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EXECUTIVE SUMMARY 

 

ara County. In 

 

lley Water engaged 
 

 

 

  
governance, managerial oversight and independent monitoring, including the roles of 

 

  

-
properly implemented for - . 

  

included deep-
g scope, budget, and schedule commitments. 
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d in nine 

ram oversight. 

 

 

 and 
schedules for SCW Program projects. For project , the methods for 
reconciling adjustments can be improved 

of changes approved in the Capital Improvement Program’s Five-Year Plan (CIP Plan) 
 make it easier for stakeholders to trace the impact of adjustments on the delivery 

of project KPIs. 

  

utcome and its current role and authority. 

t of Interest policy for the IMC remains unresolved. 

 

 

  
 

 Plan are 
accurately translated and reported, improving the clarity and transparency of the SCW 
Annual Report. 
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 risks, and 
 evolving role. Strengthen the 

 members 
policy issue. 

D.

listed  and 
presented in detail in the of this report. All 

.   

 
Detail on 

 

1.
 

 

14 

2.

CIP Plan adjustments needs improvement to support accurate and

15 

3.
Adjustments

adjustments to improve transparency and traceability.

18 

4.
Policy Remains Unresolved

-of-interest policy

21 

5. 21 
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Detail on 

 

6.
Valley Water’s current management tools are not fully suited to its

23 

7.
Role and Authority

funding partner and may overstate its accountability for project
outcomes.

24 

8. 24 

9. KPIs that are Open-
Pose Long-

-

a perpetual maintenance commitment, and KPIs for Projects D1 and F3
could be enhanced for clarity and scope.

25 
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I. INTRODUCTION

 

he same name 

lara Valley Water District (Valley 
Water). 

safeguarding infrastructure 

he Program operates on 15-

long-term performance and maintain accountability. As part of this long-
Measure S also mandates that t

 

 

  

supply reliability. 

  Addresses 

 

 
 

 

  Includes projects for 
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and state agencies. 

  
-

community grant programs. 

 

 

 

 

 

Valley Water 

 

 
-

 

 

IMC, and Valley Water management

Board-approved Change Control Process for program adjustments. 
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-step process: 

  

-third of the 

ensure a  

  For each selected project, the audit team performed deep-dive 

assessing performance 

hyper-  

 

  
July 28, 2025—

 

deep-

Furthermore, the audit focused on asses

Annual Report. 

-
management and progress to date. 
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D  
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II. COMMENDATIONS

am and to 

Water Program. 

  
-faceted governance structure mandated by 

-

recomm

cial governance, and project monitoring. 

  Valley Water adheres to the Measure S 
-

-

 
 

  
 

- the 
archive page that contains all 

-
reports.  SCW Program project pages are updated at least once each 

. 

  
SCW-funded 
the Capital Improvement Program (CIP) Program Manual.  

-based 
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strength. 

  
that 1 , maintenance (e.g., performance-based), and 

-based projects included in our sample of projects 
 

  

-funding-
providing a pre-approved path for pr  

1  See Finding 9 on page 25 regarding Project D1 ( ).     
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III. PROCEDURES, FINDINGS AND RECOMMENDATIONS

 summary of 

 

 

of the Independent 
 

 

-

cy applicable to the IMC. 

 

-approved 
Change Control Process. 

 

 

  

and key Valley Water management . 
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  -approved Change 

 

,   

  

 

-
-

unty departmental structures since Measure S 

for billing and recording purposes. 

 
- -

approved measure. Such perceived non-
 

 

intent of Measure S, Provision C. Furthermore, standard clarifying language should be 

  

 
 

 
Division. 

 Q4, FY26 for FY2026-  
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-term project 

dural methods 

Board-

-1.2 of the SCW 
Annual Reports for FY23, and FY24 did not reconcile 

. 
-

ned, this methodology used the 
Capital Improvement Program’s Five-Year Plan (CIP Plan) funding 

 adjustments instead of the SCW Program’s 5-
Change Control Process for capital projects appropriately uses the CIP Plan cycle for approving 

have been p

 

 When the  data presented in the SCW Annual Report is not presented in 

. 

 
-

 

1.  
-approved  adjustments made since FY22,
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-
 

2.  

-
must be retained as auditable evidence.

3.  -

4.  
-

, clearly
costs reported in the CIP Plan.

5.  Plan   Plan for

 -year funding

6.  
improvements, update the language in the Board-approved Change Control Process to

 
 

1.
-

Safe, Clean Water projects.
2. Currently, the standard process for capital projects

-Year Plan (CIP Plan)
Change Management Memos (CMMs) outlining

formance indicators
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-
c  

3.  

-

4.  
-1.2 and its footnotes accurately

from the total capital project reported in the CIP Plan.
5.

the CIP Five-

 
year to the Board to provide details regarding the changes incorporated into the CIP Plan

ct

of the preliminary CIP plan and rate-

Program’s Change Control Process.

a. Currently, any changes to the scope, schedule, or costs of a capital project must

b.

state if it triggers the Program’s Change Control Process.

Attachment 2 
Page 17 of 37



Page 18 of 37 

c.

these elements 
the Change Control Process.

6.  

approval in FY26 Q2.

projects are transparently assessed, clearly documented, and readily available for audit 
purposes. 

 
-looking planning document. Its primary purpose is to 

com

presented in the SCW Annual Report does not directly 
-looking process, namely, the long-

rate-

the established Change Control Process. 

 
and Assistant Officer (AO), Office of Integrated Water Management – Business Planning and 
Analysis Unit (2, 5.a, 5.b, and 6). 

 Q4, FY26. 

 

 

schedules presented in the CIP Plan and those in the SCW Annual Report. 
an opportunity to clarify the language in the Board-approved Change Control Process to specify 
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adjustments to project 
schedules  
the CIP Plan as the primary vehicle for approving schedule changes for capital projects. 

independently 

schedules and 
 

project’s schedule is adjusted in the SCW Annual Report based on year-end progress, but that 
-published CIP Plan. 

 While this approach is reasonable for internal management, and the schedules in the SCW 
Annual Report are clear, the lack of a formal, public-

tly trace the impact of 
a schedule change approved in the CIP Plan 

KPI schedule. 

 
recommend that Valley Water: 

1.
project’s KPI from the milestones for other project phases (e.g., design, plant

2.
-

impact the delivery schedule for the corresponding SCW Program KPI.

3.  Plan 

decision.

4. -
adjustments to project schedules

page.
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1.  In the Safe, Clean Water Program Annual Report schedule

milestone for achieving a project’s KPI from the milestones for other project phases
(e.g., design, plant establishment, closeout).

2.

as part of the Board’s approval of the CIP Plan. Currently, these schedule adjustments
are reported in 

3. SCW 

presented every year to the Board to provide details regarding the changes incorporated
into the CIP Plan and all SCW 

a.
schedule, 

scheduled delivery
date

b.

schedule
state if it triggers the Program’s Change Control Process.

4.  

in June 2025, is scheduled for formal approval in FY26 Q2.

 AO, Office of Integrated Water Management – Business Planning and 
Analysis Unit 

 Q4, FY26. 
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 A 2024 closeout audit of the prior Safe, Clean Water Program recommended that Valley 
-of-

alley Water is 

 

 -of-

public trust in the governance of the SCW Program. 

 
 

 

 

 – Business Planning and 
Analysis Unit  

 Q2, FY26. 

 

 

sistently 
 

 

pth of its analysis, and 
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themselves. 

 

procedures: 

  

documented in the FY22, FY23, and 
 

  

Program Priority, and its structure in 
deliverables) versus community outcomes (e.g., parcels protected). 

  We performed deep-

management of project scope, budget, schedule, and p  
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  We obtained and evaluated a variety of project management 
-

 
 

 

6   

  

are designed for direct project 

-agency partnership. 

 

 

  

to 
monitor the key technical, funding, and governance decisions being managed by the partner 

the associated risks to Valley Water’s investment a
strategy. 

 

partnership management. 

  

 Q4, FY26. 
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7
  

 
-

fer of project leadership 

accountability for the public funds invested. 

 

public accountability, and make 
 

 -

from an outcome- ontrollable 
-based deliverable. 

 

managem  

 COO, Watersheds. 

 Q4, FY26. 

8  

 

ork 
 

  Variances 

mat
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resulted in both 
under-reported and over-

performing  

—
—point to an opportunity to 

 

 

 of stakeholders to 
 

 We recommend that management enhance procedures for entering 

 

  

 

  

Annual Report, to ensure accuracy and completeness. 

 
 

 
Division. 

 Q4, FY26. 

 9 - -
 

 -
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-ended commitment of this 
nature poses a long-
F3, t

  
 Arundo donax by 

Valley Water on other high-priority invasive species. For Project F3 (Flood Risk Assessment 

regulatory map. 

 

 Project F1.1:  -term 

-year cycles of the program. 
 Projects D1 and F3: 

misunderstanding of the proj
 

 
sustainable, , 

a formal proposal to the Board. 

 

consider modifying the KPI in the current 15- -year 
nancial cycle. 

 COO, Watersheds. 

 Q4, FY26. 
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IV. APPENDICES

 

 

 

-third of the projects (11 

included: 

  

 

 

 
Water divisions. 

  

  

  

 

 

 
 

,  

 

 

  

 B1: Impaired Water Bodies Improvement 

  

  

 -D4.5 subprojects) 
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 F3: Flood Risk Assessment Studies 
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B.

priority is judgmentally  Governance and Project
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C.

   

 

Issue: 

-Controller and 

County Clerk-
changes in County office structure. 

CFO, Financial 

Management 
Services  

Agree. 

Recommendation: Formally document the assessment that the current 
process meets the functional intent of Measure S, 
Provision C. Furthermore, incorporate clarifying 

copi
supporting the current filing process and include 
clarifying language in future Board resolutions 

current County offices. 

implement this recommendation. 

 Q4, FY26 for 
FY2026-2027 Annual Rate Setting Report 
(May 2026). 
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Issue: 

needs improvement to support accurate and timely 
reporting in the SCW Annual Report. 

CFO, Financial 

Management 
Services  

and 
AO, Office of 

Integrated Water 
Management – 

Business Planning 
and Analysis Unit  

Agree. 

Recommendation: Revise methods for identifying, reconciling, and 
reporting SCW funding allocation adjustments. 

public reportin
Process. 

implement the recommendation. 

 Q4, FY26. 
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Issue: 
project schedule adjustments to improve transparency 
for stakeholders. Currently, differences in reporting 
cycles and formats make it challenging to track the 
impact of schedule changes on KPI delivery. 

AO, Office of 
Integrated Water 
Management – 

Business Planning 
and Analysis Unit  

Agree. 

Recommendation: Continue the practice of clearly and visually 
differentiating the milestone for achieving a project’s 

project schedules in the CIP Plan impact the delivery 

clarify 
available through reporting and posting on the 

 

implement the recommendation. 

Q4, FY26. 
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Issue: A prior audit recommendation to implement a conflict-
of-interest policy for the Independent Monitoring 

implemented. 

AO, Office of 
Integrated Water 
Management – 

Business Planning 
and Analysis Unit  

and 
COB, Office of the 

Clerk of the 
Board 

Agree. 

Recommendation: 

Committee. 

members.   

 Q2, FY26. 

 

Issue: Ongoing vacancies on the IMC have made it 

 

COB, Office of the 
Clerk of the 

Board 

Agree. 

Recommendation: 

candidates. additional recruitment strategies in 
 

 Q4, FY26. 
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Issue: 

may not be the most effective tools for managing this 
evolving role. 

COO, Watersheds Agree. 

Recommendation: 
and monitor key decisions, document Valley Water’s 
official positions, assess associated risks, and guide 
proactive engagement. 

 

 Q4, FY26. 
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Issue: 
for a community outcome it no longer directly controls 

 

COO, Watersheds Agree. 

Recommendation: Continue to re-evaluate the KPI, shifting from an 
outcome-based metric to one that measures Valley 

funding or partnership-based deliverable. 

l 

Change Control Process. 

Q4, FY26. 

Attachment 2 
Page 35 of 37



Page 36 of 37 

   

 

Issue: Inconsistent processes for entering and compiling 
operational data impacted the accuracy of reported 
performance figures. For Project F5, inconsistencies 

Project D1, reported figures in the SCW Annual Report 
 

DOO, Watersheds 
Operations and 
Maintenance 

Division 

Agree. 

Recommendation: 

data. a process to verify that the data entered 
 

 Q4, FY26. 
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- -  

Issue: KPIs could be improved to support long-term financial 
sustainability and more accurately reflect the scope of 
program activities. Project F1.1’s KPI represents a 

Projects D1 and F3 could be enhanced for clarity and 
scope. 

COO, Watersheds  

Recommendation: 

activities, and that their descriptions clearly articulate 
 

recommendation. Staff is assessing 
related policies and processes. 
Depending on the outcome of those 
efforts, Valley Water may consider 
modifying the KPI in the current 15-year 

-
year financial cycle. 

 Q4, FY26. 
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