
Developing the Capital Improvement Program 
Presented  by:  
Luz  Penil la,  Assistant  Officer  ‐ Office  of  Integrated  Water  Management
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Agenda
1. CIP Development

A. New project identification
B. Adding/removing projects
C. Tools to aid Board in decision‐making

2. Board & Community Engagement 
A. Program Level / Annual Cycle
B. Project Delivery Level

3. Next Steps
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Identifying new projects for the CIP

How are new capital projects identified 
and initially validated?
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Annual CIP 5‐Year Plan Timeline
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Ends Policies
Master Plans/

Program Plans/Asset 
Management Program

New Projects: 
Validation/Evaluation/ 

Financial Analysis

Capital 
Improvement 
Program (CIP)

Drivers for New Capital Projects

Minimizing asset life‐cycle costs while sustainably delivering the levels of service that meet customer expectations at 
an acceptable level of risk as expressed through the Board. (I‐EL‐6.4.a)
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1. Business Case Report*
A. Life‐cycle Cost 
B. Risk 
C. Options
D. Costs: Capital, O&M, Benefits

2. Initially Validated Project

3. Evaluation Team
A. Prioritization

1)   Funding Filters & Categories
B. Resource Analyses

1) Funding (Internal/External)
2) Staff 

* Staff evaluates the lifecycle costs of different capital, 
non‐capital, or non‐asset‐based solutions

Initial Project Validation for CIP Preliminary Five‐Year Plan
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Adding/removing projects 
from the CIP

How are capital projects added or 
removed from the CIP?
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Annual CIP 5‐Year Plan Timeline
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Funding Categories Tool Implemented

How to use the tools designed to aid the Board 
in its decision‐making
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Total Project Cost $ based upon Draft FY 2025‐29 Five‐Year Plan

• Existing infrastructure 
with BRE ≥ 88; and/or 

• In construction and/
or mandated

Category 1 Projects

• Existing infrastructure 
with BRE 76‐87

Category 2 Projects

Fund 12: Watershed Stream Stewardship

SF Bay Shoreline 
(EIA 11) 

Flood Protection

Lower Llagas Creek 
Capacity $6.9M

$117.3M

Lower Pen. Creek 
Improvements $35.5M

Water Resources Stewardship

Coyote 10B 
Freshwater Wetlands 

$8.9M

Flood Protection

Water Resources Stewardship

Calabazas/San Tomas Ck 
Marsh Connection

$15.5M

Lower Guadalupe River 
Capacity Restoration   $107M

Category 3 Projects
• Existing infrastructure with BRE ≤ 75 
• NEW Infrastructure
• Placeholder/Small Caps

Flood Protection

Water Resources Stewardship

Berryessa Creek
(Phases 1 and 2)

$138.3M

Palo Alto 
Tide Gates

$11.5M

Pond A4 
(Phase 1)$5.7M

Placeholder Projects

Stevens Creek Fish Passage 
Const/Moffett Ave (FAHCE)

Ogier Ponds 
Construction 

$27.9M*

$13.7M

Berryessa Creek 
(Phase 3) Construction$49.7M

WARP$304.4M

Small Capital Improvements

*The Ogier Ponds Project has an additional $12.5M in Fund 26 and $73.1M in Fund 61, which includes placeholder project dollars of $23.1M and $50M earmarked in ADSRP for project 
mitigation..
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Board & Community Engagement
(Program‐Level) 

Q1. When can the community provide feedback 
on the CIP Five‐Year Plan?

Q2. When is the ideal time to provide Board 
direction for adding/removing projects?
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Annual CIP 5‐Year Plan Timeline
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Board & Community Engagement
(CIP Project Delivery Level)

Q1. When can the community provide 
feedback on capital projects?

Q2. When can the Board provide direction
on capital project delivery?
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Board accepts
completed project

CEQA
Document

Engineer’s
Report

Notice of
Contract 

Completion

Construction

Award of
Contract

Authorization 
to Advertise 

for Bids

Feasibility/Planning

Newly
Validated 
Projects

Problem
Definition

Board member briefing/ 
public outreach

Conceptual
Alternatives

Feasible
Alternatives

Recommended
Alternative

Board member briefing/ 
public outreach

Board member briefing/ 
public outreach

Planning Study
Report

30% 60% 90%

Board approves CEQA 
compliance document and 

approves project, when required

Board holds public 
hearing & approves

ER for projects
funded by zones

Board adopts PS&E 
and authorizes bid 

advertisement

Board reviews bids and 
awards contract to 

responsible bidder with 
lowest responsive bidBoard update on project 

status/Recommended 
alternatives, as appropriate.

* This is an example of the Project Delivery Process that may be followed and may not apply to all capital projects.

Design

1

2

3
4

Project Milestones

Board Member Engagement

Board Engagement/Action

Additional Board 
Engagement 
Points for 
Complex Projects

Additional Board 
Engagement Points 
for Operations & 
Maintenance Impacts

Staff: Reassess 
Risk for 
Remaining 
Contingency

Board Action: 
Approval/Adoption 
of Environmental = 
Approval of Project

Board
Approves

CIP 
5-Year Plan

CIP Processes Overview
Board Action & Engagement: Capital Project Delivery Process*
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ActionFrequency / MonthCIP Meeting

FeedbackMonthly (CIP Committee), or as requested by BoardProject Status Update

FeedbackAnnual / OctSignificant Project Plan Updates

Board DirectionAnnual / NovNew Proposed Projects 
(Including previously validated)

Board DirectionAnnual / DecPreliminary CIP 5‐Year Plan

Board DirectionAnnual + 60 Day Public Review / JanDraft CIP 5‐Year Plan 

FeedbackAnnual / FebOutreach to Cities and County

FeedbackAnnual / AprilPublic Hearings

Board DirectionAnnual / MayFinal CIP 5‐Year Plan

Feedback@ Project MilestonePreliminary Project Alternatives 

Feedback & Board Direction@ Project MilestonePlanning Study

Board Direction@ Project MilestoneCEQA & Authorization to Construct

Overview of Project/Program Engagement Opportunities
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1. Meetings
A. Board
B. CIP Committee
C. Community Centers
D. Libraries
E. Tours

2. Outreach Tools
A. Valley Water Webpage
B. Social Media (Facebook, Instagram, Linkedln)
C. Public Notices 
D. City & County Outreach (Email & US Mail)

Community Engagement Outreach
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1. May 2024 –Board to approve CIP FY25‐29 Five‐Year Plan

2. July 2024 ‐ CIP FY26‐30 Five‐Year Plan Development Begins 

A. November 2024 – CIP Committee feedback and direction on initially validated projects and 
Significant Project Plan Updates

B. December 2024 – CIP Committee feedback on CIP Preliminary Five‐Year Plan

C. January 2025 – Board feedback and direction on CIP Preliminary Five‐Year Plan. 

Next Steps
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Updates
Available
Online

Or visit this website:
delivr.com/24wqn

SCAN THE QR CODE:

Questions & Answers
END OF PRESENTATION
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EXTRA SLIDES
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Asset Management Program Tool
(Business Risk Exposure (BRE))
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Asset Management Program‐ Business Risk Exposure (BRE) 
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Capital Improvement Program Tool
(Funding Filters and Categories)
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1. Repair/Replace Existing Infrastructure Projects  5 points

2. Public Health and Safety Projects 4 points

3. Shovel Ready (Permits/Land Rights Secured) Projects 3 points

4. Multi‐Benefit Projects 2 points
A. Environmental Justice Benefit Projects ½ point

5. Partially External‐Funded (Grants/Partnerships) Projects 1 point

CIP Funding Filters for Prioritization (w/Point Application)
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Project Goals (1‐15.5 pts)
60%

Risk (0‐10 pts)
40%

Projects (1‐25.5 pts)
• Category 1 (≥ 19  pts)
• Category 2 (13‐18.5 pts)
• Category 3 (≤ 12.5 )

1. Repair/Replace (5 pts)

2. Public Health/Safety (4 pts)

3. Shovel Ready (3 pts)

4. Multi Benefit (2 pts)
A. Environmental Justice (1/2 pt)

5. Grants/Partnerships (1 pts)

BRE ≥ 88 (10 pts)

BRE 76‐87 (4 pts)

BRE ≤ 75 (0 pts)

CIP Project Funding Categories
Scoring for Repairing and Replacing Existing Infrastructure 
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Category 1:  ≥ 19 points

1. Repair/replace existing infrastructure 

2. Risk of failure score is ≥ 88

3. Required for public health and safety

4. Projects under construction or mandated 
(required by law, regulation, federal order, 
lawsuit, etc…) are automatically included in 
Category 1. 

CIP Project Funding Categories

Attachment 2 
Page 25 of 37



Category 2: 13‐18.5 points

1. Repair/replace existing infrastructure

2. Risk of failure score is between 76‐87

3. Required for public health and safety. 

CIP Project Funding Categories
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Category 3:  ≤ 12.5 points

1. Projects with a lower risk of failure, ≤ 75 

2. New infrastructure projects in the Water 
Supply Master Plan and One Water Plan

3. Small capital improvement and placeholder 
projects.

A. Placeholder projects meet Valley Water’s 
mission and are anticipated to be needed 
but may not yet have defined scopes, 
schedules, or funding sources. 

CIP Project Funding Categories
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Draft FY 2025‐29 Five‐Year Plan Projects
(Categorized by Fund and Funding Categories) 
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•Existing infrastructure with BRE ≥ 88; and/or 
•In construction and/or mandated

Category 1 Projects

•Existing infrastructure with BRE 76‐87

Category 2 Projects

Total Project Cost $ based upon Draft FY 2025‐29 Five‐Year Plan

Fund 12: Watershed Stream Stewardship

SF Bay Shoreline (EIA 11) 

Flood Protection

Lower Llagas Creek 
Capacity $6.9M

$117.3M

Lower Pen. Creek 
Improvements $35.5M

Water Resources Stewardship

Coyote 10B Freshwater 
Wetlands 

$8.9M

Flood Protection

Water Resources Stewardship

Calabazas/San Tomas Ck 
Marsh Connection

$15.5M

Lower Guadalupe River 
Capacity Restoration   

$107M
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*The Ogier Ponds Project has an additional $12.5M in Fund 26 and $73.1M in Fund 61, which includes placeholder project dollars of $23.1M and $50M earmarked in ADSRP for project mitigation..

Category 3 Projects

• Existing infrastructure with BRE ≤ 75 
• NEW Infrastructure
• Placeholder/Small Caps

Total Project Cost $ based upon Draft FY 2025‐29 Five‐Year Plan

Fund 12: Watershed Stream Stewardship

Flood Protection

Water Resources Stewardship

Berryessa Creek
(Phases 1 and 2)

$138.3M

Palo Alto Tide Gates$11.5M

Pond A4 (Phase 1)$5.7M

Placeholder Projects

Stevens Creek Fish Passage 
Const/Moffett Ave (FAHCE)

Ogier Ponds Construction $27.9M*

$13.7M

Berryessa Creek (Phase 3) 
Construction$49.7M

WARP$304.4M

Small Capital Improvements
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* The Ogier Ponds Project has an additional $7.4M in placeholder dollars in Fund 26, $27.9M in placeholder dollars in Fund 12 and $77.9M in Fund 61, which includes placeholder 
project dollars of $27.9M and $50M earmarked in ADSRP for project mitigation.

•Existing infrastructure with BRE ≥ 88; and/or 
•In construction and/or mandated

Category 1 Projects

Flood Protection

Sunnyvale East & West$57.8M

Guadalupe River‐
Upper (Reaches 7‐12) 

$124.9M

SF Shoreline
(EIAs 5‐9 or 10)

$15.7M

SF Shoreline 
(EIAs 1‐4)

$28.7M

•Existing infrastructure with BRE 76‐87
Category 2 Projects

Total Project Cost $ based upon Draft FY 2025‐29 Five‐Year Plan

Fund 26: Safe, Clean Water

Water Resources Stewardship

Flood Protection

Coyote Creek (Montague 
Expwy – Tully)

$216.1M

Bolsa Rd Fish Passage 
Improvements$9.1M

Water Supply ‐ Transmission

IRP2 Additional Line 
Valves

$25.4MLlagas Creek (all phases)$340.9M

Ogier Ponds Separation     
from Coyote Creek (D4.2)

$6.3M*

Hale Creek Pilot Project$12.4M

SCW Regnart Creek 
Rehabilitation (F8)

$8.9M
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Category 3 Projects 

*Guadalupe River Reach 6 Phase I, gravel Augmentation complete. Phase II construction in FY29‐30

•Existing infrastructure with BRE ≤ 75 
•NEW Infrastructure
•Placeholder/Small Caps

Total Project Cost $ based upon Draft FY 2025‐29 Five‐Year Plan

Fund 26: Safe, Clean Water

Flood Protection

Berryessa Creek, Phase 3‐
Planning & Design$7.8M

Water Resources Stewardship

SCW D4.3 Fish Passage 
Improvements

$9.3M

Guadalupe River (R6)*

Upper Penitencia Creek, 
Coyote Ck‐ Dorel$11.3M

$38.1M

SF Creek, SF Bay to 
Middlefield, Construction

$101.8M
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Category 1 Projects 
• Existing infrastructure with BRE ≥ 88; 
and/or 

•In construction and/or mandated

Total Project Cost $ based upon Draft FY 2025‐29 Five‐Year Plan

Fund 61: Water Utility Enterprise

Anderson Dam Tunnel

Storage Facilities

Coyote Percolation 
Dam Replacement

$17.7M

Calero Dam 
Seismic Retrofit

$186M

Guadalupe Dam 
Seismic Retrofit$84.7M

Coyote Creek Flood 
Mgmt. Measure$117.4M

$253M

Coyote Pumping Plant 
ASD Replacement

$65M

Almaden Dam 
Improvements

$40.5M

Anderson Dam 
Seismic Retrofit

$1.9B Cross Valley
Pipeline Extension

$11.9M

Coyote Creek Chillers$23.5M

Transmission Facilities

Almaden Valley Pipeline 
Replacement

$119.3M

FAHCE Implementation$145.1M

Pacheco/SCC
ROW Acquisition$6.1M

Treated Water
Isolation Valves$8.5M

Vasona Pump
Station Upgrade$36.8M

Dist. Sys. Master Plan 
Implementation$9.3M

SCADA Master Plan 
Implementation$6.5M

Dam Seismic Stability 
Evaluations$31.3M

Storage Facilities (cont’d)

10‐Year Pipeline 
Insp. & Rehab.

$171M
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Category 1 Projects continued… 
•Existing infrastructure with BRE ≥ 88; and/or 
•In construction and/or mandated

*The Ogier Ponds Project has $13.7M in Fund 26 and $50M in Fund 61 earmarked in ADSRP for project mitigation.

•Existing infrastructure with BRE 76‐87
Category 2 Projects

Total Project Cost $ based upon Draft FY 2025‐29 Five‐Year Plan

Fund 61: Water Utility Enterprise

Placeholder Projects

Ogier Ponds$27.9M*

Recycled Water Facilities

South County Recycled 
Water Pipeline (all phases)

$60.1M

Treatment Facilities 

STWTP Filter Media 
Replacement

$20.6M

RWTP Reliability 
Improvement$722.5M

WTP Electrical
Improvement$20.4M

RWTP Residuals Mgmt.$38.6M

SMPIP Upgrades – Phase 1 

Treatment Facilities

PWTP Residuals Mgmt.$41.5M

RWTP Ammonia 
Storage & Metering$6.9M

Transmission Facilities

$10.4M
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Category 3 Projects 
•Existing infrastructure with BRE ≤ 75 
•NEW Infrastructure
•Placeholder/Small Caps

Total Project Cost $ based upon Draft FY 2025‐29 Five‐Year Plan

Fund 61: Water Utility Enterprise

Water Treatment

San Jose Purified Water 
Project (SJPWP)    

Storage Facilities

WTP Master Plan 
Implementation

$9.3M

Recycled Water Facilities

Land Rights – South 
County Recycled Water PL

Treatment Facilities

$6.8M

Small Capital Improvement Project

Water Utility Computer 
Network Modernization

$23.9M

Pacheco Reservoir 
Expansion$2.75B

$50M

Placeholder Projects

San Felipe (Reaches 1‐3)

Small Capital Improvement Projects

Raw Water                
Transmission

$59.2M

$73M

$13.7M

Treated Water 
Transmission$0.78M

Coyote Percolation Dam Fish 
Passage – Phase 2

$20M
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Category 3 Projects 
•Existing infrastructure with BRE ≤ 75 
•NEW Infrastructure
•Placeholder/Small Caps

Fund 11 does not have Category 1 & 2 projects in the CIP FY25‐29 Five‐Year Plan

Total Project Cost $ based upon Draft FY 2025‐29 Five‐Year Plan

Fund 11: General

Buildings & Grounds

Headquarters Operations 
Building

$15.1M

Facility Mgmt, Small          
Capital Improvements

Small Capital Improvement Project

$64M

Security Upgrades & 
Enhancements

$16.9M
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Information Technology

IT Disaster Recovery$2.6M

Data Consolidation$1.3M

Category 1 Projects 
•Existing infrastructure with BRE ≥ 88; and/or 
•In construction and/or mandated

Category 3 Projects 
•Existing infrastructure with BRE ≤ 75 
•NEW Infrastructure
•Placeholder/Small Caps

Software Upgrades & 
Enhancements

$20.8M

Small Capital Improvement Project

Fund 73 does not have Category 2 projects in the CIP FY25‐29 Five‐Year Plan

Total Project Cost $ based upon Draft FY 2025‐29 Five‐Year Plan

Fund 73: Information Technology
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