standard 
grants, where they review assets and liabilities but do not assess other fiscal health indicators or 
formalize the analysis in the grant file. Valley Water already implements a number of best practices 
such as checking GuideStar to verify the non-profit’s current status and viewing the grantee’s IRS 
Form 990, an important federal filing for many non-profit organizations. 

Please see Recommendation 1 above. 

 1.2 AWARD 

Grant Agreement Execution (Standard Grants)  

In the immediate post-award phase, there may be substantial time lags between when the grant is 

awarded and when the agreement is executed, depending on the level of funding, type of project, 

and level of project complexity.  Six grantees responded to our survey expressing concerns with 

delays between award and the grant agreement execution. The agreement and project scope 

negotiation process, requirements for CEQA, permits and number of signatures of Valley Water 

reviewers (up to nine signatures may be required), create significant time lags in the grant 

agreement execution process once the grant has been awarded. Based on grantees’ feedback and 

our file review, the execution of agreements can take several months and as long as a year. In our 

file review sample of 29 competitive grants, we found that it took an average of 152 days from 

grantee award to contract execution, compared to Valley Water’s goal of 60-90 days4 . One 

grantee surveyed explained that it took 18 months to sign the contract after Valley Water had 

agreed in principle to the grant, after the grantee had confirmation on matching grants from other 

funding partners on the project, and that delays could impact the viability of a project. 

These lags stem from both internal and external factors: First, for some grants, resolutions from 
governing bodies like city councils must be in place before contracts are executed, which could 
also delay the process. Project complexity is also a factor; for projects where the grantee needs to 
secure permits to perform the work, that process can take several months, just as those projects 
requiring CEQA review can also take more time from award to execution. Finally, Valley Water’s 
Agreement execution routing signatures include: Accounting, Risk Management, Legal, Chiefs (as 
applicable), Assistant CEO, CEO. 

Community Resource Planning Unit (CRPU) must also review the agreements. While Valley Water 
has improved the signature routing process through the use of an electronic signature application, 
the process can still take weeks due to the review required, and the potential re-routing that must 
occur if the agreement changes during the review process.    Also, not all grantees are awarded 
the full amount of funding they applied for. Valley Water funds projects based on evaluation criteria 
and may choose to partially fund multiple projects, which allows them to expand the number of 
grants in a priority area. For example, in 2018, among the twelve proposals submitted for priority 

3 GMBoK page 184. 
4 Per the RFP guidance for grant cycles, time between the projected District Board approvals and the 
execution of grant agreements ranges between two and three months, or 60-90 days.  

Attachment 4 
Page 11 of 31Page 71



 Final Report  Performance Audit   Valley Water 

Page 12 of 18 

area B7, supporting volunteer clean-up efforts and education, staff recommended funding nine 
grant proposals -- six at 70 percent, and three at 30 percent of their funding requests. Given the 
total funding available, the number of qualified projects, and concerns regarding some of the 
projects’ scope, staff determined the funding formula provided the most equitable distribution of 
available grant dollars and extended Valley Water’s ability to provide support to projects throughout 
the County5. Partial funding of a grant project can prolong the contract negotiation process 
because the grantee has to revise the project budget and workplan accordingly; or may need to 
secure additional funding to pursue the original project prior to contract execution.   

During the grant award process, Valley Water also works with the grantee to become familiar with 
the program and requirements.  Due to the back and forth nature during the post-award invoicing 
and reporting process, which we found to delay invoice payments to grantees, we determined that 
Valley Water could do more to orient grantees on the requirements to submit status reports and 
invoices -- a best practice. For the most recent grant award cycle, Civic Engagement began to 
provide more orientation for new grantees, which includes instructions on submission of invoices 
and reports on its new grants management system, FLUXX.   

Please see Recommendation 2 above. 

1.3 POST-AWARD 

Monitoring and Grantee Reimbursement 

At the program level, Valley Water has a robust monitoring system of the overall Safe, Clean Water 
grant program. The ballot measure that created Safe, Clean Water also created an Independent 
Monitoring Committee, which annually reviews the program’s progress to ensure the outcomes are 
achieved, and reports its findings to the Board. To the extent that program deficiencies are found, 
they are communicated in a timely manner to responsible parties, including senior management 
and elected officials, for corrective action -- a strong internal control.  

At the operational level, a control activity for the payment of grantee invoices -- monitoring for 
payment timeliness -- was not in place during the audit period. Invoices were emailed to a grants 
inbox that was not reliably staffed due to turnover and lack of coverage.  Once available, grantees 
began to upload their invoices to the grants management system, FLUXX, which is now regularly 
checked by all staff. More controls are now in place, and the current method of managing and 
monitoring grants is through Valley Water’s Grant Tracker spreadsheet. This spreadsheet is the 
primary tool for staff to track projects, incoming invoices, address delayed projects, and assign and 
perform general job duties. The tracker is updated during a weekly monitoring meeting and 
provides information on all grants in every stage.  

As a grantor, Valley Water can make payments to grantees in two ways, either through advances 
or through reimbursement. Smaller non-profits told us that they can be adversely impacted if 
reimbursements are untimely. Valley Water pays its standard grantees and partnerships6 through a 
reimbursement process, where grantees are required to submit the following documents to receive 
payment:  

 Payment request form

 Invoice form

5 File No.:18-0160, Agenda Date 3/13/18, Item No.:*7.1.  
6 Mini-grants are paid with an advance of $2,500 and the remainder at close out. 
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 Status report form

 Direct expenses, including receipts

 Timesheets for labor costs

 Benefits Rate Calculation

 Documentation of all accomplishments

Valley Water’s standard contract includes this language to describe the review process: 

“Valley Water will review Grantee’s invoice within ten working days from receipt and advise 
Grantee of any disputed items. Valley Water will review and approve undisputed invoices 
within ten working days from receipt and issue payment within forty-five (45) calendar days 
from receipt. Valley Water will pay invoices within forty-five (45) calendar days from date 
invoice is approved by Valley Water’s Program Administrator.”   

We reviewed the dates on invoice requests grantees sent and compared them with the dates 
checks were cut as shown in Valley Water disbursement reports. On average, it took 119 days for 
grantees in our sample to be paid, with a low of 10 days and high of 401 days. This average is 
nearly double the 60-day time to pay invoices in Valley Water policy. This timing was consistent 
with survey respondents reporting concerns with reimbursement timeliness.  In our testing, almost 
three-quarters of grantees (21 of 29) were paid later than the intended 60-day time frame, while 8 
out of 29 grantees were paid within the 60 days. Valley Water’s policy is to pay invoices within 60 
days, as shown in Figure 1.0 below.  We found that actual invoice payment from our sample of 
invoices took much longer, as shown in Figure 2.0. 

Figure 1.0: Invoice Payment Timelines in Valley Water Grant Agreement and Policy 

Time to Respond to 

Grantee (standard grant 

agreement)  

Time to Pay Invoice once 

Complete (standard grant 

agreement) 

Total Time Valley Water Invoice 

Payment Policy 

10 working days 45 Calendar Days  ~55-60 Calendar Days 60 Calendar Days 

Figure 2.0:  Actual Invoice Payment Timelines (FY 2018-2020) 

Valley Water Invoice 

Payment Policy 

 Actual Low   Actual Average  Actual High 

 60 Calendar Days  10 Calendar days   119 Calendar Days  401 Calendar Days 

Valley Water maintains a detailed process to review invoices and supporting documents in order to 
authorize payments to grantees. Once the invoices were reviewed and processed for payment, we 
observed that key internal controls for accounts payable processing were appropriately in place: 
separation of duties, authorization and approval, and review and reconciliation.  While we 
recognize that this authorization process is central to internal controls over disbursements, the 
process lacked the mechanism to monitor payment timeliness in accordance with the grant 
agreement. With historically inconsistent staffing levels, these combined factors caused Valley 
Water to exceed the grant agreement timelines for payments: 

 First, Valley Water staff explained, and we observed in the grant files, that grantees may
not submit the required information completely, and there can be multiple back and forth
conversations, emails, resubmissions and reviews over prolonged periods of time before
the invoice is deemed responsive and complete in order to authorize for payment.    One
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grantee interviewed explained that they submitted an invoice, and five months later, Valley 
Water called back to say something was missing from their invoice. 

 Second, 10 of the 29 grantees responding to our survey expressed concerns with untimely
invoice payments, explaining that in some cases, it took months to hear back from Valley
Water on submitted invoices and reports, including requests for additional documentation.
Grantees suggested, and Valley Water staff confirmed, that these delays were likely due to
Valley Water staff turnover. Additionally, during the period of our audit, no tracking
mechanism was in place to monitor when invoices were submitted by the grantee and when
a response was required, nor did we find evidence that Valley Water responded to grantees
within the 10 working days to request follow up information. However, we observed that
once the invoice and supporting documentation in the files we reviewed were complete,
and the program administrator approved the invoice for payment, the grantee was issued a
check immediately, within the 45 days required in the grant agreement.

Lastly, some grantees and partners cannot be paid if an agreement has expired, and the 
agreement term extensions and subsequent amendment process are holding up payment. When 
an amendment is needed, it must go through the whole agreement review and approval process as 
if it were a new agreement. One example was the City of San Jose, where four invoices exceeded 
one year from receipt as Valley Water and the City continued to work on an amendment to the 
agreement prior to payment authorization. During the current invoice review process, Valley Water 
staff are reviewing agreement expiration dates to ensure that the amendment extension process 
occurs in advance of agreement expiration.  

Valley Water is now working through the backlog of invoices that accumulated during periods of 
turnover and inconsistent staffing. Due to this backlog, Valley Water applied a triage approach to 
assignments, and this practice allowed grants managers to prioritize tasks and determine which 
projects need the most attention. Project status is updated weekly using the Grant Tracker, also 
assigning staff to manage the Grants Inbox, which ensures accountability and monitoring of 
grantee communication. Valley Water also has an internal practice to respond to grantee questions 
and communications within 48 working hours.    

New management practices and review of invoice data suggests that Valley Water may be better 
able to meet its grant agreement reimbursement timelines once the backlog is cleared.  As of 
November 5, 2020, Valley Water had 25 invoices to be paid with an average of 243 days 
outstanding from date of receipt. By November 12, 11 of these invoices had been paid, and the 
remaining average age of the invoices outstanding was 128 calendar days, indicating older 
invoices are being paid. Other indications that invoice processing timeliness might be improving 
were reported in our grantee survey. One grantee explained that for a recent contract signed in 
April 2020, the process for submission and approval of invoices was set up well and that their 
invoices are being currently paid in a timely manner.   

Most notably, staff are now monitoring the 10-calendar day response time required by the grant 
agreement on invoices and reports, but are not tracking the 45 calendar days to payment.7  The 
grants management system, FLUXX, will be able to run reports regularly to track metrics such as 
payment cycle times, and ensure that insurance expirations or contract expirations are tracked to 
ensure that expirations do not impact Valley Water’s ability to pay grantees.  

Please see Recommendation 3 above. 

7 Civic Engagement includes in their 2021 workplan within goal 2.1 (b) to complete invoice submittal reviews 
and request any follow-up items within ten days of receipt, and to process 100% of invoices within 45 days 
from when the invoice has been approved.   
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Status Reports 

Status reporting may be overly burdensome for some grantees. In our survey, three grantees 
explained that Valley Water progress reporting requirements and documentation may be overly 
detailed and burdensome to complete, especially for mini-grants. Best practices suggest using a 
streamlined reporting form for less complex and small dollar value grants, such as mini-grants, to 
ensure that grantseekers not expend more time and money getting the grant than they receive in 
funding, and to incorporate grantees’ perspectives and their operating environment into the status 
report requirements.   

The grant agreement requires grantees to submit written quarterly reports using Valley Water’s 
standard form and in conjunction with invoicing. Status reports include an update for each task in 
the grants. In our file review, we found that grantees do not typically submit status reports unless 
they accompany the invoice. Partnerships frequently submit invoices and progress payments at the 
same time once significant amounts of work have been completed, but this may not meet the 
quarterly reporting requirement.  This leaves Valley Water without regular information on ongoing 
projects and is not aligned with the quarterly reporting requirement in the grant agreement. Valley 
Water staff told us that this occurs because unlike non-profits, cities and other public agencies do 
not have cash flow issues and can float the costs while the project is ongoing, even if they don’t 
report or invoice each quarter.   

Please see Recommendations 4, 5, 6 and 7 above. 

1.4 CLOSEOUT 

Final Payment 

Similar to invoice processing, closeouts had long lag times due to lack of monitoring timelines. The 
closeout process is triggered once the grantee submits the final invoice, along with the required 
final reports and documentation. To process final invoices, Valley Water uses a Final Invoice 
Review Worksheet with a checklist for project completion including:  

 Final payment request form

 Final invoice

 Project fact sheet

 Final status report form including documentation of all accomplishments

 Notice of Completion for public works construction projects

 Project completion communication with authorized signature

 Presentation to Board of Directors upon request

While no formalized goal or timeline for project closeout is currently documented for Valley Water, 
federal granting agencies require final reports within 90 calendar days after the end date of the 
performance period8.   Of the seven grants in our sample with closed out status, we found two had 
not yet been paid.  We found in our sample that closeouts and the subsequent final invoice 
payment take an average of 173 days, and final payments can occur beyond six months after the 
agreement ends. The closeout process involves not only final invoice review and approval but, as 
noted above, the review, approval and presentation upon request of a final report of the project 

8 2 CFR 200.343: Closeout ‐ describes the actions that the non‐Federal entity and the Federal awarding 
agency or pass‐through entity must take in order to complete the closeout process at the end of the period of 
performance (codified 29 CFR Part 95.71 and 97). 
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before the Agreement Status Change Request (ASCR) is submitted to the contracts department, 
where the project is formally closed. Examples include:  

 One grantee’s agreement closed out in 2019, but the grantee submitted invoices in August
2020, and was paid in October 2020. Although payments to this grantee occurred within 44
days of the invoice, the payments, including the final payment, occurred 282 days from the
agreement end date.

 Another grantee completed work a year prior to the agreement end date, and was paid
within 69 days of the agreement end date, but did not receive their retention until 343 days
after the last invoice was paid.

 Finally, one grantee with an agreement end date of June 30, 2019 submitted their final
invoice in July 2019, but the ASCR was not prepared until July 2020 and payment occurred
in August 2020, 381 days from the date of the final invoice submission.

Valley Water is currently tracking closeouts in the Grant Tracker, but due dates related to the 
necessary activities, forms and actions are not captured.  

Please see Recommendation 8 above. 

Project Delivery Reporting 

The ASCR and completion of the closeout packet triggers the release of any retention and final 
payment, but is not prepared until after the agreement end date. Then, a memo is prepared by 
Civic Engagement staff describing the project, its outcomes and other results. This memo is sent to 
the Chief of External Affairs. The memo is then submitted to the Board in the CEO Bulletin upon 
request.  

Feedback from Grantees 

Valley Water has worked with over 60 different grantees and partners in the Safe, Clean Water 
program. As part of a sound internal controls system, information and communication between 
grantor and grantee are key to ensure there is a consistent flow of communication and feedback to 
allow the grantor to evaluate their practices and strive for continuous improvement. While grantees 
in our survey were pleased with the new level of communication from Civic Engagement, we noted 
there was no formal feedback elicited from grantees on regular basis. In the past, grantees have 
aired their concerns with Board members and the IMC. We recognize that Civic Engagement’s 
Workplan contains their intent to survey grantees, which is a best practice.   

Please see Recommendation 9 above. 

Finding 2: Valley Water Needs to Standardize Internal Policies and Processes 

Valley Water oversees grants with positive community results, but its operating effectiveness 
during the past three fiscal years was hampered by a lack of formalized grants management 
policies and inconsistent staffing structure. After the 2017 performance audit of the Safe, Clean 
Water program recommended that grants management be consolidated under Civic Engagement, 
the function became centralized, but staffing deficiencies raised by that audit remained. Further, 
past management did not develop basic operational components to develop a grants management 
function, like an operations manual and position descriptions for grants managers, leaving the 
program dependent on institutional knowledge and practices of a few staff. At present, Civic 
Engagement staff roles and responsibilities could be enhanced with end-to-end policies and 
procedures and job specifications.   

Grant program management should be guided by written policies and procedures accessible to all 
staff. A good organizational structure includes a clear delineation of roles and responsibilities, as 
well as explicit timelines to accomplish key tasks necessary for effective program implementation. 
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The lack of policies and procedures, coupled with inconsistent levels of dedicated staffing and 
turnover, contributed to the invoice payment backlog and other concerns voiced by grantees. A 
formalized policies and procedures manual can help ensure consistency in operations and can act 
as a training tool during transition due to turnover, as it helps an organization retain institutional 
knowledge, and navigate project and grantee issues, as well as provide guidance for the work flow 
– all of which were lacking during the audit period. New staff hired in FY 2020, although trained on
the job, did not have a formal set of standard operating procedures or a manual for managing
grants.

Please see Recommendation 10 above. 

Finding 3: Valley Water can Change Staffing Assignments to Enhance the Grant 
Management Function  

Reconfiguring job assignments should also be considered to enhance the grants management 
function once the backlog has been addressed and policies and procedures are developed. As the 
Grants Management Book of Knowledge (GMBoK) states, “success in grants management begins 
with good relationships. Both awarding agency and the recipient (grantee) should make efforts to 
keep communication open and collegial. Good communication, in turn, requires the grantee 
knowing the individual in key roles and holding key responsibilities within the awarding 
organization.”  

Presently, Civic Engagement staff are not assigned to particular grants or priority areas.  Rather, 
they are assigned tasks performed across all priority areas. Generally, a Management Analyst (0.4 
FTE) handles the mini-grants and closeout documentation, and the Senior Management Analyst 
(1.0 FTE) handles the standard grants. While the Program Administrator always performs invoice 
authorization, at any stage, a grant invoice, application or agreement may be handled by any one 
of the other three Civic Engagement staff. Because staff each maintain a wide range of duties, 
grantees do not always have a specific point of contact for questions. When information was 
needed or follow up conducted on unpaid invoices, grantees told us that different staff members 
had varying levels of familiarity with their particular grant, and individual staff familiarity could 
impact the answer to the grantees’ question.   Because staff are not assigned to specific grants 
and could be called upon to field questions from any grantee, the current staffing structure requires 
staff to work with four priority grant programs, consisting of eight unique grant categories.   Ten of 
29 grantees taking our survey were complimentary of current communications with Civic 
Engagement staff, but seven generally thought the communication was poor.   

The Grants Manager’s Network, in their Staffing Grants Management Report, provides a 
description of staffing needs necessary for a grants management function – positions, 
competencies and duties, which aligns job descriptions with grant operations. Similar to what is 
described in the GMBoK, programmatic functions are separated from the administrative and 
financial functions. This is also a key element of the control environment in the assignment of 
authority and responsibility, necessary to ensure that staff understand their internal control 
responsibilities and promote accountability of staff.  Based on our review and comparison with 
Valley Water Civic Engagement staff job specifications, with the exception of the Supervising 
Program Administrator position, current position descriptions do not adequately address the grants 
management functions, competencies and duties. All four staff members (whose time dedicated to 
grants management is 2.25 full-time equivalents) have a full-range of administrative and financial 
duties including managing active projects, and also comprise assisting applicants and preparing 
application materials, preparing reports for Board meetings and workshops, reviewing status 
reports and invoicing documentation, addressing compliance concerns, and closeouts.  In addition 
to historical staff turnover, these tasks are compounded by the release of new grant cycles multiple 
times a year.  
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Funding for the Safe, Clean Water program continues to grow with Measure S’s passage in 
November 2020.  If current organization and staffing assignments remain the same, it is 
reasonable to expect that either additional grant management staff may be needed to assume the 
workload9 generated by new projects, or that the workload of existing staff could be focused (or 
more fully dedicated in terms of FTE levels) to manage the increased responsibilities and grant 
volume. For Civic Engagement to maintain its current service levels and manage more grants, 
adequate staffing – and/or a clearer staff focus – will be critical. Whether Valley Water considers 
expanding or maintaining staffing levels, it should match expected workload with its capacity.   

Please see Recommendation 11 above. 

9
There is no benchmark or formula that we determined could be applied to set an appropriate grant manager workload due to 

variations in project complexity, grantee type, and level of staff experience. Best practices research showed a range of projects per 
grant manager due to differences in granting agencies and programs.  Currently, Civic Engagement does not track the number of 
projects assigned to a grant manager.  
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Performance Audit of Valley Water –  
Grants Management and Administration 

– Attachment A    Management Response Letter

MEMORANDUM 
FC 14 (08-21-19) 

TO: Greta MacDonald and Drummond Kahn FROM: Marta Lugo, External 
Affairs Assistant Officer  

SUBJECT: Management Response to Grants 
Management Performance Audit 

DATE: December 30, 2020 

The purpose of this memorandum is to provide the management response to the Grants Management 
Performance Audit conducted by TAP International’s subcontractors Greta MacDonald and Drummond 
Kahn. Management appreciates the opportunity to undergo a grants management performance audit 
and understands the value in the process to identify efficiencies and improvements to enhance the 
program. Despite challenges the program has experienced in the past, program staff has implemented 
numerous process improvements prior to the audit, which the auditor has highlighted in the report. 
These improvements include the following: 

• Implementation of a grants management system that: manages grant projects through the full
life cycle, from application to closeout, produces tracking reports, includes a grantee project
management portal for invoicing and reporting, and generates automated email reminders

• Payment of invoices within 45-days upon receipt of supporting documentation from grantees

• Establishment of internal metrics for response time for grantee invoice submissions and
inquiries

• Immediate payout of unquestioned and completed invoice items

Management would like to highlight the acknowledgement from the auditor that through a performance 
audit of the comprehensive Safe, Clean Water Program, the grants program was consolidated under 
the Office of Civic Engagement in 2017, and though the functions were centralized through the 
consolidation, adequate staffing levels raised by that audit remained unaddressed at that time. In 
addition, when the program transitioned over to Civic Engagement, there were no basic operational 
components that had been developed for grants management, such as an operations manual, so 
incoming program staff relied heavily on the institutional knowledge and inherited practices and 
procedures of previous program staff.  

To help address these historical issues, additional FTEs have been allocated to the grants program, but 
as highlighted by the auditor, the program continues to expand and will grow further with the passage of 
Measure S. In 2014, staff managed 17 open/active grant projects and in 2017, 33 projects. This grew to 
70 open/active grant projects in 2018 and currently 79 projects in 2020. The grants program has grown 
quickly in a relatively short amount of time, and learning and adapting is part of the growth process. 
Management appreciates that the auditor provides recommendations on how to address this ongoing 
challenge, to which staff has responded below.  

Additionally, management appreciates that the recommendations for improvement are timely as the 
grants program is undergoing a redesign to meet the expanded program under Measure S.  

Management addresses all eleven of the auditor’s recommendations below, with the intention to include 
the final recommendations into the new program.  
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Recommendations and Management Response 

Auditor Recommendation: 
1. Valley Water should consider developing clear guidelines for “right-sized” application and

reporting processes, meaning that application and reporting requirements should be scaled to fit
the size, risk, and complexity of each individual grant:
a. Valley Water should develop a formal due diligence policy and perform a due diligence

review for high risk grant projects. A due diligence review of applicants determines the
reasonableness of the grant and grantee’s ability to perform and assess the extent of the
grantee’s reliance on grant funds. This would include analysis of managerial and fiscal
capacity and past performance. For example, verify grantees have the requisite financial
management systems that will produce invoice detail required by the grant agreement, or,
gain an understanding of the type of system capabilities the non-profit has to assess
whether they can comply with financial reporting required by the grant agreement.

b. For high-risk grants where financial statements are required, analyze fiscal health indicators
of the entity and formalize the analysis within the grant file. For areas where Valley Water
already implements a number of best practices such as checking GuideStar to verify the
non-profits current status and to view the grantee’s IRS Form 990, staff should also
memorialize its analysis in the grant file.

c. For smaller non-profits or community groups, based on risk, Valley Water should consider
simplifying reporting requirements or developing alternative requirements for projects under
a dollar threshold, like $25,000, or establish a tiered structure and treat smaller projects
similar to mini-grants.

Management Response: Management agrees with this recommendation. 
Management agrees with the concept of “right-sizing” the application and reporting processes. 

a. Management agrees that assessing the risk for grant projects would increase the agency’s
due diligence to prevent fraud and waste. An initial risk assessment would also help staff
evaluate if any additional special provisions or tailored invoicing requirements and/or review
are recommended in the agreement and during the grant monitoring.

Management recommends that the risk assessment be conducted after the grant is awarded 
and before grant agreement is executed, and reviewed with the grantee at the mandatory 
kick-off/orientation meeting. The development and implementation of a risk assessment 
review and financial reporting system compliance review could also lengthen the time 
between award and execution of the agreement. These processes would require 
collaboration with subject matter experts in Risk Management and Finance.  

Staff will continue to review each invoice as it is submitted, in addition to conducting the risk 
assessment. Management also recommends that the grant agreement include a clause that 
grantees are still responsible and accountable for the proper use and management of public 
funds throughout the duration of the grant agreement. This agreement language would help 
assure that grantees understand and are held accountable for being responsible stewards of 
public funds, especially if they know staff is not reviewing invoices.  

b. Management agrees with requiring financial statements from applicants. Currently, all
standard grant applicants are required to submit audited financial statements or Form 990
as part of the standard grant application. This is not required for mini-grants or partnerships.
Applicants and grantees have expressed that audited financial statements are costly and not
feasible for smaller non-profit organizations. Therefore, Valley Water accepts the Form 990
as an alternative to audited financial statements. The audited financial statements and Form
990 are memorialized in the grantee’s project application, which turns into the project file, in
the Fluxx grants management system.
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Staff will continue to review each invoice as it is submitted, in addition to requiring the 
audited financial statements. This financial review would be completed during the 
application process to serve as another due diligence check to ensure public funds are 
awarded to organizations with financial capacity and sustainability to carry out the 
requirements of the project. Invoice review levels would be determined during the risk 
assessment after the funding is approved by the Board.  

c. Management agrees with simplifying reporting requirements and recommends using the risk
assessment to identify the tiered thresholds, instead of setting a dollar amount. While the
dollar amount is identified per project, the collective number of projects within that dollar
amount could add up to be a high dollar amount granted with minimal oversight.

Target Implementation: July 2021 

Auditor Recommendation: 
2. As new grants are awarded, an orientation for new grantees should be mandatory, and Civic

Engagement should provide an electronically accessible grantee guide, outlining all requirements
for programmatic and financial reporting compliance. This can be as simple as compiling existing
documents, developing reporting templates and developing a process map and including
instructions on who to call based on the nature of the question.

Management Response: Management agrees with this recommendation. 
Management agrees with requiring a mandatory orientation for new grantees. Staff began implementing 
kick-off/orientation meetings with grantees after agreement execution in early FY21. During the kick-off 
meeting, staff review and explain all expectations and requirements as specified in the agreement, as 
well as provide an orientation on the Fluxx grants management system. The agreement templates for 
standard and mini-grants include the invoicing and reporting templates and staff contact information. 
Staff will develop process maps and instructions for grantees. 

Staff utilize this opportunity to set clear expectations on the reporting dates, which includes reporting 
even if there are no invoices; invoice documentation requirements; and timeline for reimbursements. 
Management recommends that this orientation also include a review of the assessment of the grantees’ 
financial management systems and the risk assessment outcomes once those processes and criteria 
are developed.  

Staff will continue to meet with grantees after their agreement is executed, and program staff will 
remain available and accessible to all grantees throughout the process. Staff will update the agreement 
template to include the kick-off/orientation meeting as a mandatory activity.  

Target Implementation: January 2021 

Auditor Recommendation: 
3. Best practices suggest utilizing a grant management information system to run regular reports to

track timeliness and to conduct other monitoring activities. While many monitoring functionalities for
FLUXX remain in progress, we recommend, at a minimum, adding another column to the Grant
Tracker spreadsheet to track the 45-calendar day payment window once initial contact has been
made with the grantee. These payment cycle time metrics should be tracked and reported internally
monthly, and to the Board Audit Committee quarterly.

Management Response: Management agrees with this recommendation. 
Management agrees and staff has begun implementing a new column in the grant tracking spreadsheet 
to track the 45-calendar day payment window once a complete invoice is submitted by the grantee.  

Attachment 4 
Page 21 of 31Page 81



Page 4 of 9 

Staff began utilizing the Fluxx grants management system in FY20, starting with the grant application 
cycle, and continues to build out and customize the system functionalities. In FY20, staff began 
accepting status reports and payment requests on Fluxx. Staff is in the process of migrating active 
grants data, documentation and files into the Fluxx system to more effectively utilize Fluxx’s robust 
reporting capabilities. 

Staff recommends preparing the payment cycle time metrics report monthly to the Chief of External 
Affairs and Chief Executive Officer and annually to the Safe, Clean Water Independent Monitoring 
Committee (IMC) as they are the independent oversight committee that reviews all Safe, Clean Water 
projects. Staff will present the report to the IMC during its annual review. Staff will begin this reporting 
schedule with the development of the new grants program under Measure S, which will begin in FY22. 

In addition, pursuant to Valley Water’s practice, staff will provide an update on the audit 
recommendations to the Board Audit Committee in approximately six months. 

Target Implementation: January 2021 

Auditor Recommendation: 
4. Monitoring should be conducted, either manually or through automated reminder emails in FLUXX,

to ensure that a progress report, or another form of communication from a grantee, is submitted
quarterly ensure that Valley Water is kept apprised of project status and to ensure that work is
aligned with the grant agreement.

Management Response: Management agrees with this recommendation. 
Management agrees with this recommendation and staff is currently working on setting up the 
automatic reminders for grantees to submit their quarterly reports in the Fluxx grants management 
system to improve efficiency. Fluxx will also send automatic email reminders on upcoming expiration 
dates for insurance and agreement terms.  

Target Implementation: January 2021 

Auditor Recommendation: 
5. In addition to right sizing invoicing requirements based on the grant’s risk level, Valley Water should

right-size the level of progress reporting detail required for smaller dollar value standard grants, for
example, under $25,000.

Management Response: Management agrees with this recommendation. 
Management agrees and staff will develop “right sized” reporting guidelines and criteria along with the 
development of the new grants program under Measure S, which will begin in FY22. 

Currently, progress reporting is based on the scope and deliverables identified by the grantees and 
outlined in the executed grant agreement. Staff refers to the original grant agreement and ensures that 
what is in the grant agreement is being reported in the progress report. Staff does not request 
additional reporting outside of what is listed in the agreement.  

Target Implementation: July 2021 
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Auditor Recommendation: 
6. Valley Water should explore where, within existing District policies, it can augment grant

requirements for grant agreements and invoicing for certain grantees based on risk: partnerships,
repeat grantees, establish grant value thresholds, and determine whether the number of approvals
and signatures for payments are appropriate. At a minimum, for smaller, lower risk grants, Valley
Water should re-assess its reporting and invoicing requirements based on risk, dollar value, and
project complexity.

a. For example, Valley Water could treat grant agreements up to $25,000 like mini-grants and
expedite payment for low-risk grants and low dollar amount invoices from trusted long-term
grantees. Valley Water could consider paying unquestioned amounts earlier, and focus
more scrutiny on riskier, larger dollar amount invoices from new grantees.

b. Valley Water could also consider reimbursing expenses when invoiced and then using the
closeout process to reconcile remaining amounts below a reasonable threshold.  For
example, if a grantee bills $10,000 for its performance, and Valley Water questions $500 of
that amount, it could consider paying the unquestioned amount first, then resolve the
questioned amount by project.

c. Staff should focus their review on whether grantee costs are reasonable, allocable and
allowable in accordance with the project budget and grant agreement guidelines.  Spot
checks would be performed to ensure calculations are correct and that receipts match the
totals. The level of scrutiny applied and depth of review would be based on the grant and
grantee risk factors, as determined by management.

Management Response: Management agrees with this recommendation. 
Management agrees that assessing the risk for grant projects would increase the agency’s due 
diligence to prevent fraud and waste. An initial risk assessment would also help staff evaluate if any 
additional special provisions or tailored invoicing requirements and/or review are recommended in the 
agreement and during the grant monitoring. 

Staff recommend that the risk assessment be conducted after the grant is awarded and before the 
grant agreement is executed, and reviewed with the grantee at the mandatory kick-off/orientation 
meeting. 

The development and implementation of a risk assessment review and financial reporting system 
compliance review could also lengthen the time between award and execution of the agreement. These 
processes would require collaboration with subject matter experts in Risk Management and Finance.  

The risk assessment would supplement staff’s review of each invoice. Management also recommends 
that the grant agreement include a clause that grantees are still responsible and accountable for the 
proper use and management of public funds throughout the duration of the grant agreement. This 
agreement language would help assure that grantees understand and are held accountable for being 
responsible stewards of public funds, especially if they know staff is not reviewing invoices. 

Management recommends considering equity and inclusion in the development of the risk assessment 
guidelines and criteria. Applying varying standards for returning grantees would result in inequitable 
treatment and would disproportionately provide privilege to grantees who are already familiar with the 
grants program. The grants program continues to improve and be updated, so meeting the prior 
requirements may or may not mean that a returning grantee meets and understands the current 
program requirements. Additionally, varying guidelines and criteria per grantee agency could deter new 
agencies from applying if they feel that returning grantees have an advantage.  

a. While management agrees with the concept of streamlining the invoicing process, management
feels that this approach may also expose Valley Water to potential complaints of disparate and
inequitable treatment.
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Management recommends the following alternative as a consideration to avoid being vulnerable 
to such complaints. Management recommends developing and implementing a spot check 
process to review and/or audit grantees using an outside consultant, if the Board adopts this 
recommendation.  

While some grantee agencies are returning applicants and grantees, those agencies may have 
new staff managing the projects. Therefore, even though the grantee agency is not new, the 
agency staff changes does not guarantee that the projects are carried forward consistently.  

Staff agrees with simplifying reporting requirements and recommends using the risk assessment 
to identify the tiered thresholds, instead of setting a dollar amount. While the dollar amount is 
identified per project, the collective number of projects within that dollar amount may add up to 
be a high dollar amount granted with minimal oversight.  

b. Management agrees with this recommendation and will formalize this process. Staff currently
implements this practice informally, depending on the type of outstanding items are included in
the invoice. Staff will develop “right sized” invoicing guidelines and criteria along with the
development of the new grants program under Measure S, which will begin in FY22.

c. Management agrees, and staff currently focuses their review on grantee costs that are not
reasonable, allocable and allowable in accordance with the project budget and grant agreement
guidelines, such as items that were not included in the budget; costs that are not related to any
identifiable/reportable work in the grant scope; costs that have no supporting documentation;
overspending on a specific task without prior approval; and submitting reimbursement requests
for activities that have already been paid out. These improper payment requests are sometimes
due simply to grantee staff turnover, among other factors.

Target Implementation: July 2021 

Auditor Recommendation: 
7. Should Valley Water decide to continue to require the same information for progress and invoice

submission, they should:
a. Confirm the integrity of grantee financial management system data used for review before

award.
b. Include language in the grant agreement such as, “Failure to submit an accurate financial

invoice in a timely manner may result in payments being withheld, delayed, or denied, and
will result in payment delays”.

Management Response: Management agrees with this recommendation. 
Management will develop “right sized” invoicing guidelines and criteria along with the development of 
the new grants program under Measure S, which will begin in FY22. The items recommended below 
will be analyzed in the development of the new guidelines.

a. Management agrees that confirming the integrity of the grantee financial management system
data before award is warranted. One caveat is that these additional steps of both developing
and implementing a risk assessment and financial reporting system compliance review could
lengthen the time on the front end of the process, between the award period and the final
execution of the agreement. The development and implementation of these processes would
require collaboration with subject matter experts in Risk Management and Finance.

b. Management agrees with this recommendation to clearly state that an accurate financial invoice
is required to complete the payment request. Staff also recommends including language in the
template grant agreement for grantees to consent to still being responsible and accountable for
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the proper use and management of public funds throughout the duration of the grant agreement. 
This agreement language would help assure that grantees follow through with being responsible 
stewards of public funds, especially if they know staff is not reviewing invoices. These 
expectations would be reviewed with the grantee during the kick-off/orientation meeting after the 
agreement is executed.  

Target Implementation: July 2021 

Auditor Recommendation: 
8. Valley Water should solicit grantee and partnership feedback regularly, conducted by an

independent third party, as best practices suggest.  In addition to assessing satisfaction with the
program, inquiries should be made to determine the extent to which partial funding has impacted
the grantee and the project.

Management Response: Management agrees with this recommendation. 
Management agrees with this recommendation to solicit grantee feedback using an independent third 
party. The solicitation of grantee feedback will be timed so that it can be incorporated into the 
development of the new grants program under Measure S, which will begin in FY22. 

Target Implementation: January/February 2021 

Auditor Recommendation: 
9. Valley Water should determine a reasonable goal and timeline for final closeout and final payment,

including the release of retention. The established dates and timelines should be monitored in the
Grant Tracker and when possible, included in any automated flags and alerts that FLUXX can
provide.

Management Response: Management agrees with this recommendation. 
Management agrees and staff will develop closeout timeframes and track them in the grants tracking 
sheet. The final invoice is held to the same tracking and reporting standards as all other invoices. The 
retention is only held from the final invoice when documentation of deliverables is still being submitted 
by the grantee. Once submitted, then the retention is released. The closeout timeframes will be 
established along with the development of the new grants program under Measure S, which will begin 
in FY22.

Target Implementation: July 2021 

Auditor Recommendation: 
10. Valley Water should prioritize developing a grants management operations manual containing all

relevant policies and procedures.

Management Response: Management agrees with this recommendation. 
Management agrees with this recommendation and believes it will help streamline the overall grants 
process and enhance grantee understanding of and compliance with all procedures. A grants 
management operations manual will be developed prior to the implementation of the new grants 
program under Measure S, which will begin in FY22. 

Target Implementation: March 2021 
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Auditor Recommendation: 
11. To ensure that staff understand and carry out their internal control responsibilities, and to promote

accountability, Valley Water should consider reconfiguring job assignments to enhance the grants
management function once the backlog has been addressed and policies and procedures are
developed:
a. Option 1: Assign Staff by Priority Area and Specific Grants. This would allow staff to become

familiar with the priority area, programs and grantees, as well as create a balanced number of
programs a grant manager is expected to manage. This would benefit the grantee with the
assignment of a single point of contact for questions at any phase of the project. This would
allow for important information concerning a grantee, and project details learned in the
application stage to transfer to active project management and throughout the life of the project.
The downside to this option is that grant managers would still be required to perform duties that
they might not have the technical capacity, knowledge or authorization to properly perform, such
as a subject expert having responsibility for invoice processing, or a finance and accounting
expert having responsibility for program oversight.

b. Option 2: Split Application and Active Grant Management Duties. Civic Engagement may
consider dividing the work performed during the application cycle and work performed during
the active project management cycle into two separate positions or teams. From an efficiency
perspective, this delineation could improve overall workflow by decreasing bottlenecks that
occur during certain times of the year (e.g., the allocation/application cycle) and ensure that a
sufficient number of staff remains focused on active grant management, such as invoice review
processing and monitoring. Additionally, with such a delineation of duties, one individual could
be assigned to or specialize in contracts and billings for all grants.

c. Once job assignments are determined, the Supervising Program Administrator and Unit
Manager should develop a training manual and schedule that clearly identifies the type of
training needed to effectively perform specified job duties to address any gaps in staff
knowledge, skills and abilities.

d. As the Safe, Clean Water grants program grows, and the grants management function within
Civic Engagement expands, develop grants management position descriptions.

Management Response: Management agrees with this recommendation. 
Management agrees with this recommendation. With the development of the new grants program under 
Measure S, staff and the Board have an opportunity to update the current grants program and begin 
implementing new criteria, policies and procedures. Once the new program is developed, job 
assignments may be restructured to best meet the needs of the program as the auditor has suggested 
here. 

a. With the development of the new grants program under Measure S, the grants will not have
defined priority areas to accommodate multi-benefit projects and provide flexibility for new and
innovative projects that still achieve Valley Water’s mission. Therefore, Option 1 may be more
challenging to implement due to the types of grants being more integrated and some grant types
receiving more interest than others which would leave the workload unbalanced. Management
recommends pursuing Option 2, as described below, to meet the needs of the new grants
program.

b. Management agrees with this recommendation. As the grants staff continue to clean-up the
inherited backlog, the team is adopting this model to assign roles. The Program Administrator
(0.6 FTE) is managing the new grant cycle process, including applications, and partnerships,
and continues to authorize invoice payment. The Senior Management Analyst (1.0 FTE)
manages the day-to-day support for all standard grants. The Management Analyst I (0.4 FTE)
manages all aspects of the mini-grants, including application, award and monitoring. The grants
team meets weekly to ensure sufficient cross-training on all grants management tasks and
active items to ensure cohesive customer service to all grantees.
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Management agrees with the audit report that “to maintain current service levels and manage 
more grants, adequate staffing – and/or a clearer staff focus – will be critical.” As the grant 
portfolio increases every year, which results in a continually increasing workload, management 
agrees with the audit report that “Valley Water should ensure the expected workload matches its 
capacity.”  

c. Management agrees with this recommendation and believes it will help ensure the grants
program continues to be aligned with industry best practices as they evolve.

d. Management agrees with this recommendation to provide clearly defined roles and structure to
the grants program. The development and implementation of new grants management position
descriptions would require collaboration with subject matter experts in Human Resources and
consultation with the unions. While the grants team currently does not have the authority to
develop and adopt these position descriptions, this idea will be further explored with the Chief of
External Affairs and Human Resources department. Establishing processes and procedures in
an operations manual will assist with the development of the position descriptions.

Target Implementation: July 2021 

__________________________ 
Marta Lugo, Assistant Officer 
Office of External Affairs  

cc: 
K. Yasukawa, A. Fonseca, P. Lam, S. Tran, R. Gibson, D. Taylor, A. Blackmon
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Grants Management and Administration 

Attachment B – Anonymized Survey Responses 

Attachment B – Anonymized Survey Responses 

We sent a survey to 63 grantees in September and October, 2020. Anonymized responses of the 

29 grantees who responded to the survey follow.  Numbered responses match for each of two 

questions, so for example, answer 1 in both lists is from the same grantee responding to the 

survey. 

Anonymized Survey Results:  
Answers to: What are the Strengths of Valley Water’s grants process, e.g. what is working 
well? 

1. The application process is clear. It seems as though recently, the turnover has been limited which made

the process clearer and has improved response time. I also appreciated how Valley Water set up phone

conversations to address questions and concerns, rather than sending multiple emails back and forth.

2. Fluxx management system is well organized and easy to understand, staff are knowledgeable

3. Staff is available to answer questions and provide technical support.

4. VW staff has been very responsive in helpful in guiding us through the grants process, as well as being

flexible and understanding of our institutional processes and special circumstances.

5. The staff are very friendly and professional during communications. They work with us closely to resolve

any issues

6. Program Managers are typically well informed of the grant rules. Program Managers are typically very

timely and responsive.

7. Personnel are extremely professional, punctual and efficient when available.

8. They fund environmental programs.

9. (Respondent skipped)

10. One of the four contact people assigned to the process was very helpful, providing feedback and

guidance

11. Being locally based, applicants have a good chance of success (as opposed to competing for state-wide

grants). This program provides funding that has truly amplified our organization's impact in the region.

Also, although I know the program has received feedback that the application process is onerous, I

would actually say that the application itself is on par and in some ways easier than other programs we

have applied to.

12. Information

13. Notification of when grants are open Notification of when my application is incomplete or that they lost

some information

14. Their trash efforts along the Creeks

15. Process-driven with explanations on decision - appreciate the thoroughness Grants important issues

that don't see a lot of funding opportunities Grants team is very helpful and approachable

16. good intentions to replace lawn with water saving plants

17. there was good coordination with various departments within the Agency

18. Multi-year grants and the ability to plan on the next round of grant funding are strengths of the process.

At a high level, the biggest strength of this program is that it encourages cities to invest in watershed

restoration in order to unlock the funding through the match requirement. Once this starts, the city

usually sees the benefit and continues beyond the grant period. If we want to continue to restore

watershed habitat and maintain these habitats for fire, we need to keep this program going with the

promised level of investment. The impact for the amount of investment is a great achievement for

Valley Water, and they could highlight it more.

19. Good client service from the Valley Water staff.

20. Information session and application process was informative and easy.

21. Flexibility/ nimbleness -- relatively efficient application and amendment processes.
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22. Once the contract was signed in April 2020, the process for submission and approval of invoices was set

up well. For the last 3 months it has been working well and our invoices are being paid in a timely

manner.

23. Personalized feedback and responsiveness from staff that guided me through the application and

fulfillment process.

24. Valley Water is very easy to contact and get feedback.

25. The new team handling the process has helped things go smoother

26. Instructions are generally very clear, the staff is professional & personable, and there's a lot of support

during the application process.

27. The one-to-one interaction we were able to have with the grants officer to answer questions and field

ideas and updates along the way.

28. Grants program staff are extremely collaborative and willing to work through issues that arise with

existing grants. We have new staff, so are not experienced with prior grant application process details

with Valley Water. The move toward standardized forms and practices across grant programs at Valley

Water is very positive. The opportunity to participate in workshops ahead of grant applications is very

helpful. - The availability of prior grant award information on the website is helpful. Staff continuity and

team capacity is very helpful and has been a positive for recent work with Valley Water.

29. The online application process makes it a little easier to keep track of everything and reduces the need

for paper, which is great.

Answers to:  What are some of the weaknesses of Valley Water's grant process, e.g. 
what could be improved in the grants management process?   
1. Admittedly, the repeated turnover mid-grant term was quite challenging. There was different

information given to our organization at different times, which caused a lot of back and forth on both

ends. Additionally, we had challenges receiving payments punctually which can be difficult for a non-

profit organization. There was a lot of confusion with deadlines. We had deadlines outlined by the

original grant representative, which conflicted with the contract that stated we had three years. This

was eventually cleared up with the new grant team, which we appreciated! I understand that Valley

Water needs detailed information about money spent. That said, it would be helpful to have the grant

reimbursement request process somehow more streamlined, consistent, and concise.

2. Process to get final grant agreements in place is very cumbersome and lengthy, due to governance

requirements

3. Communication about timeline for decisions.

4. None that I can think of. This is our first grant award from VW, so this has been a new learning process

for us.

5. Communications greatly delayed. One of our grants was submitted in 2019, but still no result provided.

Often it takes weeks to communicate with staff and 4-6+months for payment on invoices

6. The execution of agreements can take several months and sometimes over a year.

7. Delays, below average communication and high rate of staff turnover. From our experience it has been

difficult to get a hold of grant managers and sometimes other personnel through email or phone, and

when we do come in contact, it is often weeks later. Due to turn over of grant managers, some

agreements have not held over to new staff, or have to be renegotiated or re-explained. Finally, the

grants system doesn't seem to be being used to its full potential, at least for submitting reports (which

we still are doing by email).

8. The tracking is disproportionate to the amount of money distributed an was not well-explained up front.

Our agency manages grants from the state, several counties, the air district, DOE, NHLBI, and

foundations, and this is the most tedious of them all. We have decided not to apply for another grant

from Valley.

9. Four different Valley Water contact people were involved over a 3year period, follow-up contact was

not very good, upon completion it took nearly three months before I heard back from someone from

Valley Water and the issue is still not resolved.
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10. Constant staff turnover Overly administrative Only ever received partial funding. Difficult to find funding

to complete projects.

11. The process seems to be extremely rigid and bureaucratic. Staff are always very friendly and easy to talk

to, but they don't seem to be empowered to make decisions. Processing of contracts and invoices takes

forever; is it because of routing to various departments? Could this be streamlined? Also, the program

could be more forgiving of applications that miss a technicality - we know of at least one instance where

an application was not considered because it was missing some piece (I can't remember the details). In a

program where you are not being overwhelmed by applications, it seems like it would be possible to be

more flexible in these situations. We recently submitted a proposal to OSA and forgot an attachment --

the grant program staff caught this oversight and alerted us to it! Finally, the mini-grants were a great

idea and did at first provide quick funding for small projects and accessible to a wider audience.

Recently it seems this has become bogged down as well with things like insurance requirements and just

an inordinate amount of review. These small projects will often move on without quicker decisions.

12. None

13. High staff turnover (4 grant contacts over 1-year grant) Grant system reflects incomplete information on

my grant that was completed. Communications is through many people or non-existent Slow payment

Slow to reply to application status Non-friendly format for application and for report submission in Flux

14. It is painful to work thru Staff, slow turnaround on invoices up to 15 months, permits required to

execute grants sourced thru District take 7-24 months to receive. Some of it may track back to turnover

in these Depts but as a grantee this shouldn't be such a problem. our organization will not seek

additional grants via Valley Water.

15. Process to formalize grant agreements and process payments is way too long - to the point where it

impacts organization finances long-term planning. The grant reimbursement requirements are

unnecessarily specific and detailed, especially given the fund amounts. For long term partnerships -

grant needs to consider general operating support for nonprofits with mission alignment

16. When I applied for the grant, I thought it would be simple and easy. I started out fine, talked to interns,

to contractor on list, and though I was doing everything right. Then communication stopped from Valley

Water interns helping with grant program.

17. during my grant contract, there were several staff changes acting as the grant manager and changes to

reporting formats. That was a bit time consuming

18. The process is overly burdensome both on the grant application side but mainly on the payment side.

Payments are often delayed for over 6 months, and Valley Water does not live up to its own contractual

commitments to point out any issues with the invoices within a few weeks of receiving the invoice.

Furthermore, there is so much staff time wasted on very small costs. We also get paid through a PO

process with other departments, and we can get paid within two weeks of submitting the invoices. The

amounts are similar and the PO process does not require nearly the amount of proof that the grants

process requires. It's like the grants program assumes non-profits are out to cheat them whereas the PO

process assumes that private industry wouldn't do such a thing. On the grant application side of things,

the mini grant idea has really been lost. Our first mini grant (~4 years ago) was approved within a month

and paid out without a lot of documentation. Our last mini grant took over 6 months to get reimbursed,

and new requirements were added after the project was completed. Our current mini grant application

has been sitting in review mode for over a year. I can't help but think that the amount of staff time to

review these $5K grants exceed the cost of the grant.

19. None that I observed.

20. Once the grant was awarded, it took a very long time to draw up and finalize the get the agreement.

Since we applied to a mini-grant, the awarded funds just narrowly exceeded the cost of administering

the grant on our side. Part of the problem was that we were first time applicants, so I had a lot to learn

about the process of grant receipt and administration with Valley Water. However, for small grants in

particular, I think it would be appropriate to streamline the process of awarding grant funds in order to

increase the impact of grant dollars.
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21. We have experienced very slow processing of grant invoices -- this imposed a significant financial

hardship on our organization -- even though it is a relatively large national one.

22. It took 18 months to sign the contract after Valley Water was agreed in principle to the grant. Valley

Water's in principle agreement came in October 2018 after we had confirmation on matching grants

from other cities.   Delays like this can impact the very viability of a project.

23. It could be helpful to have specific examples of ways to accomplish goals.

24. Getting a contract processed takes a long time.

25. They had a lot of turn over and grant invoices have gone unpaid for more than a year. As a nonprofit

who runs on a small budget that puts us in a really difficult spot. The grants also require a lot of specific

fulfillment details that can be quite involved for the size of the grant. If the grants were larger amounts

the grant requirements would be relative but sometimes the grant is small and the amount of work we

have spent trying to fulfill the requirements and get the invoices paid has surpassed the value of the

grant. We have limited resources and capacity so having to spend a lot of time following up on unpaid

grants is taxing for us.

26. There is a very long lag time between submitting reports and hearing back about additional info that

needs to be submitted; reimbursements took months longer than expected.

27. We felt that there was quite a bit of documentation and reporting required for the mini grants. This can

place a burden on smaller organizations who do not have dedicated development staff.

28. Legacy issues have been a challenge for budgets and forms for existing Valley Water grants. Length of

time for processing grant agreements to be executed has been a challenge.

a. Length of time for processing grant reimbursement requests of more than 6 months has been a

significant issue.

b. Staff changes and/or capacity for work load may be impacting Valley Water effectiveness in

grant management. This seems to be an issue Valley Water is actively trying to address.

c. When issues arise for natural resources (heavy rain years, drought, plant survival outcomes),

there are needs for changes to original budgets that may be made more difficult with staff turn-

over.

d. Staff changes resulted in delays and poor communication for some existing grants, this again

may be a legacy issue.

e. 30-day review is not what our organization has seen. Delays cause difficulty for project team

members involvement in the field and time to discussion for any questions months later on

reimbursements.

29. We totally understand current circumstances but even before, it would take a long time to get invoices

paid from the time we submit all our paperwork and reports. Granted, we haven't had to submit

anything in FLUXX yet, but that will hopefully help with keeping track of the status of reports and

payments.
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Independent Monitoring Committee, December 2021

Grants Audit Recommendations Progress 
Report
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2Key Accomplishments
• Additional staffing resources allocated. *IMC Recommendation
• Completed the Grantee Survey.
• Continued to administer active grants while making

improvements.
• Grantee Guide and Grants Manual underway.
• Developed and implemented new checklist to streamline CEQA

review.
• Designed new Bottle Filling Station grant funding opportunity.
• Trainings to learn industry best practices.
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3#1: “Right-sizing” and
Fiscal Review
• Hiring a consultant to “right-size” the grants program.
• Mini-grants – Only reporting requirement is final

project fact sheet. No supporting documentation.
Insurance waiver option for low-risk projects.

• New Bottle Filling Stations – Brief application form.
Shorter agreement with fewer reviewers. Streamlined
CEQA checklist. No insurance requirements.

In Progress
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4#2: Grantee
Orientation and Guide
• Implemented kick-off/orientation meetings.
• Grantee Guide underway with consultant.

In Progress
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5#3: Reporting and
Tracking
• Tracking timeliness and monitoring using the Grant

Tracker spreadsheet.
• Mini-grants – Awarded within 29 days, on average, and

executed agreement within 69 days, on average.
• Invoices – Adopted a 30-day payment deadline.

Approved payment within 13 days, on average.
• Closeouts – Completed within an average of 51 days.

Achieved
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6#4: Monitoring
• Set up automatic reminders in the Fluxx grants

management system to notify grantees of upcoming
expiration dates for insurance and agreement terms.

Achieved
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7#5: “Right-size”
Reporting Requirements
• Hiring a consultant to “right-size” the grants program.
• Mini-Grants – Only requirement is a final project fact

sheet. No receipts or other documentation is required
for invoice.

• New Bottle Filling Stations – No insurance
requirements. Photo is the only reporting requirement.

In Progress

Attachment 5 
Page 7 of 15Page 99



v
a

ll
e

y
w

a
te

r.
o

rg

8#6: Base Requirements
on Risk
• Hiring a consultant to “right-size” the grants program,

including developing a risk-based approach.
• Implemented insurance waiver option for low-risk

mini-grant projects.

In Progress
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9#7: Financial Review
of Grantees
• Hiring a consultant to “right-size” the grants program,

including a process to analyze grantee’s financial
health.

• Added auditor’s recommended language to the
agreement and invoice templates.

In Progress
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10#8: Grantee Feedback
• Completed an anonymous survey of grantees by an

independent, third-party in July 2021.
• Results will be used to improve the grants program and

serve as a baseline to track feedback over time.
• Survey will be conducted annually moving forward.

Achieved
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11#9: Closeout Timeliness
• Established a 60-day timeline to closeout a project after

the final invoice is paid.
• Closeouts have taken an average of 51 days.

Achieved
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12#10: Grants Manual
• Grants Manual is underway with consultant. Projected

completion date by June 2022.

In Progress
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13#11: Job Assignments
• Board approved two positions for the grants team,

which have been filled.
• Established designated roles amongst the grants team

members.
• Continue cross-training grants staff on all aspects of

grants management.
• Individual training opportunities identified through the

annual goal setting process.

Achieved
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14What’s Next
• Hire consultant to redesign grants program.
• Continue to implement industry best practices.
• Launch new Bottle Filling Station grant opportunity.
• Continue to implement the CEQA checklist to

streamline review.
• Continue to develop Grantee Guide and Grants Manual.
• Develop outreach strategy, including working with the

REDI Office to reach disadvantaged communities.
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Santa Clara Valley Water District 
Grants Survey
Results Presentation

September 2021

Market and Opinion Research

PROBOLSKY RESEARCH
23 Corporate Plaza Suite 150 Newport Beach CA 92660

Newport Beach
(949) 855-6400

Washington DC
(202) 559-0270

San Francisco
(415) 870-8150
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Santa Clara Valley Water District Grants Survey
Survey Methodology*

From Tuesday, July 20, 2021 to Tuesday, July 27, 2021, Probolsky Research conducted a survey among Santa Clara Valley Water District Grants Program participants.

A total of 65 grants program participants were surveyed online and by phone. We invited participation via email and text message and called those who did not respond online. Security measures
precluded individuals from completing the survey more than once and allowed only the designated respondents to complete the survey. Online respondents were able to use their computer,
tablet or smart phone to participate.

Our sample was developed from the Santa Clara Valley Water District Grants Program database.

Probolsky Research is a Latina and woman owned market and opinion research firm with corporate, election, government, and non-profit clients.

*Due to rounding, totals shown on charts may not add up to 100%

1
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Respondent demographics by years with grants 
experience, organization type and grant type

62.2%

35.1%

2.7%

Standard Grant

Mini Grant

Partnership

50.0%

31.3%

12.5%

6.3%

Non-profit

Government

Education

Company

Years with Grants experience Organization type Grant type

28.1%

28.1%

53.1%

73.4%

51.6%

2017

2018

2019

2020

2021
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89% believe Grants & Partnerships Program 
makes a positive impact on the community
Question 1:     Do you believe that Valley Water’s Safe, Clean Water Grants & Partnerships Program makes a positive impact on the community? 

89.1%

3.1%
7.8%

Yes, it makes a positive impact on the community No, it does not make a positive impact on the
community

Unsure
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86% say Grants & Partnerships Program have 
benefitted their organization
Question 2:     Has Valley Water’s Safe, Clean Water Grants & Partnerships Program benefitted your organization? 

85.9%

7.8% 6.3%

Yes, it has benefitted my organization No, it has not benefitted my organization Unsure
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55% say grant funding is a critical part of their 
organization’s budget
Question 3:     Is grant funding from Valley Water’s Safe, Clean Water Grants & Partnerships Program a critical part of your organization’s budget? 

54.7%

32.8%

12.5%

Yes No Unsure

Attachment 6 
Page 6 of 25Page 114



6

61% say the Grants & Partnerships Program is 
better or about the same as other grant-offering 
public agencies
Question 5:     In the past year, how would you compare the way Valley Water administers its Safe, Clean Water Grants & Partnerships Program compared to other public agencies 
that offer grants, would you say that Valley Water is better, the same, or worse? 

26.6%
34.4%

10.9%

28.1%

Better About the same Worse Unsure
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78% would apply for Grants & Partnerships 
Program again
Question 6:     Based on my experience in the past year, I would apply for a grant with Valley Water’s Safe, Clean Water Grants & Partnerships Program again. 

78.1%

6.3%

15.6%

Agree Disagree Unsure
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50% say application process was easy to understand

Question 7:     In the past year, the process of completing a grant application was seamless and easy to understand. 

50.0%

26.6% 23.4%

Agree Disagree Unsure
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61% say the grant eligibility criteria was reasonable

Question 8:     In the past year, the grant applicant eligibility criteria were clear, reasonable, and not overly cumbersome.

60.9%

14.1%

25.0%

Agree Disagree Unsure
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55% say the insurance requirements for grants 
were reasonable
Question 9:     In the past year, the insurance requirements for grants were reasonable. 

54.7%

9.4%

35.9%

Agree Disagree Unsure
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73% say their projects usually meet eligibility 
requirements
Question 10:     The projects I seek funding for usually meet Valley Water’s Safe, Clean Water Grants & Partnerships Program eligibility requirements. 

73.4%

3.1%

23.4%

Agree Disagree Unsure
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48% are satisfied with grant registration through 
FLUXX system
Question 11:     Are you satisfied or unsatisfied with the registration and administration of your grant(s) through the online FLUXX grants management system? 

48.4%

14.1%

37.5%

Satisfied Unsatisfied Unsure
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41% say the Grants & Partnerships Program has 
improved
Question 12:     In the past year, the administration of Valley Water’s Safe, Clean Water Grants & Partnerships Program has improved. 

40.6%

6.3%

53.1%

Agree Disagree Unsure
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84% find grants staff friendly, helpful, and professional

Question 13:     In the past year, working with Valley Water grants staff, I have found them to be friendly, helpful, and professional. 

84.4%

1.6%

14.1%

Agree Disagree Unsure
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61% rate grant’s staff customer service as good 

Question 14:     In the past year, how would you rate the customer service provided by staff, such as responding to inquiries? 

60.9%

18.8%

4.7%

15.6%

Good Fair Poor Unsure
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55% rate grant’s staff community outreach as good 
or fair 
Question 15:     In the past year, how would you rate the outreach that Valley Water’s grants staff conducts in the community? 

39.1%

15.6%
7.8%

37.5%

Good Fair Poor Unsure
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65% are satisfied with mini-grants process

Question 17:     Are you satisfied or unsatisfied with the year-round mini-grants ($5,000 or less) process? 

65.4%

26.9%

7.7%

Satisfied Unsatisfied Unsure

[Asked among mini-grant applicants only]
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77% are satisfied with mini-grant application 
review process
Question 19:     Are you satisfied or unsatisfied with the review process once you submit your application for a mini-grant? 

76.9%

7.7%
15.4%

Satisfied Unsatisfied Unsure

[Asked among mini-grant applicants only]
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31% are unsatisfied with mini-grant pay process

Question 20:     Are you satisfied or unsatisfied with the process of getting paid after you have been awarded a mini-grant? 

23.1%
30.8%

46.2%

Satisfied Unsatisfied Unsure

[Asked among mini-grant applicants only]
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58% are satisfied with applications review process

Question 23:     Are you satisfied or unsatisfied with the application review and evaluation process, including the required subject matter experts, staff, and Board approval of the 
grant application? 

57.8%

8.9%

33.3%

Satisfied Unsatisfied Unsure

[Asked among standard grant applicants only]
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40% are satisfied with standard grants payment process

Question 24:     Are you satisfied or unsatisfied with the invoicing and payment process and how they are made in either monthly or quarterly transactions for standard grants? 

40.0%

8.9%

51.1%

Satisfied Unsatisfied Unsure

[Asked among standard grant applicants only]
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100% are satisfied with interaction with 
partnership agreement
Question 26:     Are you satisfied or unsatisfied with your interactions with Valley Water staff when entering into a partnership agreement?* 

100.0%

Satisfied

[Asked among partnership applicants only]

* Historically, partnerships were executed uniquely as either agreements or contracts by Valley Water staff in different units. Therefore, the
administration of partnerships is unique per each of the partnership terms and conditions set at the time the partnership was executed. Attachment 6 
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50% are unsatisfied with partnership payment 
process
Question 27:     Are you satisfied or unsatisfied with the invoicing and payment process and how you received funds?* 

50.0% 50.0%

Unsatisfied Unsure

[Asked among partnership applicants only]

* Historically, partnerships were executed uniquely as either agreements or contracts by Valley Water staff in different units. Therefore, the
administration of partnerships is unique per each of the partnership terms and conditions set at the time the partnership was executed. Attachment 6 
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PROBOLSKY RESEARCH
23 Corporate Plaza Suite 150 Newport Beach CA 92660

Newport Beach
(949) 855-6400

Washington DC
(202) 559-0270

Market and Opinion Research

Questions?

Michael McLaughlin, Analytics Director
O: 949-855-6400

Adam Probolsky, President
O: 949-855-6400 | M: 949-697-6726
E: adamp@probolskyresearch.com 

San Francisco
(415_870-8150 
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Independent Monitoring Committee, December 2021

Management of blending CSC, 2012 SCW and Measure S
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Agenda

2

Renewed Safe, Clean Water Program

Program highlights 

Changes across program priorities

Questions
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Two-thirds of voters 
approved the 15-year Clean, 
Safe Creeks and Natural 
Flood Protection Plan.

74% of voters 
approved the 15-year 
Safe, Clean Water 
and Natural Flood 
Protection Program 
focused on five (5) 
priorities

75% of voters approved the 
renewal of the Safe, Clean 
Water and Natural Flood 
Protection Program 
focused on six (6) priorities

History of Voter-Approved Measures

3
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6 Community-
Preferred 
Priorities

4
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Continues local  
funding for vital  
projects benefitting 
the community  
beyond 15-years.

Adds a new priority to  
better reflect what is  
important to the  
community.

Updates existing  
projects and adds new  
or enhanced projects  
to address changing  
conditions and align  
with the community’s  
needs today.

Maintains existing  
parcel tax rate  
structure; seamless 
continuation of 
services

Continues  
independent  
monitoring with all  
expenditures  
published annually  
and external  
independent audits.

Based on input from
tens of thousands of
county residents and
stakeholders.

Renewed Program Highlights

5
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Key Program Changes in Renewed Program

Addresses  
increasing demands  
for O&M and  
mitigation needs  
beyond 15 years.

Provides local funding  
for improved  
infrastructure  
reliability into future.

Provides additional  
funding for invasive  plant 
removal;  integrates 
climate change  
adaptation strategies in  
all priorities.

Provides for  
continued public  
safety near creeks  
due to increasing  
homeless  
encampments.

Public & Stakeholder 
Engagement Process 
every 15 years.

Streamlines and  
improves grants  
program, including  
expanded funding  
and access to  
funding availability  
each year.

6
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Transparency and 
Accountability

5‐Year  
Checkpoints and 
Implementation  

Plans

Annual Reports; 
Quarterly 
Website 
Updates

Change
Control  
Process

Multiple
15‐Year  

Financial  
Planning

Cycles

Public &
Stakeholder  
Engagement 

Process  every
15‐years

Board Ability 
to  Reassess 
Need of  Tax 

every
15‐years

5-Year
Professional, 
Independent 

Audits

7
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8

2012 Safe, Clean Water Renewed Safe, Clean Water

A1 Main Avenue and Madrone Pipelines Restoration* A1 Pacheco Reservoir Expansion**

A2 Safe, Clean Water Partnerships and Grants*** A2 Water Conservation Rebates and Programs**

A3 Pipeline Reliability Project A3 Pipeline Reliability Project

B1 Impaired Water Bodies Improvement B1 Impaired Water Bodies Improvement

B2 Inter-Agency Urban Runoff Program B2 Inter-Agency Urban Runoff Program

B3 Pollution Prevention Grants and Partnerships*** B3 Hazardous Materials Management and Response

B4 Good Neighbor Program: Illegal Encampment Cleanup*** B4 Support Volunteer Cleanup Efforts 

B5 Hazardous Materials Management and Response

B6 Good Neighbor Program: Remove Graffiti and Litter***

B7 Support Volunteer Cleanup Efforts and Education

Changes Across Priorities

* Completed **New ***Moved to another Priority 
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Changes Across Priorities

2012 Safe, Clean Water Renewed Safe, Clean Water

C1 Anderson Dam Seismic Retrofit C1 Anderson Dam Seismic Retrofit

C2 Emergency Response Upgrades***

D1 Management of Revegetation Projects D1 Management of Riparian Planting and Invasive 
Plant Removal

D2 Revitalize Stream, Upland and Wetland Habitat D2 Revitalize Riparian, Upland and Wetland Habitat

D3 Grants and Partnerships to Restore Wildlife Habitat 
and Provide Access to Trails***

D3 Sediment Reuse to Support Shoreline Restoration

D4 Fish Habitat and Passage Improvement D4 Fish Habitat and Passage Improvement

D5 Ecological Data Collection and Analysis D5 Ecological Data Collection and Analysis

9* Completed **New ***Moved to another Priority 
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Changes Across Priorities

2012 Safe, Clean Water Renewed Safe, Clean Water

D6 Creek Restoration and Stabilization D6 Restoration of Natural Creek Functions

D7 Partnerships for the Conservation of Habitat Lands D7 Partnerships for the Conservation of Habitat Lands

D8 South Bay Salt Ponds Restoration Partnership

E1 Vegetation Control and Sediment Removal 
for Flood Protection***

E1 Coyote Creek Flood Protection

E2 Emergency Response Planning*** E2 Sunnyvale East and Sunnyvale West Flood Protection

E3 Flood Risk Reduction Studies*** E3 Lower Berryessa Flood Protection**

E4 Upper Penitencia Creek Flood Protection E4 Upper Penitencia Creek Flood Protection

10* Completed **New ***Moved to another Priority 
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Changes Across Priorities

2012 Safe, Clean Water Renewed Safe, Clean Water

E5 San Francisquito Creek Flood Protection E5 San Francisquito Creek Flood Protection

E6 Upper Llagas Creek Flood Protection E6 Upper Llagas Creek Flood Protection

E7 San Francisco Bay Shoreline Study E7 San Francisco Bay Shoreline Protection

E8 Upper Guadalupe River Flood Protection E8 Upper Guadalupe Flood Protection

Permanente Creek Flood Protection (Other 
Capital Project)*

Project completed with completion of flood improvements in 
FY21; continue to track until closed out

Berryessa Creek Flood Protection* Project completed with completion of flood improvements in 
FY18; continue to track until closed out

Calabazas Creek Flood Protection*

11* Completed **New ***Moved to another Priority 
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2012 Safe, Clean Water Renewed Safe, Clean Water

Not Applicable

F1 Vegetation Control and Sediment Removal for Capacity

F2 Emergency Response Planning and Preparedness

F3 Flood Risk Assessment Studies

F4 Vegetation Management for Access and Fire Safety

F5 Good Neighbor Program: Encampment Cleanups

F6 Good Neighbor Program: Graffiti and Litter Removal and Public Art

F7 Emergency Response Upgrades

F8 Sustainable Creek Infrastructure for Continued Public Safety**

F9 Grants and Partnerships for Safe, Clean Water, Flood Protection and 
Environmental Stewardship

Changes Across Priorities (New Priority F)

12* Completed **New ***Moved to another Priority 
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QUESTIONS

13
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Santa Clara Valley Water District

File No.: 21-1131 Agenda Date: 12/8/2021
Item No.: 5.2.

Meeting Date: 12-8-2021
Item No. 5.2.
Unclassified Manager: Melanie Richardson, 

1-408 -630-2035
SAFE, CLEAN WATER INDEPENDENT MONITORING COMMITTEE

SUBJECT: ..Title

Safe, Clean Water and Natural Flood Protection Program Independent Monitoring Committee (IMC)
Review Process and Schedule for Fiscal Year 2021 Annual Report.

A. Determine whether to continue existing or establish a new process to review the Annual
Report
1. Review prior subcommittee assignments
2. Receive subcommittee meetings schedule

B. Consider and approve the schedule for finalizing the IMC Report on the FY21 Safe,
Clean Water and Natural Flood Protection Program Annual Report.

RECOMMENDATION:
Receive information regarding the Safe, Clean Water and Natural Flood Protection Program report
cycle and a brief overview of the FY21 Annual Report.

Consider and approve the process and a proposed schedule for finalizing the IMC Annual Report and
presenting the report to the Board of Directors by February 22, 2022.

SUMMARY:
Fiscal Year 2020-21 (FY21) marks the eighth and final year of the 2012 voter-approved Safe, Clean
Water and Natural Flood Protection Program (2012 Program). On November 3, 2020, Santa Clara
County voters overwhelmingly approved the renewed Safe, Clean Water and Natural Flood
Protection Program (Safe, Clean Water Program) that replaced the 2012 Program in its entirety on
July 1, 2021. Santa Clara Valley Water District (Valley Water) staff will present a brief overview of the
annual report cycle and the final annual report of the 2012 Program.

Santa Clara Valley Water District Printed on 11/22/2021Page 1 of 2
powered by Legistar™Page 149
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File No.: 21-1131 Agenda Date: 12/8/2021
Item No.: 5.2.

Valley Water staff will review last year’s subcommittee assignments and propose to the IMC for its
approval the schedule for finalizing the IMC’s Annual Report on the final year of the 2012 Program.
The schedule will include proposed dates for sub-committee and full committee meetings to complete
the IMC Annual Report and its presentation to the Board of Directors by the IMC Chair.

ATTACHMENTS:
Attachment 1:  FY21 SCW Annual Report

Santa Clara Valley Water District Printed on 11/22/2021Page 2 of 2
powered by Legistar™Page 150

http://www.legistar.com/


FY21 Safe, Clean Water and Natural Flood Protection Program 
Annual Report - Year 8 (Final 2012 Program Report)
Independent Monitoring Committee, December 2021
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FY 2020-21 Annual Report Overview
• Annual Report Timeline
• Safe, Clean Water Program Performance
• Report Improvements
• Change Control Process

Determine
• IMC Review Process
• IMC Review Schedule

Agenda
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(May 2021)
Annual report 

kick-off 

(May-August)
Annual report 
development

(September)
Draft annual report 

submitted to the 
Board

(December)
Preliminary/Final 

annual report 
submitted to the IMC

(January 2022)
IMC review

(February)
IMC report the Board

(March) 
Management 

response to IMC 
recommendations

Annual Report & Review Timeline
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4Program Performance Table 1: Program Status as of June 30, 2021
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5Program Highlights
• Anderson Dam Tunnel Project construction begins
• Permanente Creek flood protection project completed
• Construction begins on Phase 2A of the Upper Llagas Creek

project
• Designs for 3 line-valves completed under the Pipeline

Reliability project
• Almaden Lake Improvement Project selected to be

constructed under Project D4
• 55,878 cubic yards of sediment removed; 1,153 acres of

in-stream vegetation management completed
• 347 tons of trash removed
• $489,042 awarded in grants
• Revitalize Stream, Upland and Wetland Habitat project KPIs

exceeded with about 87 acres of invasive and non-native
vegetations stands removed from FY14-21
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6Report Improvements
• Financial Summary Section added
• “Budget Adjustments” and “Carryforward”

are shown separately in annual financial
tables

• Charts to show the funding breakdown for
projects with more than one Valley Water
funding source

• Definition of financial terms included in the
Glossary section

• All completed projects compiled in a
separate section

• Shorter weblinks
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7Change Control Process

Types of Changes Adjustments Modifications

Text

Edits to text for correction of grammatical 

errors, information/ data updates, and overall 

readability

Changes to a project’s KPIs 

Schedule
Adjustments to project schedules provided in 

the original 2012 Safe, Clean Water Program 

Funding

Fiscal Year budget adjustments and increases 

to project funding allocations that do not impact 

any project deliverables in the 2012 Safe, 

Clean Water Program 

Increases to project funding 

allocations that will impact any 

project’s KPIs in the SCW Program

Adjustment v. Modifications
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8Determine IMC Review Process

Hon. Joe Head (Subcommittee Chair) Hon. Jason Baker Bill Hoeft
Huy Tran 

Tess Byler (Subcommittee Chair) Bill Hoeft Farkhondeh “Susan” Kazemi
Kathy Sutherland Rosalinda Zepeda

George Fohner (Subcommittee Chair) Farkhondeh “Susan” Kazemi 
Hon. Dan McCorquodale Rolane Santos Kathy Sutherland

Huy Tran (Subcommittee Chair) Tess Byler Hon. Joe Head 
Hon. Patrick S. Kwok

Bill Hoeft (Subcommittee Chair) Hon. Joe Head George Fohner 
Rolane Santos Rosalinda Zepeda 

FY20 Annual Report Subcommittee Members

 Priority A & C

 Priority E &
Other

 Priority D

 Priority B

 Financial
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9IMC Review: Tentative Schedule
• Dec. 8, 2021 - IMC Review Kick-off Meeting
• Jan. 3-14, 2022 - IMC project review via priority sub-committees
• Jan. 26 - Sub-committee chairs report findings to IMC
• Jan. 27 - Report drafting meeting
• Feb. 4 - Draft report mailed to IMC members
• Feb. 9 - IMC meeting to review/finalize report
• Feb. 11 - Finalized IMC Audit Report for Year 8  posted
• Feb. 22 - IMC presents Audit Report to the Board
• Mar. 8 - Staff Response presented to the Board
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