
Proposed Adjustments and Modification to Project E7: San 

Francisco Bay Shoreline Protection under Priority E of the 

Renewed Safe, Clean Water and Natural Flood Program 

Summary 

In November 2020, Santa Clara County voters approved renewing and replacing the 

2012 Safe, Clean Water and Natural Flood Protection Program (2012 Program). The 

renewed Safe, Clean Water and Natural Flood Protection Program (Safe, Clean Water 

Program) carried forward many of the projects from the 2012 Program as well as 

included a new priority, new projects, updated and new project key performance 

indicators (KPIs), and new funding allocations.  

One such project that has been carried forward with updated KPIs is Project E7: San 

Francisco Bay Shoreline Protection (Project E7). The project, a multi-agency effort 

between the U.S. Army Corps of Engineers (USACE), Valley Water, the California State 

Coastal Conservancy, and regional stakeholders, is to provide tidal flood protection, 

restore and enhance tidal marsh and related habitats, and improve recreational and 

public access along Santa Clara County’s shoreline.  

In 1976, the U.S. Congress authorized the USACE to study the coastal flood risk of the 

entire 18-mile South San Francisco Bay Shoreline in Santa Clara County. Due to its size 

and complexity (multiple jurisdictions, land uses, and ecosystems), the original project 

area was broken up into 11 more manageable pieces, known as Economic Impact 

Areas (EIAs).  

Led by the USACE, the project is being carried out in the following three phases: 

• Phase I covers EIA 11 and includes the urban area of North San José, the
community of Alviso, and the San José-Santa Clara Regional Wastewater
Facility;

• Phase II covers EIAs 1-4 and includes Palo Alto and parts of Mountain View; and

• Phase III covers EIAs 5-10, encompassing Sunnyvale, unincorporated Santa
Clara County, and portions of Mountain View, San Jose, and Santa Clara.

While EIA 11 is included in the renewed Safe, Clean Water Program as part of the 

project description for Project E7, it is not currently included as part of Project E7’s 

KPIs. The renewed Safe, Clean Water Program’s Project E7 has the following two key 

performance indicators (KPIs):  

1. Provide a portion of the local share of funding for planning, design, and
construction phases for the Santa Clara County shoreline area, EIAs 1-4.
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2. Provide a portion of the local share of funding for planning and design phases for 
the Santa Clara County shoreline area, EIAs 5-9. 

No Federal Interest in Pursuing Phase II (EIAs1-4) 

In FY 2024, USACE concluded the South San Francisco Bay Shoreline Phase II Study 

and determined insufficient overall project benefits to justify federal investment in a 

project. It concluded that the damages from coastal flooding were not great enough to 

justify the cost of a levee until sea level rise is greater in several decades. The study 

area is not predicted to experience flood damages significant enough to justify federal 

investment in a shoreline levee until approximately 2060 when sea levels are projected 

to be high enough to cause more significant damages.  

Without federal participation, Valley Water cannot implement planning, design, and 

construction independently due to limited funding. Consequently, in the first 15-year 

funding cycle (FY2022 - 2036) of the renewed Safe, Clean Water Program, Valley Water 

cannot implement Project E7’s KPI #1. 

Additional Funding Required for EIA 11 Completion (Project # 00044026) 

EIA 11, or Phase I, was originally included under the 2012 Program, which provided $15 

million as a portion of Valley Water’s local share of funding for this phase. USACE 

began construction work on EIA 11, Reaches 1-3 (from Alviso Slough to Artesian 

Slough) in December 2021. Approximately 90% of the construction has been 

completed, and the remaining will be completed by the summer of 2025.  

In 2021, USACE updated EIA 11 costs, which nearly tripled from $194 million to $545 

million, creating a funding shortfall. Consequently, the design of Reaches 4-5, which 

extends from Artesian Slough to Coyote Creek, was paused as the project partners 

explored ways to lower costs and conduct a value engineering effort for Reaches 4-5 

and United Pacific Railroad (UPRR)-owned infrastructure Valley Water is expecting an 

updated cost estimate from USACE in spring 2025.  

Meanwhile, Valley Water staff has updated the project plan for EIA 11 (Project number 

00044026) to reflect the known project costs, which resulted in a funding shortfall of 

$87.4 million. There are additional cost increases that are yet to be quantified, such as 

the improvements to the UPRR-owned infrastructure in the project area, ecotone design 

and construction costs, pond breaching, monitoring, and adaptive management. Staff 

anticipates these additional costs to be estimated in the upcoming fiscal year as the 

project design further develops.   

Construction of Reaches 4-5 and other remaining elements is vital to complete EIA 11 

and provide flood protection to approximately 5,500 people, about 1,100 structures, 

including the San José-Santa Clara Regional Wastewater Facility that serves more than 
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1.5 million residents, and State Route 237, which is among the key roads and highways 

in north San Jose, and 20,000 businesses in the heart of Silicon Valley.  

EIA 11 will also restore approximately 2,900 acres of tidal marsh, increase critical 

habitat for endangered species, and improve public recreation and trail access around 

the Bay in Alviso, including creating key connections to the San Francisco Bay Trail. 

Proposed Modification and Adjustment to Project E7 (Project No 26444002) 

The USACE decision not to advance Project E7, Phase II (EIAs 1-4) necessitates 

modifying KPI #1 in accordance with the Safe, Clean Water Program’s Change Control 

Process (Attachment 1). Furthermore, approximately $23 million (inflated) in remaining 

unspent funding for KPI #1 must be reallocated. This available funding could be 

allocated to the critical funding required to construct the last two reaches of EIA 11, 

complete Phase I, and deliver the benefits to the community.  

Valley Water has secured $15 million from the 2012 Safe, Clean Water Program, $61 

million from the San Francisco Bay Restoration Authority’s Measure AA Program, $14.7 

million from a Coastal Conservancy grant, and $8 million from the State Department of 

Water Resources-Subventions to support the project.  

On December 16, 2024, to help close the funding shortfall for EIA 11, Valley Water’s 

Capital Improvement Program Committee approved recommending to the Board to 

bring EIA 11 back into Project E7, KPI #1, and utilize the approximately $23 million 

(inflated) in funding that must be reallocated from EIAs 1-4. To close the remaining 

shortfall, Valley Water plans to utilize revenue bonds that can be paid back over a 30-

year time frame, thus reducing the impact on the near-term financial health of its funds. 

Additionally, staff recommends adjusting the project Description and Benefits text to 

align with the proposed modified KPI. 

Proposed KPI Modification: 

1. KPI #1: Provide a portion of the local share of funding for planning, design, and 
construction phases of EIAs 1-4 and design and construction phases of EIA-11 
for the Santa Clara County shoreline area, EIAs 1-4. 

Proposed Project Text Adjustments 

Description: 

This project is a partnership with the California State Coastal Conservancy, the 
U.S. Army Corps of Engineers (USACE), and regional stakeholders to provide 
tidal flood protection, restore and enhance tidal marsh and related habitats, and 
provide recreational and public access opportunities along Santa Clara County’s 
shoreline. 
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This project relies on federal participation from the USACE to develop the 
project, and prepare the plans, and construct the project. Without federal 
participation, Valley Water cannot implement planning, design, and construction 
on its our own due to limited available funding. The Safe, Clean Water Program 
funding provides a portion of the local share of funding for planning, design and 
construction phases for Economic Impact Areas (EIAs) 1-4, design and 
construction of EIA 11, and a portion of the local share of funding for the planning 
study and design phases for EIAs 5-9. 

The 2012 Safe, Clean Water Program has already provided $15 million as a 
portion of Valley Water’s local share of funding for flood protection improvements 
in Economic Impact Area (EIA) EIA 11, which is the urban area of North San 
José and the community of Alviso. Once completed, EIA 11 will provide flood 
protection to more than 1,000 residential structures and 100 non-residential 
structures and allow for the restoration of 2,900 acres of tidal marsh and related 
habitats. 

The project will provide coastal flood protection from rising sea levels and will 
restore and enhance tidal marsh by using a combination of flood protection 
levees, wetlands, and transitional zone habitats, also known as ecotones. 
Ecotones will provide an additional protective buffer for the levee and allow 
marsh habitat to migrate upslope as the sea level rises. This approach of using 
natural infrastructure will help develop a resilient and adaptable flood protection 
system that can evolve in the future. 

Benefits: 

• Provides planning and/or design to protect nearly 4,700 acres 
and more than approximately 4,060 5,000 structures, including 
roads, highways, parks, airports, and sewage treatment plants in 
Santa Clara County 

• Provides flood protection to more than 1,000 residential 
structures and 100 non-residential structures (EIA 11) 

• Allows for the restoration of 2,900 acres of tidal marsh and 
related habitats (EIA 11) 

• Allows for restoration of tidal marsh habitat for endangered 
wildlife such as the salt marsh harvest mouse and Ridgway’s rail; 
rich feeding grounds for shorebirds; and nursery areas for young 
fish such as leopard sharks and steelhead 

• Provides educational, recreational, and public access 
opportunities 

• Protects more than 4,300 structures (EIAs 1-4) 
• Allows for the restoration of 400 acres of tidal marsh and related 

habitats (EIAs 1-4) 
• Addresses climate change by providing coastal flood protection 

from rising sea levels and restoring and enhancing tidal marshes 
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Geographic Area of Benefit: Milpitas, Mountain View, Palo Alto, San Jose, 
Santa Clara and Sunnyvale 
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Safe, Clean Water and Natural Flood Protection Program Background 

In November 2020, Santa Clara County voters overwhelmingly approved Measure S, a 
renewal of Valley Water's Safe, Clean Water and Natural Flood Protection Program. 
Voters first approved a community-focused program to address our waterways and 
water supply in 2000 as the Clean, Safe Creeks and Natural Flood Protection Plan, then 
again in 2012 as the Safe, Clean Water and Natural Flood Protection Program. 

The Safe, Clean Water Program addresses the following six community 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 and Dams from Earthquakes and 

Other Natural Disasters 

Priority D:  Restore Wildlife Habitat and Provide Open Space 

Priority E:  Provide Flood Protection to Homes, Businesses, Schools, 

Streets, and Highways 

Priority F:  Support Public Health and Public Safety for Our Community 

Each of these priorities has specific operational and capital projects, which 

have key performance indicators (KPIs) to keep them on track in meeting the 

overall Safe, Clean Water Program priorities. KPIs are considered the 

measurement for the delivery of each project and represent Valley Water’s 

commitment to the voters. 

The renewed Safe, Clean Water Program will continue to be monitored by the 

Independent Monitoring Committee to ensure transparency, accountability, and 

fiscal responsibility. The Program also requires that staff develop five-year 

implementation plans, implement a change control process, and conduct 

independent audits at least every five years. 

As changes may be required throughout the implementation of the Safe, Clean 

Water Program, staff has developed a change control process, which outlines 

the differences between adjustments and modifications to the Program and 

identifies the different processes for implementing both. In summary, 

“adjustments” are project changes that do not impact KPIs, such as updates to 

text, financial allocation, or schedule, and can be approved by the Valley Water 

Board during a public board meeting. Any changes to KPIs are considered 

“modifications.” Modifications to KPIs or a decision to “Not Implement” a project 

require a public hearing, which must be publicly noticed. 
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