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Executive Summary

The Water Quality Program Management Team was directed by DEQ’s leadership team to build upon
and conclude the work begun in 2013, to align DEQ’s priority water quality programs and services with
resources. That effort resulted in the development of the Water Quality 2035 Vision and Strategy. This
report describes the program vision and strategic priorities and documents the approach that led to its
development. Staff were invited to review and provide input on the vision and strategy during August
and September of 2015. A presentation to the Environmental Quality Commission in October will mark
the starting point for implementation of the 2035 Vision and Strategy.

DEQ focused this effort on evaluating how DEQ’s water quality program can best deliver products and
services to achieve program and agency objectives, which include operation of programs that deliver
timely and quality products and services as well as achieve environmental outcomes.

The Water Quality 2035 Vision and Strategy includes an overarching program vision as well as vision
statements for six sub-program areas, and interim goals to help keep the program on track toward
achieving the 2035 vision. The Water Quality Program Management Team also identified key strategic
priorities to achieve the interim and long-term goals, and developed five-year workplans for each sub-
program.

Strategies for the various sub-programs reflected a number of common themes, such as data and
information system infrastructure, resourcing and capacity, and policies and program development.

The five-year workplans are intended to be planning documents that will help inform decisions related
to the development and implementation of program budgets, the allocation of resources and the
development of program workplans.

The 2035 Vision and Strategy will also be used to communicate program priorities and resource needs,
and to evaluate and communicate potential impacts resulting from resource shortfalls or the need to
shift resources to address new or changing priorities.

The 2035 Vision and Strategy and the water quality program’s planning process will be synchronized
with the agency’s budget development process and will be instrumental in shaping decisions related to
requests for new resources (Policy Option Packages) and developing the Agency’s prioritized list of
reduction options which is required prior to each Legislative session.

The interim goals, strategic priorities and workplans are intended to be guideposts that will be revisited,
refined and updated on a regular basis to ensure they continue to be relevant and useful for program
planning purposes. The strategic planning effort focused predominantly on how DEQ does its work to
achieve program outcomes and objectives and did not revisit or reevaluate the appropriateness or
specifically prioritize desired environmental outcomes. DEQ acknowledges that there are many critical
environmental issues and topics that need further evaluation to determine how its programs will adapt
and address these issues. For example, one important topic — climate change — warrants further
consideration and should be addressed accordingly in subsequent updates of the Vision and Strategy.
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Water Quality 2035 Vision and
Strategy

Background

The Water Quality Program Management Team was directed by DEQ’s leadership team to build upon
and conclude the work begun in 2013, to align DEQ’s priority water quality programs and services with
resources.

In spring 2013, the Water Quality Program Management Team (PMT) began a rebalancing project to
identify water quality issues being neglected or severely under-resourced, and areas of potential
increased efficiency. The 2013 rebalancing project was an important reaction to budget concerns
during the economic recession, however it was not based on a long-term vision with clearly identified
program priorities.

In 2015, the PMT aimed to build on the rebalancing project and develop a high-level Water Quality
2035 Vision and Strategy that identifies:
e Program goals and priorities
o Core programs and services
e Areas in need of strategic investment
¢ Implementation framework — recommendations for using the document to inform decision
making and using the document to inform program planning and resources

The 2035 Vision and Strategy will serve multiple purposes:
e Guide the water quality program as it plans its work
Support and further inform development of the water quality program’s operating budget and
development and prioritization of Policy Option Packages in future budget requests
¢ Make it easier to evaluate and communicate the impacts of funding shortfalls or the need to shift
resources in response to new work or changing priorities

The focus of this effort has been on identifying needed improvements within the water quality program
as well as developing a framework for supporting and maintaining core programs and services. The
water quality program expects that through use of this strategy, it will be able to deliver products and
services that achieve program and agency objectives, which include operation of programs that deliver
timely and quality products and services as well as achieve environmental outcomes.

To develop the plan, the Water Quality Program Management Team generally used_the Natural Step
Process.
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Present 1. Begin with the end in mind
2. Move backwards from the vision tothe present

3. Move step by step towards the vision

In addition, two key assumptions were made in the development of this strategy:

1. Major statutes, such as the Clean Water Act, would not change significantly during the 20 year
time period, and

2. DEQ would not have significantly different levels of resource than in its current Legislatively
Approved Budget.

The Water Quality PMT concluded these were realistic assumptions and would place realistic
sideboards on the visioning and backcasting exercise.

The PMT met seven times as a large group, and sub-program managers met several times outside the
large group setting to generate and refine ideas.

Vision for the Water Quality
Program

In accordance with the Natural Step Process, we need to “begin with the end in mind” by describing
where we want to be in 20 years, or 2035. The PMT approached this by developing a vision statement
for the water quality program as a whole and for each of the six subprogram areas that make up the
whole.

2035 Water Quality Program Vision:

Our programs produce effective, practical actions that protect and restore water
quality for all who benefit from Oregon’s waters.
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Strategic Priorities, Tactics and
Work Plans

The PMT spent time identifying strategies and tactics that could move the water quality program from
the “current state” toward the five and ten year goals. The strategic priorities identify the critical areas in
which DEQ will focus to accomplish its goals. The tactics, or tasks, describe the specific work DEQ will
undertake in each area to accomplish its stated goals.

This process was guided by the following questions:
e As a program, what are our top strategies in the near and long term?
o Do we have the resources to do the high priority strategies and tactics?
o Are we currently resourcing these strategies and tactics?
¢ If no, do we have plans to resource them?

The PMT then organized this information into five-year workplans for each sub-program. These
workplans are planning documents that will help inform decisions related to the development and
implementation of program budgets, the allocation of resources and the development of program
workplans to ensure DEQ is able to continue to work toward its stated goals. Appendix B contains the
detailed workplan for each subprogram.

The following sections summarize the current state for each subprogram and the subprogram vision for
the future, including interim goals that will keep the water quality program on track toward achieving the
2035 vision. In addition, each subprogram’s five-year workplan elements and future program
enhancements are summarized below.

Environmental Data Collection, Management and Access

2035 Vision

DEQ strategically deploys its monitoring and data acquisition resources to support agency
and program priorities and coordinates with other agencies and partners to leverage
technological advances and resources and align data collection efforts. All environmental
data are accessible to the public through a web-based portal.

Current state

Monitoring conducted that is not always based on most efficient use of resources and sub-
program objectives.

Laboratory analytical data are stored in multiple systems and difficult to access by both DEQ staff
and external users.

To identify critical points of progress starting from the current state to achieving the sub-program vision
in 2035, the following interim goals were identified:
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Within 5 years...

DEQ routinely develops and uses its monitoring and data acquisition strategy to capture and
address high priority program data-related needs and questions. Monitoring resources and data
collection are prioritize accordingly.

DEQ can easily access its own data and the data are connected to DEQ’s data streams.

DEQ supports the creation of a state-wide environmental data web portal with the intent of it
being functional by 2020. Basic data elements and all data types are accessible to the public
through this mechanism.

Within 10 years...

DEQ’s monitoring strategy is coordinated and implemented in concert with other state natural
resource agencies in a manner that optimizes the use of state resources and expertise. DEQ
routinely seeks opportunities to partner and leverage resources with other partners.

DEQ has the data infrastructure in place so that the public can use tools to understand water
guality conditions and access original data. Restoration and water quality-related metrics are
available to the public.

DEQ has achieved the 20 year vision when...

State natural resource agencies and partners operate under an integrated monitoring plan that
ensures most efficient use of resources and collection of needed data. Strategies reflect
technological advances and efficiencies for collecting and acquiring water quality-related data.

Environmental data accessible in near real-time to the public through a web portal. Data are
automatically transformed to commonly used information and metrics.

Strateqic Priorities

DEQ identified three strategic areas and associated work tasks where it will focus work to accomplish
its goals. DEQ developed a five year workplan detailing the work necessary to achieve the first 5 year
goal, summarized below and detailed in Appendix B. In addition, DEQ identified additional areas of
work, or enhancements, that it expects will be DEQ’s focus in the five to 10 year timeframe and in the
10 to 20 year timeframe to accomplish those subsequent goals.

Strategic Priority #1. Information and data accessibility from other agencies, quality and
measurement of environmental outcomes

DEQ is responsible for the state’s largest repository of Oregon’s water quality data. Currently,
DEQ’s data infrastructure does not support internal or external access to this data nor house
certain data types. Given DEQ’s responsibility to provide and use data as the basis of its
regulatory programs, improving this infrastructure is critical.

Tasks included in the 5 year workplan

Task 1.1 Improve accessibility of DEQ's historic data
Task 1.2 Perform data clean-up of DEQ's existing water quality data
Task 1.3 Implement outcomes/elements of DEQ Environmental Data Management Suite

efforts to put in place replacement environmental data repository system for
DEQ's environmental data

Task 1.4 Develop documented processes for conducting water quality analyses to respond
to program needs and questions.
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Task 1.5 Develop and use documented processes for data pulls to assemble statewide
data; place documentation in "library"” for centralized DEQ access

Task 1.6 Establish consistent metrics for measuring success/outcomes and identify
repository for resultant data

5to 10 year enhancements

¢ Improvements to data systems to make data available in real-time for assessments
¢ Audit trail for program feedback and feedback occurs consistently.

10 to 20 year enhancements

e Incorporate function based standards into data and so they can be used for
regulatory actions and general information

¢ Nuances of data quality and usability and use are incorporated into internal
processes with feedback loops.

e Data sets are traceable when used by internal programs and external partners.

Strategic Priority #2. Information to guide and prioritize work

Use of DEQ’s monitoring and data acquisition resources has not been coordinated among
DEQ’s water quality programs. DEQ needs to develop strategies and processes to manage its
resources effectively to ensure DEQ’s programs have the critical data they need and the data
collected is fully utilized. Having needed data will support work to develop common indicators of
environmental conditions and prioritization of restoration efforts.

Tasks included in the 5 year workplan

Task 2.1 Develop and institute processes to align agency data collection and assessment
efforts with water quality program needs and priorities

Task 2.2 Develop inventory of water quality data needs and overall strategy for water
guality data collection and acquisition.

Task 2.3 Resource plan to fulfill priority water quality program data needs

5to 10 year enhancements

e Continue previously identified process improvements
Ask if we are seeing a change in the use of the data to answer the question.

e Data collection strategies and use capture both current needs and provide a path for
future incorporation into program direction and decisions

10 to 20 year enhancements

¢ Predictive models are incorporated and available to use real time to inform decisions
about current and future actions

e Use of metrics incorporated into business process to ensure data results in
actionable information

Strategic Priority #3. Partnerships and collaboration
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DEQ’s monitoring program contains specific areas of expertise and knowledge. Improvements
are needed ensure state agency and partner resources and areas of expertise are coordinated
to identify common data and information needs, leverage other agencies’ and partners’ areas of
expertise and resources. Another area of coordination is to ensure collaboration in use of data
and associated environmental metrics.

Tasks included in the 5 year workplan

Task 3.1 Evaluate and identify key volunteer monitoring support resource needs; evaluate
implement viable options for filling resource gaps
Task 3.2 Work with partners and state agencies to ensure data sharing and accessibility

efforts with OWEB, ODF, OWRD, ODFW, ODA, and INR at the statewide level

5to 10 year enhancements

e Continue to seek and build partnerships with agencies and other entities to leverage
areas of expertise

o Develop monitoring and data collection strategies to leverage resources among
agencies and partners

10 to 20 year enhancements

o Resource planning is conducted across agencies and partners

o Develop and institute integrated monitoring and data collection plan across agencies
and partners

¢ Institute collaborative process to plan and invest in technological advances in
monitoring and data collection

Water Quality Standards

2035 Vision

Water quality goals are accurate, based on current scientific information, and reflect the
water quality values of Oregonians. DEQ has clearly defined and efficient procedures for
needed revisions to standards.

Current state
Water quality standards development is responsive to external events.

To identify critical points of progress starting from the current state to achieving the sub-program vision
in 2035, the following interim goals were identified:

Within 5 years...

- DEQ work is guided by a long-term plan to address identified water quality standards process
improvements and revision needs.
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Within

10 years...
DEQ regularly updates its water quality standards work plan to address priority needs, including
advances in scientific understanding about pollutants in the environment.

Standards are updated to accurately reflecting data and information regarding beneficial uses.

The framework for standards begin to reflect complex nature of pollutants, stressors and
resultant risks to aquatic life and human health.

DEQ has achieved the 20 year vision when...

DEQ has processes in place with key partners to enable timely revisions.
Water quality standards represent the best information available on beneficial uses.
Water quality standards capture the complexity of water body ecosystems and pollutant cycling.

Water quality standards play a key role in addressing water quality trends and identifying water
quality issues early.

Strateqic Priorities

DEQ identified three strategic areas and associated work tasks where it will focus work to accomplish

its goal

s. DEQ developed a five year workplan detailing the work necessary to achieve the first 5 year

goal, summarized below and detailed in Appendix B. In addition, DEQ identified additional areas of
work, or enhancements, that it expects will be DEQ’s focus in the five to 10 year timeframe and in the
10 to 20 year timeframe to accomplish those subsequent goals.

Strategic Priority #1. Information used to guide and prioritize work

Needs for water quality standards revisions originate from many different places—priorities
identified EPA, required revisions arising from legal proceedings, updated scientific information,
or information indicating the applicable water quality standards are inconsistent with specific
facts and conditions. DEQ would benefit from a systematic way to approach its prioritization and
overall approach to sequencing and resourcing needed revisions.

Tasks included in the 5 year workplan

Task 1.1 Identify water quality data needed to evaluate new or amended standards.

Task 1.2 Develop long-term plan for WQS revisions and associated implementation
methods that evaluates priority revisions and includes timeframes and staffing

Task 1.3 Establish process by which standards program will standardize and incorporate

feedback and needs from water quality programs in establishing priorities (e.g.,
assessments, permitting, TMDL development, drinking water source protection,
etc.)

Task 1.4 Implement high priority standards projects

5to 10 year enhancements

o Evaluate current risks associated with toxic pollutants, effects on human health and
aquatic life associated with surface waters

10 to 20 year enhancements
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¢ Conduct water quality standards revisions that are reflective of stream function and
biological integrity.

e Methods are in place to evaluate and prioritize water quality standards development
to address emerging risks and concerns.

Strategic Priority #2. Policy development

Key areas of policy development are needed to ensure DEQ and regulated parties can navigate
the path between water quality standards and the application of water quality standards in
permits, TMDLs and other areas of regulatory implementation.

Tasks included in the 5 year workplan

Task 2.1 Implement and support compliance strategy approaches for temperature and
toxic pollutants

Task 2.2 Develop or refine methods for interpreting and applying narrative standards (e.g.
sediment, biocriteira, toxics, nuisance algae, etc.)

5to 10 year enhancements

o Evaluate next generation of water quality standards framework/paradigm

o Water quality standards are developed based on new paradigm of ecosystem
functions, integrated approaches where appropriate and for multiple variables based
on stressor/response and multiple lines of evidence

10 to 20 year enhancements

o Water quality standard revised to reflect a holistic view of stressors and responses
within ecosystems

¢ Methods are developed and implemented to support and prioritize restoration
activities

Strategic Priority #3. Processess are continually improved

Currently water quality standards revisions processes consume significant resources to conduct
background work, administer rulemaking processes, and work with EPA and the federal
fisheries’ services on acceptability of proposed revisions. DEQ needs to look internally and
externally to identify opportunities to improve process efficiency.

Tasks included in the 5 year workplan
Task 3.1 Evaluate and identify opportunities for WQS process efficiency

Task 3.2 Evaluate collaboration opportunities among Region 10 states, EPA, others (e.g.
data evaluation, developing standards, goals, approaches)

Task 3.3 Implement WQS process improvements

5to 10 year enhancements
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¢ Conduct routine review of process improvement opportunities for water quality
standards revisions.

e Build partnerships and buy-in to process improvement activities with federal
agencies and interested stakeholders.

10 to 20 year enhancements

o Process improvements for water quality standards and implementation methods are
used

Water Quality Assessments

2035 Vision

DEQ has a transparent process to regularly produce and convey meaningful information
about water quality in Oregon. DEQ and others use the information to guide water quality
protection and restoration actions.

Current state
Assessments are developed individually without integrated approaches and objectives.

Data management and analysis systems do not support the quantity and complexity of data and
information being analyzed and presented.

Methods for various reporting and assessment efforts are inconsistently used and have limited
capacity to track and report progress on actions to improve water quality.

To identify critical points of progress starting from the current state to achieving the sub-program vision
in 2035, the following interim goals were identified:

Within 5 years...

- Produce basic assessments that meet programs’ and Clean Water Act needs and that incorporate
readily available, high quality data and information.

- Programs and public rely on DEQ’s assessments as an accurate representation of water quality
status.

Within 10 Years...

- Produce assessments that are complete; assessments incorporate external data and identify
status, trends, and affected designed uses.

- Assessment information is routinely used by the public to understand the condition of Oregon’s
waters.

- Assessments inform others’ data collection and routinely makes use of others’ data.

DEQ has achieved the 20 year vision when...
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- Produce assessments that use a wide range of data and information at multiple spatial scales.
Information is available in an easily navigable web presence with frequently updated water quality
status and trends information.

- The public, state agencies, and DEQ programs rely DEQ’s assessments as a comprehensive
source of water quality. The information contained in the assessments provide valuable feedback
and information regarding restoration efforts and are used to prioritize efforts to address water
guality issues.

Strateqic Priorities

DEQ identified four strategic areas and associated work tasks where it will focus work to accomplish its
goals. DEQ developed a five year workplan detailing the work necessary to achieve the first 5 year
goal, summarized below and detailed in Appendix B. In addition, DEQ identified additional areas of
work, or enhancements, that it expects will be DEQ’s focus in the five to 10 year timeframe and in the
10 to 20 year timeframe to accomplish those subsequent goals.

Strategic Priority #1. Resourcing and capacity

DEQ’s water quality assessments have been fragmented and under-resourced. DEQ requested
and received additional resources from the 2015 Legislature to improve its capacity to produce
water quality assessments. Work remains for DEQ to develop an integrated water quality
assessment program and strategize on how best to use its resources to produce assessment
information.

Tasks included in the 5 year workplan

Task 1.1 Evaluate short-term strategies for best use of existing resources for work related
to developing assessments

Task 1.2 Develop resource plan and roles and responsibilities for new Integrated Report
production process and other assessment work

5to 10 year enhancements

e Staffing planning & adjustments
e Assess utilization of resources and amend resourcing strategy, if needed

10 to 20 year enhancements

e Adapt to knowledge and information of changing pollutants and environmental
concerns

Strategic Priority #2. Information Is used to prioritize program work

DEQ’s water quality assessments are performed to meet Clean Water Act requirements and to
develop other information about the quality of Oregon’s waters. How DEQ performs these
assessments directly impacts the work of the water quality program, including identifying which
waters need Total Maximum Daily Loads, the development of permitting requirements and other
actions. Significant work remains to integrate various assessments, develop and improve
policies and procedures that guide the use and analysis of data based on water quality
standards and other benchmarks, and ensure analyses are representative of current water
guality conditions.
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Tasks included in the 5 year workplan

Task 2.1 Develop overall relationship and scope for DEQ’s assessments; establish long-
term objectives for how assessment work and products relate

Task 2.2 Define how water quality programs use assessment information

Task 2.3 Further define assessment relationships and develop data flows and outputs

among assessments and DEQ programs

Task 2.4 Develop and institute processes to facilitate sub-program use of statewide water
guality trends and needs from Integrated Report and Basin Assessments

5to 10 year enhancements

e Communication strategy and website function to “tell WQ story”
o Feedback loops to monitoring, programs to inform needed work
o Constantly refine data collection

10 to 20 year enhancements

o We acknowledge that the world may change significantly and will assess what that
means along the way

Strategic Priority #3. Information is accessible and of high quality

DEQ’s water quality assessment needs have evolved over time and are now responsible for
analyzing millions of data point from thousands of locations. DEQ’s infrastructure to handle and
analyze the volume of data with location-specific results has not kept pace with data needs and
must be rebuilt to meet the needs of DEQ’s water quality program, the public and others that
look to DEQ as the source of water quality information.

Tasks included in the 5 year workplan

Task 3.1 Plan and implement assessment data system infrastructure

Task 3.2 Define business requirements and needs of assessment products (primarily
Integrated Report)

Task 3.3 Detailed documentation of data analysis process for Integrated Report

Task 3.4 2018 Integrated Report is scoped, planned, developed and published

Task 3.5 Develop a template and a schedule for developing basin reports with
foundational/essential information.

Task 3.6 Devolp long term plan and scope for basin assessments that builds upon

assessment data systems and integrated report data and information.

5to 10 year enhancements

o Additional data system improvements

10 to 20 year enhancements

o The products we put out to the public are accessible.
¢ We have real-time and routine access to information in assessments
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Strategic Priority #4. Processess are continually improved

Currently water quality assessment processes consume significant resources. DEQ needs to
look internally and externally to identify opportunities to improve process efficiency.

Tasks included in the 5 year workplan

Task 4.1 Tasks, functions, and policies associated with the Integrated Report in need of
definition and revision are itemized, prioritized. Projects are scoped, assigned,
and project plans developed. At a minimum, projects will address assembling
water quality data and revisions to the Assessment Methodology.

Task 4.2 Process defined for production of 2018 Integrated Report (Phase 1)

Task 4.3 Process improvements asociated with assessment work are identified and
prioritized, including post-2018 Integrated Report, and opportunities to align
Basin Assessments and Environmental Report Card.

Task 4.4 Project plans for assessment program improvements developed and
implemented.

5to 10 year enhancements

e Continue previously identified process improvements
¢ Identify data & develop process to produce information regarding efficacy of
programs

10 to 20 year enhancements

¢ Refine assessment questions based on changing understanding and needs

Watershed Planning and Restoration

2035 Vision

DEQ and its partners use consistent methods to plan and strategically implement
environmental protection and restoration at the watershed scale to ensure land and
wastewater management practices are consistent with and complementary of watershed
restoration efforts and investments.

Current state
Expertise is concentrated on developing watershed restoration plans (i.e., TMDLS).

Work is largely focused on the Clean Water Act paradigm: pollutant-by-pollutant and development of
TMDL wasteload and load allocations.

We rely heavily on partnerships and relationships at state and local levels.

TMDL Implmentation is varied and not well tracked. Internal guidance on how on how to plan, track, and
report on TMDL implementation progress and watershed health is not well developed.
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To identify critical points of progress starting from the current state to achieving the sub-program vision
in 2035, the following interim goals were identified:

Within 5 years...

- DEQ has institutionalized and is using a holistic approach built upon a framework for partnerships
that promotes buy in and commitment from local partners.

- DEQ continues to establish and use credible methods, data and metrics that builds trust among our
partners.

- These approaches are used to produce measurable water quality outcomes to meet or trend toward
achievement of water quality standards and TMDL allocations.

Within 10 years...

- Partnerships are institutionalized within programs and DEQ has administrative alignment among
sister agencies and federal partners.

- We begin to see the full realization of these partnerships as we work with other agencies to
evaluate, refine and align authorities so they achieve their stated objectives, such as achieving
water quality standards and TMDL allocations.

- DEQ completes internal guidance, policies and procedures for how to plan, track, and report on
TMDL implementation progress and watershed health.

DEQ has achieved the 20 year vision when...

- DEQ’s plans, policies and programs for restoring water quality model and represent best practices
to achieve significant environmental results.

- DEQ and its partners use consistent methods to plan, track and report on watershed health and
restoration efforts.

- DEQ uses this information to help guide development and implementation of its programs and
activities.

- DEQ and its partners approach environmental protection at the landscape level to ensure land and
wastewater management practices are consistent with and complementary of watershed restoration
efforts and investments.

Strateqic Priorities

DEQ identified four strategic areas and associated work tasks where it will focus work to accomplish its
goals. DEQ developed a five year workplan detailing the work necessary to achieve the first 5 year
goal, summarized below and detailed in Appendix B. In addition, DEQ identified additional areas of
work, or enhancements, that it expects will be DEQ’s focus in the five to 10 year timeframe and in the
10 to 20 year timeframe to accomplish those subsequent goals.

Strategic Priority #1. Resourcing and capacity

DEQ resources assigned to work in various Oregon basins have varied over time. Development
of data and information related to the impact of work done in the basin and further evaluationof
funding resources and potential long-term strategies can inform future resourcing strategies.

Tasks included in the 5 year workplan

Task 1.1 Develop case studies to highlight and communicate impact of DEQ resource
(e.g., through an intra-basin comparison of impact of DEQ resource)

Task 1.2 Develop a long-term funding strategy that evaluates diversification of resources
away from general fund (currently general fund, federal funds, and lottery dollar--
federal funds and lottery dollars are declining)
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Task 1.3 Create a set of criteria to guide how DEQ approaches analysis, planning and
restoration strategies within a watershed.

5to 10 year enhancements

¢ Identify and document social and economic information to ensure effective use of
information such as identifying willing and able partners.
Information is used to prioritize most cost effective projects.

e Prioritize funding and restoration opportunities to see improving trend in landscape
condition and water quality

10 to 20 year enhancements

e Revisit metrics and refine if needed
¢ Investigate new data

Strategic Priority #2. Information used to guide and prioritize work

A critical challenge for DEQ is to identify the work where its resources and skills can bring the
greatest environmental impact. Identifying factors which can lead to various DEQ program
working within a basin can have the greatest lasting impact will be beneficial.

Tasks included in the 5 year workplan

Task 2.1 Develop a process and methods so that DEQ can consider social and economic
benefits and considerations to prioritze and guide restoration efforts and TMDL
implementation

Task 2.2 Define the significant and manageable risks in a watershed (e.g. Develop and
institute process by which there is annual work plan for basin)

Task 2.3 Develop process by which communication of restoration priorities occurs across
water quality programs

5to 10 year enhancements

e Continue previously identified process improvements

e Basin assessments go from 303 (d) focused to a watershed restoration and
protection plan that could be issued as an order.

e Basin assessments contain concrete actions and are the core work

10 to 20 year enhancements

e Action plans process is implemented

Strategic Priority #3. Policy development to support work

Developing and documenting consistent methods and documentation of procedures will support
efficient operation fo the program and consistent, supportable methods.
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Tasks included in the 5 year workplan

Task 3.1 Review and update TMDL IMD

Task 3.2 Identify procedures and actions related to TMDL compliance

Task 3.4 Quantify conservation measures for temperature, sediment, nutrient, bacteria for
five basins

5to 10 year enhancements

e Strategically align internal and external resources to achieve basin plans, implement
and develop plan.

e Actions are incorporated into individual workplans

e All basin coordinators are engaged

10 to 20 year enhancements

o Work focuses on actions in basin plans

Strategic Priority #4. Partnerships and collaboration

Partnerships are critical to effective implementation of watershed planning and restoration.
Strategies to forge common goals and leverage areas of expertise and authorities will ensure
that restoration efforts are effective at achieving goals.

Tasks included in the 5 year workplan

Task 4.1 Develop a framework for responding to events with cross-agency involvement
Task 4.2 Dedicate resources to developing goals and objectives with other agencies
Task 4.3 Evaluate use of a conservation registry to document on-the-ground restoration

actions that have been implemented
Task 4.4 Establish cross-agency timeline and milestones for planning and reporting

5to 10 year enhancements

Identify new partnerships

Nurture partnerships at all levels

Functional commitment from all natural resources agencies.
MOUs reflect alignments

10 to 20 year enhancements

e Partnerships are heavily relied upon and we rely on others to fulfill their commitments

Permitting and Certification

2035 Vision
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DEQ has opportunities to focus on permits with the greatest environmental benefit, because
the permitting process is well-defined, transparent and enforceable. DEQ operates its
programs efficiently and in coordination with others and uses effective technology to meet
customer and business needs.

Current state

Permit processes are buffeted by external pressures and events that has resulted in a permit
backlog.

Resources are insufficient to meet program requirements.

Data systems supporting programs are inadequate to produce the information needed and
perform desired functions.

Customer service is hindered because few permitting transactions can be conducted
electronically.

To identify critical points of progress starting from the current state to achieving the sub-program vision
in 2035, the following interim goals were identified:

Within 5 years...

DEQ data infrastructure is in place and operational, and able to accept and process electronic
information.

Staff and managerial teams are in place with clearly defined roles.

DEQ has data and information that describe program operations. Changes to program
operations are based on data and information resulting in more efficient processes and quality
work.

Within 10 years...

DEQ achieves transparency with the public by having electronic access to permit-related
documents. The public routinely conducts its business with the agency in an electronic manner.

DEQ processes function efficiently and create public trust through transparency. DEQ issues
permits and associated documentation on schedule, and documentation supports agency
decisions and actions.

Data informs DEQ’s processes and resource needs. As a result, DEQ fully understands its
resource and skill needs and how to plan for and adapt resources to meet the needs of
program.

DEQ has achieved the 20 year vision when...

The public, permit holders and other stakeholders regard DEQ’s permitting program as efficient,
transparent and capable of producing high quality permits.

DEQ and the public have unfettered access to electronic data, information and documents
associated with the permit program.

Operations are efficient as evidenced by meeting key metrics within the program.

DEQ relies on resourcing plans to ensure effective use of resources and revenues to focus
efforts on the highest priority work.
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Strateqic Priorities

DEQ identified four strategic areas and associated work tasks where it will focus work to accomplish its
goals. DEQ developed a five year workplan detailing the work necessary to achieve the first 5 year
goal, summarized below and detailed in Appendix B. In addition, DEQ identified additional areas of
work, or enhancements, that it expects will be DEQ’s focus in the five to 10 year timeframe and in the
10 to 20 year timeframe to accomplish those subsequent goals.

Strategic Priority #1. Resourcing and capacity

Given the significant challenges in the permitting program to accomplish major deliverables,
DEQ must be able to identify major underlying impediments and develop resourcing strategies
based on data. Resourcing strategies must address the utilization of existing resources and long
term resource needs.

Tasks included in the 5 year workplan

Task 1.1 Identify and communicate internally and externally barriers associated with
accomplishing permitting related work
Task 1.2 Develop guidelines for interactions with small communities (e.g. public process

involvement, clarify level of service DEQ provides, assistance with obtaining
funding, etc.)

Task 1.3 Develop and implement plan to evaluate core permitting work of DEQ and
associated resourcing needs now through 2025.

Task 1.4 Evaluate and implement any needed changes to routinely used methods and
utilization of resources for accomplishing core permitting work.

Task 1.5 Evaluate funding and potential revisions to fee structure (e.g., use of fees/GF/OF,

updates to fee structures, work funded by revenues). Develop recommendations
for future funding and structure.

5to 10 year enhancements

¢ Conduct staffing planning & adjustments based on review of revenue, scope of
program work, priorities, etc.
¢ Implement resource and revenue adjustments consistent with plan

10 to 20 year enhancements

o Develop resourcing plan includes structure and implementation focused on nimble
use of resources

e Evaluate funding structure to ensure it continues to be equitable and sustainable

e Develop metrics that allow insight into service per dollar spent

Strategic Priority #2. Data and information systems to support program

The current data systems supporting DEQ’s permitting program are fragile and at high risk of
failure. In addition, DEQ’s systems have not advanced to meet basic expectations for
interactions with the public or permittees. DEQ must make significant data system
improvements to meet federally mandated electronic reporting requirements.

Tasks included in the 5 year workplan
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Task 2.1

Task 2.2

Task 2.3
Task 2.4
Task 2.5

Task 2.6

Establish supporting governance structure to support implementation of
permitting-related eDMS components

Identify existing permitting-related data systems to be replaced and overall
sequencing of effort

Resource planning for data system project development and implementation
Identify potential effects and needed changes to processes and data flows

Develop ownership, operation, and maintenance plan for needed systems not
covered by EDMS project.

Plan for and develop the next generation of permitting-related data tools that can
interact with new data systems.

5to 10 year enhancements

Replace and modify critical systems according to plan.
Develop and implement plans in coordination with other DEQ data systems to enable
feedback loop for data received by permittees

10 to 20 year enhancements

Conduct next generation of technology enhancements to ensure DEQ can:

o conduct all of its business electronically;

o readily exchange data and information between DEQ and stakeholders and
to EPA; and

o answer questions

Develop metrics and reports to tell story of measurable environmental outcomes
associated with permit-related activities

Strategic Priority #3. Process improvement

DEQ’s permitting program must use efficient, well-described processes to ensure that permits
are issued and complexities resolved in a timely manner. In addition, those issues that are
particularly complex and/or controversial are resolved through appropriate and adequate
analysis as well as described in complete and clear documentation.

Tasks included in the 5 year workplan

Task 3.1
Task 3.2
Task 3.3

Task 3.4

Task 3.5

Implement overall program improvement recommendations
Develop and use issue tracker

Review processes to ensure permitting program processes ensure complex
issues receive adquate analysis, documentation, and decision-making.

Evaluate and revise metrics to ensure metrics provide meaningful insight into
permitting program.

Support and actively participate in redesign of water quality webpages and
internal DEQ sharepoint to improve internal and external access to permit-related
information
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5to 10 year enhancements

o Continue previously identified process improvements

¢ Identify data & develop process to produce information regarding efficacy of
programs

e Conduct regular training for permittees on regulatory requirements

10 to 20 year enhancements

Implement staffing/funding plans to ensure resources commensurate with work
¢ Rules are in place to reduce administrative burdens and allow DEQ to focus on
environmentally significant permits
e Permit by rule or general permits when appropriate

Strategic Priority #4. Partnerships and Collaboration

DEQ must continue to seek out and strategically leverage partnerships for technical assistance
or other areas of expertise and interest outside the agency. In addition, DEQ must cultivate
increased collaboration with EPA through the program.

Tasks included in the 5 year workplan
Task 4.1 Prioritize and identify where DEQ wants to explicitly pursue partnerships.

Task 4.2 HQ and Regions extend invitations and communicate regarding policy
development and implementation internally and with EPA.

5to 10 year enhancements

e Continuously develop and maintain partnerships by tracking processes and reporting
(internal & external).

o Develop communication strategies with permittees to create shared expectations for
interactions with DEQ and build trust in processes

10 to 20 year enhancements

o Engage stakeholders to foster trust and understanding

e Strategies to scale efforts commensurate with permitees needs and environmental
concern
Use partnerships with agents to the full extent

e Trustis built through compliance and enforcement of permits

Funding

2035 Vision

DEQ uses streamlined and integrated processes to improve access to water quality funding,
maximizing environmental returns on investment. DEQ incentivizes an integrated approach
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for water projects (quantity, quality, restoration) through its funding programs, maximizing
beneficial environmental outcomes.

Current state
Funding of projects may not be coordinated with other funding agencies.
Funding of projects opportunistically aligns with water quality priorities.

Revolving loan program has untapped markets for projects other than wastewater treatment
infrastructure.

To identify critical points of progress starting from the current state to achieving the sub-program vision
in 2035, the following interim goals were identified:

Within 5 years...
- A single DEQ application for financial assistance regardless of program or funding source.

- An efficient, timely process for distributing funds to clients and grantees.

- Aninward focus and close coordination of water quality funding programs. Internal marketing
aligns efforts.

- Water quality program objectives are utilized and help water quality programs achieve goals.

Wtihin 10 years...
- A universal electronic application for grants and loans is in place.

- An outward focus on funding recognizes commonalities among various agency funding sources.

DEQ has achieved the 20 year vision when...

- Streamlined processes improve access to water quality funding, maximizing returns on
investment. Administrative processes support and incentivize that outcome.

- DEQ uses efficient processes and incentivizes an integrated approach for water (quantity,
guality, restoration) projects through funding, resulting in maximum water quality benefits.
Diversity of funding allows us to achieve our environmental goals.

Strateqic Priorities

DEQ identified four strategic areas and associated work tasks where it will focus work to accomplish its
goals. DEQ developed a five year workplan detailing the work necessary to achieve the first 5 year
goal, summarized below and detailed in Appendix B. In addition, DEQ identified additional areas of
work, or enhancements, that it expects will be DEQ’s focus in the five to 10 year timeframe and in the
10 to 20 year timeframe to accomplish those subsequent goals.

Strategic Priority #1. Resourcing and capacity

The State Revolving Fund and CWA 319 grant programs have a need to continually evaluate
how best to efficiently provide grant funds to achieve environmental outcomes. Evaluating
opportunities to build capacity within existing resources and leveraging knowledge from similar
programs will benefit these programs.
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Tasks included in the 5 year workplan

Task 1.1 Create revolving fund for failing septic systems

Task 1.2 Develop holistic plan for distributing 319 grants and other grants

Task 1.3 Evaluate availability and partnering with other loan and grant funding sources (for
example centennial fund in Washington state).

Task 1.4 Make statuatory and rule changes necessary to fully allocate available funds in

SRF program

5to 10 year enhancements

¢ Staffing planning & adjustments

¢ Funding (2019 Leg session)

o Efficiently bring money into the program and passes (get them out the door) on to
fund environmental priorities

10 to 20 year enhancements

¢ Finding additional funding sources as they appear. Funding sources discovery is an
ongoing process.
o Diversify funding sources. (ex. Centennial Fund in Washington)

Strategic Priority #2. Information is used to prioritize work and funding aligns with water
guality priorities

DEQ’s funding programs are one component of how DEQ can help to achieve environmental
outcomes. Opportuntiies exist to align data and information from other water quality programs to
a greater extent so that DEQ’s can bring that information in to its funding programs to best
achieve environmental outcomes.

Tasks included in the 5 year workplan

Task 2.1 Use water quality assessments, basin plans, TMDL implementation plans,
Groundwater Management Area action plans, water quality management plans,
etc. to prioritze funding

Task 2.2 Address small town water quality issues and develop consistent criteria for
funding
Task 2.3 Link program activities to environmental outcomes

5to 10 year enhancements

e Develop, implement and market education so communities understand what and
where opportunities exist.

10 to 20 year enhancements

e Borrower or grantee sees one face so that they can get projects funded

Strategic Priority #3. Policy development

The State Revolving Loan Fund program and CWA 319 grant program have an opportunity to
strengthen the programs’ relationship In addition, the SRF program has historically underutilized
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funding opportunities as well as newly available opportunities due to recently passed statutory
amendments that need to be evaluated.

Tasks included in the 5 year workplan

Task 3.1 Improve marketing of sponsorship options so entitites are aware of funding
opportunities

Task 3.2 Consider water quality trading as a potential funding mechanism

Task 3.3 Institute strong coordination of 319 and SRF programs

Task 3.4 Use TMDL basin coordinators as outreach mechanism

5to 10 year enhancements

e Continue previously identified process improvements

o Identify data and develop process to produce information regarding efficacy of
programs

¢ Market funds to be used in other ways

10 to 20 year enhancements
e Continue to evaluate and re-evaluate funding and marketing opportunities using data
regarding efficacy of programs

Strategic Priority #4. Processess are continually improved for streamlining and efficiency

Process improvements will allow DEQ to streamline its work and become more efficient. It is the
goal to continually work on improving our processes to meet our staff needs.

Tasks included in the 5 year workplan

Task 4.1 Overall communication plan and implementation with internal DEQ water quality
programs, consulting agencies, among funding agencies

Task 4.2 Upgrade finance and reporting software

Task 4.3 Develop expertise and training for SRF sfaff about urban stormwater, onsite,
alternative systems

Task 4.4 integrate processes and develop a comprehensive communication plan for all
funding options available

Task 4.5 Evaluate application administrative process for cross program alignment

Task 4.6 Identify projects that overlap with Oregon's Integrated Water Resources Strategy

and DEQ funding (319, SRF)

5to 10 year enhancements

o Reduce red tape to have ample funding for projects.
e Application processes are aligned

10 to 20 year enhancements

¢ |Institute “one stop shopping’ for financing options and applications
e The application process encourages environmental outcomes because of funding
efficiencies
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e WQ problems are identified and a proactive coordinated approach achieve
environmental outcomes

Core Programs and Services

Core programs and services are DEQ’s foundational activities; they reflect DEQ’s mission and are the
primary way DEQ implements Oregon’s environmental laws. DEQ’s Water Quality Program defines a
core program or service as an area of work that includes one or more of the following:

v Is essential to achieving DEQ’s mission to protect and restore water quality, through DEQ’s
unique capabilities

OR

v Is legally required through statute, law, regulation, or court order
OR

v Fulfills a formalized agreement with delegating, delegated, or partner agencies
OR

v' Enables a core program or service by providing essential information or data for planning,
decision-making, reporting, or progress measurement

AND SOMETIMES
v' Responds to external expectations

Each core program and service contributes to achieving the mission of DEQ. Most, if not all of these
programs, provide a product or service that DEQ, other state or federal agencies or the public rely
upon. While not all of these program have been identified as a priority for significant investment or
transformation, It is important that these program continue to be supported, both in the delivery of their
product and services, as well as in their efforts to continuously improve upon the way in which the
program is conducted and delivered. Udnerstanding the degree to which impacts on these various
programs may result in a decrease in the level of serice, risk to meeting mandated requirements, or
other critical impacts is important to understand and communicate internally and externally.

There are, however, some instances where DEQ has some level of discretion regarding how and to
what degree DEQ provides these services. Several factors influence these decisions. Some programs
that DEQ is required to carry out by law include prescriptive requirements for how the work must be
done. In other program areas the work may be scalable. For example, DEQ has the flexibility to
implement some programs on a watershed by watershed basis or across the state. The source of
funding is also a key factor. Certain funds are strictly dedicated to a specific use, whereas other funds
can be used for a variety of purposes.

The water quality managers evaluated the extent to which the core programs and services within the
water quality program were flexible by qualitatively evaluating the degree to which each program was
prescriptive, scalable, or had fungible funding sources. As a result of this evaluation, program areas
were categorized into three tiers. The first tier contains the most prescriptive, least scalable and/or least
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fungible funding sources. The third tier includes programs and services considered to be the most
flexible based on level of discretion in conducting the work, high level of scalability and/or high degree
of fungibility in the funding source. See Appendix A (core programs spreadsheet). The purpose of this
exercise was develop a baseline level of information that could be used in subsequent program and
budget discussions.

In addition, for each program and service area, the water quality managers qualitatively evaluated the
current level of resource relative to the stated program objectives—a “1” being a significant resource
gap and a “5” representing an ample level of resources. The objective in conducting this exercise is to
provide initial insight into the adequacy of the current level of resource in the water quality programs.
Managers would expect to use this information to inform further discussions as it implements the
strategy, implements its operating budget, and provides recommendations to Agency leadership
regarding resourcing as described in Section 5.

Framework for Planning, Decision-
Making and Communication

The 2035 Vision and Strategy sets the long-term goals for the water quality program with specific focus
in six sub-program areas: environmental data collection, management, and access; water quality
standards, water quality assessments, watershed planning and restoration; permitting and
certifications; and funding. It also includes interim goals for each sub-program to help keep the program
on track toward achieving the 2035 Vision and Strategy.

The 2035 Vision and Strategy can be used to communicate program priorities and resource needs, and
to evaluate and communicate potential impacts resulting from resource shortfalls or the need to shift
resources to address new or changing priorities.

The interim goals, strategic priorities and workplans are intended to assist the water quality program
with making forward-looking decisions when developing and implementing budgets and making staffing
decisions.

For example, DEQ must make decisions throughout the biennium to ensure it does not significantly
overspend or underspend its operating budget. DEQ must also make adjustments to its operating
budget during the biennium to adjust to information and needs that arise over time.

When resource constraints or surpluses arise or unexpected requests for new work come in, decisions
about whether to discontinue the work, reallocate resources or seek additional resources can be
informed by asking the following questions:

e Is the work directly related to DEQ’s core programs and services?
Can the resource need be addressed by a hiring strategy over time?
Is the work scalable?
Is a realignment or reassignment of work possible?
Can the resource deficit be addressed (in part or in whole) by process efficiencies?
Can resources be combined to maximize efficiencies and minimize impacts to other work?
Is the resource need appropriate to address through a new policy option package?

These planning tools can also help address succession questions when vacancies occur such as:
e How do we continue to support the work task or project?
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e Are there opportunites to resource identified gaps in core programs and services?
e Are there opportunities to recruit for specific skill sets?

The 2035 Vision and Strategy and the water quality program’s planning process will be synchronized
with the agency’s budget development process and will be instrumental in shaping decisions related to
requests for new resources (Policy Option Packages) and developing a prioritized list of reduction
options.

The water quality Program Management Team will use the workplans and regularly report on progress
made according to the workplan and regularly report out to program staff and DEQ’s leadership team.

The interim goals, strategies and workplans are intended to be guideposts that will be revisited, refined

and updated on a regular basis to ensure they continue to be relevant and useful for program planning
purposes.
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Appenc

IXx A — Core Programs and Services

Sub-program Program area Requirements Core program or Overall Resource gap | WQ staff | Description of program area and revenues
(Citation) service? (y=yes, Flexibility for achieving (FTE
f=due to funding, program estimates)
m=due to MOU) goals?
(1 =sig. gap;
3 = adequate FTE;
5 =ample FTE)
Funding Clean Water State Federal Clean Water y Low 4 15.2 | DEQ’s primary responsibilities for the CWSRF include obtaining
Revolving Fund Act; 33 USC §1383; capitalization grants from the U.S. Environmental Protection Agency
ORS 468 (EPA), soliciting potential interested parties for loans, negotiating
loan agreements with eligible public agencies, reviewing and
approving payment requests from loan recipients, monitoring the
loan repayments, and conducting inspection and engineering
reviews to ensure compliance with all applicable laws, regulations,
and program requirements.
Permitting and NPDES wastewater Federal Clean Water y Low 1 24 | Activities related to issuing and administering NPDES industrial and
Certifications (incl. General Permits Act § 402 domestic wastewater permits, both individual and general,
and policy dev.) (authorized municipal and non-municipal. Activities include: civil enforcement;
program) complaint response; compliance assurance/inspections; criminal
enforcement; DMR review; permit appeals; permit
issuance/renewal; program development and rules; technical
assistance; plan review; permit assignment to sources; records
management; IMD review and development. Paid for by a
combination of dedicated funding (wastewater fees) and fungible
sources (General Fund and PPG).
Permitting and Biosolids ORS 454.800; y Low 2 2 | Permit activities associated with biosolids including program
Certifications 468B.095 delegation, complaint response, permits, enforcement, legislative
responses, and database management. Program development.
Paid for by a combination of dedicated funding (wastewater fees)
and fungible sources (General Fund and PPG).
Permitting and Onsite Licensing ORS 454.695 y Low 2 1.4 | Program includes anything that has to do with Licensing including

Certifications

processing applications and inspections of pumper trucks, septage
management plans, etc. Not fungible--fee funded.
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Sub-program Program area Requirements Core program or Overall Resource gap | WQ staff | Description of program area and revenues
(Citation) service? (y=yes, Flexibility for achieving (FTE
f=due to funding, program estimates)
m=due to MOU) goals?
(1 =sig. gap;
3 = adequate FTE;
5 =ample FTE)
Permitting and NPDES Stormwater Federal Clean Water y Low 1 14 | Activities related to issuing and administering NPDES stormwater
Certifications (incl. policy dev.) Act § 402 permits, both individual and general. Activities include: civil
enforcement; complaint response; compliance
assurance/inspections; criminal enforcement; DMR review; permit
appeals; permit issuance/renewal; program development and rules;
technical assistance; plan review; permit assignment to sources;
records management. Paid for by a combination of dedicated
funding (wastewater fees) and fungible sources (General Fund and
PPG).
Permitting and Onsite implementation ORS 454.655 y Low 3 11.5 | Implementation of the Onsite sub-program: Contract county or

Certifications

direct service technical assistance and oversight activities.
Complaint response activities. Program support. Review of product
approval applications, presenting to TRC, drafting and issuing
approvals. Technical assistance to the public, consultants, other
agencies, etc. Enforcement activities. Administration of the installer
and maintenance provider certification program. Variances and
denial reviews. Developing fact sheets and rule interpretations. File
management. Technical and administrative work performed to
process an application. Field work activities related to an
application. Rulemaking activities including advisory committee
meetings, public hearings, outreach to stakeholders, and EQC
presentations. Public records request regarding onsite files
including septic system records for individual properties, sewage
disposal service records, product approval records and other
program and policy records. Review of a land use action for which
another agency requires DEQ review, but a DEQ application is not
otherwise required.Counties can choose to implement. DEQ would
still need to oversee.
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Sub-program Program area Requirements Core program or Overall Resource gap | WQ staff | Description of program area and revenues
(Citation) service? (y=yes, Flexibility for achieving (FTE
f=due to funding, program estimates)
m=due to MOU) goals?
(1 =sig. gap;
3 = adequate FTE;
5 =ample FTE)
Permitting and Wastewater reuse OAR 340-055-0012 y Low 1 1.9 | Activities associated with developing and writing permits for
Certifications permitting graywater reuse and disposal systems, spanning per-permit
contacts through permit finalization, including application
processing site visits, data analysis, plan review, determination of
limits, drafting permits and public involvement. Includes activities
related to developing and issuing Tier 3 individual permits as well
as writing and issuing general permits, excluding source
assignment of coverage under the permit. Activities related to the
receipt, processing, review and approval of applications for
coverage under a graywater reuse and disposal system general
permit, including Tier 1 and Tier 2 general permits.Paid for by a
combination of dedicated funding (wastewater fees) and fungible
sources (General Fund and PPG).
Permitting and Operator Certification ORS 448.410(1)(c) y Low 3 2.3 | Certification Program for Wastewater System Operators: Program
Certifications Coordination and Development; Wastewater System Classification;
Operator Certification & Examination; Technical Assistance and
Training. Limited fungibility of funding (majority fee funded)
Permitting and Pretreatment OAR 340-045- y Low 2 1.2 | Activities related to policy development, permitting, inspections,
Certifications 0063(1); MOA with audits and enforcement of pretreatment requirements. Part of the
EPA re: NPDES wastewater sub-program that has a combination of dedicated
Program fundlng (fges) and fungible funding (General Fund and PPG). There
Implementation is a specific pretreatment fee.
Assessments Integrated Report Federal Clean Water y Low 2 5.8 | Preparation of the 305(b) and 303(d) reports on statewide water
Act § 303(d), 33 quality, including followup activities to explain and evaluate the
USC 1313(d) reports. General fund and PPG are fungible.
Permitting and 401 Certifications-- Federal Clean Water y Low 3 6.2 | 401 Dredge & Fill Certification policy and program development and

Certifications

Dredge & Fill

Act § 401

coordination, non-certification project review, mitigation banking
review team, and training and conferences. Pre-application review
for projects. Application review and evaluation for certification of
projects. Establishing or modifying 401 Dredge & Fill Fees,
including negotiating with stakeholders, running advisory
committees on fees, developing rules, developing fee schedules,
and attending EQC. Perform inspections to ensure compliance and
track program effectiveness. A small portion of the 401 Dredge &
Fill sub-program is fungible, but the majority is dedicated fees.
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Sub-program Program area Requirements Core program or Overall Resource gap | WQ staff | Description of program area and revenues
(Citation) service? (y=yes, Flexibility for achieving (FTE
f=due to funding, program estimates)
m=due to MOU) goals?
(1 =sig. gap;
3 = adequate FTE;
5 =ample FTE)

Permitting and 401 Certifications-- Federal Clean Water y Low 4 2 | Hydroelectric program coordination, training, and policy

Certifications Hydropower Act § 401 development, as well as other tasks not chargeable to individual
projects that are approved by the Hydroteam. Participation in a
Hydroelectric Authorization Review Team (HART) to reauthorize or
decommission a water right for a hydroelectric project that doesn't
require a FERC license. Development and negotiation of cost
estimates and agreements, tracking the hydroelectric program
budget, completing time accounting. Participation in the relicensing
and reauthorization of a project's water right or FERC license.
Participation in reviewing the application to the state of Oregon for
401 Water Quiality Certification for a hydroelectric project, and
issuing or denying the certification. Oversight of a project’s
implementation of the protection, mitigation and enhancement
measures included in the water right for the project, the 401
certification, and/or the FERC license. Majority of the sub-program
is dedicated fees.

Watershed Planning | TMDL planning and Federal Clean Water y Low 2 14.7 | Funded by the 604(b) Water Quality Management Planning Grant,

and Restoration

development

Act § 303(d); 33
USC §1313

includes: Preparing annual workplans and scheduling activities to
insure coordination among monitoring, lab, modeling, basin
coordinators, and stakeholder efforts; Planning, scheduling,
incorporation of the 303(d) list into workplan; Planning and
managing TMDL staff resources; Participating in Oregon efforts in
developing new guidance to implement revised standards; and
Enhance communication and consistency within the TMDL program
and across WQ programs, Land Quality programs, and Air Quality
programs. Participation In EPA Regional & national TMDL-related
planning activities funded by EPA grant including Oregon’s
participation in EPA Region 10 and national TMDL-related planning
activities.

TMDL development work addressing waterbodies impaired from
both point sources and nonpoint sources, including: Working on all
aspects of TMDL development either TMDL specific or review of
303(d) list, data used for listing, and other data useful for TMDL
development; collecting and summarizing data for TMDL
development; evaluating beneficial uses for TMDL development;
identification of pollutant sources; performing water quality analysis
including modeling; calculating all components of a TMDL and
developing WQMP; TMDL documentation; stakeholder and public
involvement. Also includes participation in litigation. Funding
fungible (General Fund and PPG); some Lottery Funds, which are
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Sub-program

Program area

Requirements
(Citation)

Core program or
service? (y=yes,
f=due to funding,

m=due to MOU)

Overall
Flexibility

Resource gap
for achieving
program
goals?

(1 =sig. gap;

3 = adequate FTE;

5 =ample FTE)

WQ staff
(FTE
estimates)

Description of program area and revenues

less fungible. Planning grant from EPA not fungible.

Permitting and
Certifications

WPCEF (incl. graywater)

ORS 468B.025;
ORS 454.610

Low

8.5

Activities related to issuing and administering WPCF, both
individual and general. Activities include: civil enforcement;
complaint response; compliance assurance/inspections; criminal
enforcement; DMR review; permit appeals; permit
issuance/renewal; program development and rules; technical
assistance; plan review; permit assignment to sources; records
management. Excludes reuse, graywater, and WPCF stormwater
UIC. Includes WPCF Onsite. Paid for by a combination of
dedicated funding (wastewater fees) and fungible sources (General
Fund and PPG).

Standards

Water Quality
Standards
Establishment &
Review

Federal Clean Water
Act; 33 USC
81313(c); 33 USC
§1315;

Low

4.5

Review and revise existing water quality standards. Activities may
include performing literature searches, stakeholder involvement.
Interpreting existing standards, including the production of Non-
point Source and Point Source guidance and conservation
measures. General fund and PPG are fungible.

Permitting and
Certifications

Permit fee
administration

ORS 468.065(6)

Low

15

Establishing or modifying Wastewater Permitting fees (industrial
domestic and stormwater), including, but not limited to: negotiating
with stakeholders, running advisory committees on fees, developing
rules, developing fee schedules, and attending EQC to talk about
fees. Amend fee table to increase fees for all National Pollution
Discharge Elimination System and Water Pollution Control Facility
permits by up-to-3 percent to address increased water quality
permit program costs. Work includes all elements necessary for
rulemaking, including but not limited to research, analysis,
document preparation, outreach and implementing rulemaking
procedures. Activities to administer payment of fees involving
preparation of invoices, correction and cancellation of accounts,
receipt of payments and collection of past due. Paid for by a
combination of dedicated funding (wastewater fees) and fungible
sources (General Fund and PPG).

Permitting and
Certifications

Permit coordination and

administration;
compliance reporting

CWA section 402;
40 CFR 124; ORS
468B.025;
468B.035(1); MOA
with EPA for NPDES
program
administration

Low

8.5

Activities related to the development, interpretation and
communication of policy, rules and guidance that is applicable to
the entire wastewater permitting program. Base program activities
involving planning, coordination, budget, reporting, staffing,
performance management and other similar activities. Entry,
processing and transmission of NPDES Permit, DMR and related
data. Paid for by a combination of dedicated funding (wastewater
fees) and fungible sources (General Fund and PPG).
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Sub-program Program area Requirements Core program or Overall Resource gap | WQ staff | Description of program area and revenues
(Citation) service? (y=yes, Flexibility for achieving (FTE
f=due to funding, program estimates)
m=due to MOU) goals?
(1 =sig. gap;
3 = adequate FTE;
5 =ample FTE)
Permitting and Underground Injection 40 CFR 144.82 (UIC y Low 1 2.9 | 2 Program components: (1) UIC rule authorization (not WPCF)
Certifications Control requirements); ORS program updates, reauthorization, rule revisions, development of
468B.195 (gives implementation plans,lguidelines documents, l\/:OUs, responding to
; EPA inquiries, quarterly EPA reporting, etc. Violation response,
;%%;uésf U?go administrative orders and NQNs. R.ule authorjzation revievy,
database entry and forwarding of sites to regions for permits.
program) Database maintenance, deletions, queries, updates and reports.
Establishing or modifying UIC fee, including, but not limited to:
negotiating with stakeholders, running advisory committees on fees,
developing rules, developing fee schedules, and attending EQC.
RA issuance, plan review, closure, preapplication consultation,
design review, RA letter, data entry and public comment. Field
inspection preparation, conduct and follow-up. Including
inspection/compliance training. Complaint response and technical
assistance to control sources, limit pollution to groundwater, and
assure registration inventory. (2) Activities related to issuing and
administering WPCF stormwater UIC permits (not UIC rule
authorization). Activities include: civil enforcement; complaint
response; compliance assurance/inspections; criminal enforcement;
permit appeals; permit issuance/renewal; program development
and rules; technical assistance; plan review; and records
management. Fungible funding (PPG portion is very small, permit
fees, some general fund)
Environmental Data | Groundwater ORS 468B.190; y Medium 3 5.1 | Fungible funding (General fund and PPG); however, EPA sets a
Collection, monitoring ORS 468B.177(3) recommended target in the 106 appropriation for the amount states
Management and requires DEQ to should spend on Groundwater.
Access monitor in GWMA
Permitting and Water Quality Trading ORS 468B.555(1); y Medium 1 1.2 | Evaluate proposed trading activities implemented through the
Certifications Program OAR rules under NPDES permit program and develop permit conditions to regulate
development these trades. Grant funds not fungible. Fees, general fund and PPG
also funding sources.
Watershed Planning | Complaint response ORS 468.035(1)(j); y Medium 2 0.9 | Wastewater complaints: combination of dedicated funding

and Restoration

468.090(1)

(wastewater fees) and fungible sources (General Fund).
Onsite complaint response is not fungible. Nonpoint source
complaint response less fungible due to funding sources.
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Sub-program Program area Requirements Core program or Overall Resource gap | WQ staff | Description of program area and revenues
(Citation) service? (y=yes, Flexibility for achieving (FTE
f=due to funding, program estimates)
m=due to MOU) goals?
(1 =sig. gap;
3 = adequate FTE;
5 =ample FTE)

Permitting and Data Management various federal y Medium 1 1 | Support for Water Quality data systems and Web maintenance,

Certifications (implementation of requirements for including LLID Tool, On-site database, PCS-Il, Sewage Disposal
permitting systems and | data maintenance, Services (SDS) database, TMDL Address Matching Tool,
web maintenance) verification, and Wast(.awater. Operator Certification Program (STP), Water Quality

reporting Permit Application Tool, and WQSIS.

Funding Administration of CWA | Federal Clean Water y Medium 3 1.3 | Distribute 319 grants to fund project proposals in Oregon’s priority
section 319 grants and Act § 319 basins based on TMDL implementation, 303(d) listings, GWMAs,
sub-grants and Drinking Water Source Areas. Administer 319 Grants. Prepare

an annual report of NPS program accomplishments. Determine with
EPA potential NPS success stories documenting either that the
water body is meeting WQS or making water quality progress under
EPA’s national measures. Enter GRTS 319 project tracking
mandated data elements by national deadlines, including pollutant
load reductions, as available. Some amount of funding is fungible;
subject to EPA's oversight.

Watershed Planning | Drinking Water Source | Federal Safe f,m Medium 3 4.6 | Compiling GIS data from assessments, providing program

and Restoration Water Assessments Drinking Water Act oversight, and providing technical assistance to public water
and Section1453; ORS systems and communities for development and implementation
Protection (including 448.277° ORS drinking water protection plans. Funded per IAA through OHA; DEQ
SDWIS monitoring) 468B 01’5 administers Clean Water Act under existing authorities in source

’ waters; includes limited toxics monitoring above intakes and
groundwater wells

Environmental Data | TMDL development Federal Clean Water y Medium 1 3 | Funding fungible (General Fund and PPG); some Lottery Funds,

Collection, monitoring Act § 303(d); 33 which are less fungible.

Management and USC §1313

Access

Watershed Planning | TMDL Enforcement ORS 468.035(1)(j); y Medium 1 0.5 | Required function that is not currently explicitly resourced.

and Restoration 468.090(2) General Fund and PPG are very fungible, but Lottery Fund is less

fungible.

Environmental Data | Beach monitoring Data is used for f Medium 2 1.4 | Funded by a pass-through grant from OHA. Scalable based on the

Collection,
Management and
Access

health advisories.
May be used for
303(d) impairment
listings. 303(d) list
required, but not
required that DEQ
do the monitoring

amount of money that we get from OHA. Condition of grant.
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Sub-program Program area Requirements Core program or Overall Resource gap | WQ staff | Description of program area and revenues
(Citation) service? (y=yes, Flexibility for achieving (FTE
f=due to funding, program estimates)
m=due to MOU) goals?
(1 =sig. gap;
3 = adequate FTE;
5 =ample FTE)
Watershed Planning | GWMA implementation, | ORS 468B.162; y Medium 1 2.6 | Some aspects of DEQ's work required; others discretionary.
and Restoration designation and de- .180:; .184: .188 Includes coordination of statewide groundwater protection program.
listing following Includes sponsoring state-wide meetings, drafting or commenting
recovery, incl. aquifer on pr.oposed rules and policies; |IaISOI‘l.WI'[h us EPA, Health
storage, recovery Division, other state and federal agencies; drafting reports;
’ ’ coordinating groundwater protection activities. Planning,
recharge implementation, and coordination of hydrogeologic studies on
groundwater quality and groundwater contamination. Includes
technical assistance on groundwater protection issues, rules
policies, and guidance. Includes groundwater review of aquifer
storage recovery or aquifer recharge projects. Groundwater
evaluation in designated groundwater management areas. Includes
planning, data and information review, groundwater sampling,
laboratory analyses, data management, data evaluation, and report
writing. Planning, implementation, and coordination of groundwater
management area activities. Fungible funding sources; however,
EPA sets a recommended target in the 106 appropriation for the
amount states should spend on Groundwater.
Watershed Planning | Integrated Water ORS 536.220 m High 3 3.2 | DEQis signatory to the state’s IWRS Strategy that was adopted by

and Restoration

Resources Strategy
implementation

requires EQC to
assist in
development of
IWRS but doesn't
address
implementation

the Water Resources Commission (considered analogous to an
MOU for purposes of this strategy.) Implementation of the
Integrated Water Resources Strategy: Work with other agencies,
tribal and local officials, community members, watershed councils
and other stakeholders to accelerate achievement of environmental
outcomes by collaborating with other natural resource agencies on
development and implementation of salmon recovery plans and
water quality improvement plans. Provide support for local
integrated water resource planning efforts by providing technical
assistance and water quality information as needed during the
development of plans.
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Overall
Flexibility

Program area Requirements

(Citation)

Core program or
service? (y=yes,
f=due to funding,

m=due to MOU)

Sub-program

Resource gap
for achieving
program
goals?

(1 =sig. gap;
3 = adequate FTE;
5 =ample FTE)

WQ staff
(FTE
estimates)

Description of program area and revenues

Watershed Planning High

and Restoration

2

3.4

Nonpoint source pollution control activities for impairments that are
not addressed by a TMDL. Activities include: technical support to
development of loading allocations and TMDLs throughout the state
in priority basins; technical support to existing areas where a TMDL
is in place; soliciting applications for 319 grants and administering
grants in the same priority areas; participation in these same
activities in other basins, including assistance with early TMDL
development; technical assistance for projects that reduce NPS
pollution; commenting on Ag Area Plans and Rules; and complaint
response and follow-up enforcement action.Funded by CWA 319;
not fungible

Watershed Planning High

and Restoration

9.2

TMDL implementation for parameters addressed in the TMDL.
Work includes: Distributing TMDL documents and related
information, and developing fact sheets, website, etc.; planning and
coordinating activities implementation; working on nonpoint source
implementation strategies to achieve LAs; providing assistance to
DMAs to address TMDLs and track progress, including working on
committees; conducting water quality trend and BMP effectiveness
monitoring; responding to complaints and taking enforcement
actions related to TMDL implementation; providing public
involvement opportunities and technical assistance on TMDL
implementation; and other activity as described in the TMDL and
NPS Q-Time Charging Guide. Provide support to permit writers in
interpreting WLAs and understanding implementation issues.
General Fund and PPG are very fungible, but Lottery Fund is less
fungible.

Environmental Data High
Collection,
Management and

Access

4.2

Performance Partnership Agreement for 130 ambient water quality
stations 6 times per year. Long established network.
General fund and PPG are very fungible.

Environmental Data
Collection,
Management and
Access

High

15

Volunteers can gather data that DEQ doesn’t have the resources to
do. Sometimes use the data for TMDL development, basin reports,
conservation effectiveness, 303(d) listings. This work is not
required; however, data collected by 3rd parties contributes to
DEQ's efforts to do core work. Fungible funding (PPG and general
fund).
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Sub-program

Assessments

Watershed Planning

and Restoration

Assessments

Assessments

Environmental Data

Collection,

Management and

Access

Program area

Requirements
(Citation)

State of Oregon Department of Environmental Quality

Core program or
service? (y=yes,
f=due to funding,

m=due to MOU)

Overall Resource gap | WQ staff | Description of program area and revenues
Flexibility for achieving (FTE
program estimates)
goals?
(1 =sig. gap;
3 = adequate FTE;
5 =ample FTE)

High 1 0.1 | MOU in place for DEQ to work with Conservation Effectiveness
partners with the objective nonpoint source and TMDL
implementation effectiveness. DEQ has unigue knowledge of how it
can be done. Funding fungible (General Fund and PPG); some
Lottery and 319 NPS Funds, which are less fungible.

High 2 6.7 | Part of a joint collaborative statewide Pesticide Stewardship
Partnership program with and funded by Oregon Department of
Agriculture, work includes internal and external project planning and
coordination, monitoring, and data analysis and interpretation.
Funded by a pass-through agreement from ODA and .5 FTE of 319
dollars.

High 3 0.2 | General fund and PPG are very fungible.

High 2 0 | Regional component: Basin Report project management and
coordination; report writing, editing, and reviewing; sub-program
contacts; and review of external information and reports. HQ
component: Interpretation of water quality data; report writing,
editing, review; graphics and map production; sub-program
contacts; and identifying and prioritizing data gaps for future
actions. Funding fungible (General Fund and PPG); some Lottery
Funds, which are less fungible.

High 3 3.5 | Funding fungible (General Fund and PPG); some Lottery Funds,

which are less fungible.




Sub-program Program area Requirements

(Citation)

Watershed Planning
and Restoration

Watershed Planning
and Restoration

Environmental Data
Collection,
Management and
Access

Assessments

Assessments

Environmental Data
Collection,
Management and
Access

Assessments

State of Oregon Department of Environmental Quality

Core program or
service? (y=yes,
f=due to funding,

m=due to MOU)

Overall Resource gap | WQ staff | Description of program area and revenues
Flexibility for achieving (FTE
program estimates)
goals?
(1 =sig. gap;
3 = adequate FTE;
5 =ample FTE)
High 3 1.2 | Coordinate with the Oregon Department of Land Conservation and
Development (DLCD) on the Oregon Coastal Nonpoint Pollution
Control Program (CNPCP). Coordinate with state and federal
natural resource managers on meeting water quality goals and
objectives. Best management practices
development/implementation. Coordination between stakeholders.
Liaison support staff to other state and federal agencies.
Development of UAA/SSC as related to NPS activities. Update
nonpoint source management plan. Some amount of funding is
fungible; subject to EPA's oversight.
High 2 0.1 | Reviewing Dept. of Agriculture monitoring strategy. Informs receipts
authority work for ODA-funded monitoring. Funding fungible
(General Fund and PPG); some Lottery Funds, which are less
fungible.

Discretionary 4 1.4 | DEQ either accepts grant money from EPA and does the work or
declines the grant money and does not do the work. May be some
opportunities for efficiencies with other monitoring activities.

Discretionary 2 0.1 | Paid for by a combination of dedicated funding (wastewater fees)
and fungible sources (General Fund and PPG).

Discretionary 3 0.2 | General monitoring funds or federal funds used to develop
specialized or focus assessments.

Discretionary 4 1.2 | Funding fungibility depends on how the special monitoring project is
funded.

Discretionary 3 0 | General fund and PPG are fungible.




Sub-program

Environmental Data
Collection,
Management and
Access

Environmental Data
Collection,
Management and
Access

Environmental Data
Collection,
Management and
Access

Environmental Data
Collection,
Management and
Access

Program area

Requirements
(Citation)

State of Oregon Department of Environmental Quality

Core program or
service? (y=yes,
f=due to funding,

m=due to MOU)

Overall Resource gap | WQ staff | Description of program area and revenues
Flexibility for achieving (FTE
program estimates)
goals?
(1 =sig. gap;
3 = adequate FTE;
5 =ample FTE)

Discretionary 5 0.05 | General fund and PPG are fungible.

Discretionary 3 0.29 | General fund and PPG are fungible.

Discretionary 3 3 | Periodically screen. Other agencies also do this work.
Funding fungible (General Fund and PPG); some Lottery Funds,
which are less fungible.

Discretionary 3 2.5 | Biomonitoring conducted as part of Oregon Plan for Salmon and

Watersheds. General fund and PPG are fungible.




Appendix B — Five Year Workplans

See Excel spreadsheet “Workplan Outline All” for more information about these individual tasks.
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Appendix C — Background

DEQ’s 20-Year Water Quality Program Plan Background

During 2014 and 2015 the PMT met seven times in a large group and sub-program managers met
several times outside the large group setting to generate and refine ideas. A summary of meeting topics
and outputs follows.

June 2014 - Meeting 1 - Where do we want to be 20 years from now?

Process
Revisit existing information from previous strategic planning efforts

Develop long-term vision statements for the program and sub-programs using the following questions
for prompts: What does the world look like in 20 years as a result of doing our job well? In 2035 what
outcomes have we achieved? How will the programs be functioning? What are we producing or
providing that Oregonians value?

Outputs
Draft vision statement for the function and output of the Water Quality program.

Specific visions for sub-programs:
o Permitting and certifications (401 certifications; permits, inspections and compliance and related
components: pretreatment, biosolids, water reuse; and onsite)
e Assessments and standards (Monitoring and assessments for surface and groundwater,
development of benchmarks and standards)
e Watershed planning and restoration (TMDLs, nonpoint source, drinking water)
e Funding (319, SRF)

July 2014 - Meeting 2 - Where are we now? What do we need to get to our 20-year vision?

Process
Refine vision statements

Describe current state of the 4 sub-programs relative to the vision using the prompt: What does the
Water Quality program look like today?

Use backcasting to identify actions that could get DEQ from current state to 2035 vision; Sequence
actions as near-term, mid-term, or long-term and prioritize actions within each sub-program.

Outputs
Draft description of current state for each of the 4 sub-program areas

Prioritized list of near-term, mid-term, and long-term actions
August 2014 - Meeting 3 - What are our core programs and services?

Process
Complete backcasting for sub-programs.
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Identify attributes of a core program or service. What are the characteristics of a core program or
service?

Outputs
Final vision, strategies and tactics; Criteria for defining core programs and services.

October 2014 - Meeting 4 - Mapping the work: Identify gaps, capabilities, strengths and needs

Process
Categorize programs and services as A) aligned with program priorities, or B) with no direct line of sight
to program priorities. ldentify gaps, capability strengths and needs. Discuss action steps and timing.

Synthesize and validate strategy and tactic priorities
e As a program, what are our top strategies in the near and long term?
¢ Do we have the resources to do the high priority strategies and tactics?
e Are we currently resourcing these strategies and tactics?

¢ If no, do we have plans to resource them?

Identify core programs and services
e Assign areas of work to the following categories
o Core program or service
o Not a core program or service
o Don’'t know

Outputs
List of prioritized program strategies and tactics
Categorized list of program work

Late October 2014 — Meeting 5 - Work session

Process
Describe current resourcing, develop long-term strategies and tactics.
Describe considerations for each program initiative in core programs list.

Outputs

January 2015 — Meeting 6 - Verifying the plan and filling remaining gaps

Process
As a program, what are our top goals in the 5 - 10 year and 10 - 20 year term?

Outputs
Identified program goals at the five, ten and 15 year timeframes.

Defined and agreed upon benchmarks for achieving the 2035 vision

March and April 2015 — Meeting 7- Finalizing 5-year workplans
Review workplans

Output
Refined 5-year workplans for sub-programs:

¢ Permitting and certifications (401 certifications; permits, inspections and compliance and related
components: pretreatment, biosolids, water reuse; and onsite)
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¢ Assessments and standards (Monitoring and assessments for surface and groundwater,
development of benchmarks and standards)

e Watershed planning and restoration (TMDLS, nonpoint source, drinking water)
¢ Funding (391, SRF)

April 2015 — Meeting 8 — PMT workshop, reviewing documents

Process
Solicit input on progress to date and reviewing documents for completeness

e Documents were shared during the PMT meeting in April and managers reviewed and refined
the workplans.

¢ Share ideas for implementation, connection to operating budget development, policy option
package development, budget implementation and framework for action.

July and August 2015 - Staff outreach and input
September 2015 — External stakeholder engagement
October 2015 — Presentation to the Environmental Quality Commission

November 2015 - Finalized Report and strategy implementation
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