Managing Complexity:
Implementing an
Ecosystem Restoration Program™

*Program Implementation Framework
*Program Management Tools

eLesson Learned

*How | Stopped Worrying and Learned to Love Change and Uncertainty!

Eric L. Bush, USACE, Jacksonville District
Eric.L.Bush@usace.army.mil
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Everglades Program Implementation

l. Legal /Policy Il. Financial lll. Program IV. Science &
Management Management Management Adaptive
Management

Life Cycle
Planning Design Construction
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l. Legal/Policy

* Federal Laws
— Authorization (WRDAS)
— Appropriations Acts (two-year budget cycle)

— Regulations
* CERP Programmatic Regulations (2003)

* Engineer Regulations (http://140.194.76.129/publications/eng-regs/)
— ER1105-2-100 (“Planning Guidance Notebook”)

— Executive Orders
— Policy Decisions

e State Laws (Florida Statutes)
— Budget (annual)

— Rules
* Florida Administrative Code

— Policy Decisions



Authority

égthorization by Congress/President to do work (spend
)

— Water Resource Development Acts (WRDA)
Complex; Historical Context

Everglades Restoration: Study Phase

— WRDA 1986 (50-50 cost-sharing of Feasibility Studies)
— WRDA 1992 (Reconnaissance Phase)

— WRDA 1996 (Feasibility Phase)

Everglades Restoration: Implementation Phase
— WRDA 2000: “Approved” Comprehensive Everglades
Restoration Plan (CERP)

* Implementation requirements; established 50-50 cost-sharing
partnership for design, construction, O&M

— WRDA 2007: Authorized 3 CERP projects; new
implementation requirements (Peer Review; PPCAs)




Agreements

* “Contracts” containing details of what was

authorized

* Define terms of “Partnership” w State of FL

(SFWMD)
— State Laws can affect terms

Design Agreement (May 2000)

*Program Management Requirements

Master Agreement (Aug 2009)

eConstruction, Transfer, O&M
*Program-level financial management

Project Partnership Agreements
*Four agreements executed so far. . .
*Project-specific requirements

Think about approval
requirements &
timelines!



CERP Desigh Agreement

DESIGN AGREEMENT 0 Rl G[N A L
BETWEEN !
THE DEPARTMENT OF THE ARMY
AND
SOUTH FLORIDA WATER MANAGEMENT DISTRICT
FOR THE DESIGN OF ELEMENTS OF THE
COMPREHENSIVE PLAN FOR THE EVERGLADES AND SOUTH FLORIDA
"BECOSYSTEM RESTORATION PROIECT

THIS AGREEMENT entered inta this /:2% _day of _7Hces
between the Department of the Army (hereinafer the “Government”) pI%BIltE
Secretary of the Army (Civil Works) and South Florida Water Management Dlstrlct (hereinafter -

the “Non-Federal Sponsor™) represented by the Chairman of its Governing Board.
WITNESSETH, THAT: .

WHEREAS, the Energy and Water Development Appropriations Act for Fiscal Year
2000, Public Law 106-50, included funds for the Government to initiate design (as defined in
Article 1B. of this Agreement) of elements of the Comprehensive Plan for the Everglades and
South Florida Ecosystem Restoration Project (hereinafter the “Program”™ as defined in Article LA,
of this Agreement) at South Florida;

‘WIIEREAS, Section 105(c) of Public Law 99-662 (33 17.5.C. Section 2215), provides
that the costs of design of a water resources project shall be cost shared in the same percentage as
the purposes of the Program; and

WHEREAS, Section 528( e) of the Water Resources Development Act of 1996, Public
Law 104-303, and Government policy requlres that the Non-Federal Sponsor cost share shall be
50 percent for the Program; and

WHEREAS, Section 208(d) of the Water Resources Development Act of 1999, Public
Law 106-53, provides that the Secretary of the Army shall afford credit for work performed by
Non-Federal interests at the request of the Secretary of the Army in furtherance of the design of
Program features; and

WHEREAS, the Government and the Non-Federal Sponsor agree that the Non-Federal
Sponsor shell contribute 50 percent of the financial obligations for design of the Program; and

WHEREAS, the Government and Non-Federal Sponsor have the full authority and
capability to perform as hereinafter set forth and intend to cooperate in contributing to the design
in accordance with the terms of this Agreement.

Executed May 2000

 Article ll: Obligations of the
Government and Non-Federal Sponsor

* Article lll: Design Coordination Team

* Article V: Dispute Resolution

Prior to WRDA 2000!




CERP Master Agreement
August 2009

MASTER AGREEMENT
BETWEEN
THE DEPARTMENT OF THE ARMY
AND
SOUTH FLORIDA WATER MANAGEMENT DISTRICT
FOR COOPERATION IN
CONSTRUCTING AND OPERATING, MAINTAINING, REPAIRING,
REPLACING, AND REHABILITATING
PROJECTS AUTHORIZED TO BE UNDERTAKEN PURSUANT TO THE
COMPREHENSIVE EVERGLADES RESTORATION PLAN

THIS AGREEMENT is entered into this @’f/\_ day Ufﬁﬁgf

between the DEPARTMENT OF THE ARMY (hereinafter the “Govel

the Principal Deputy Assistant Secretary of the Army (Civil Works) and SOU

WATER MANAGEMENT DISTRICT (hereinafter the “Non-Federal Sponsor™), represented by
the Chair of its Governing Board.

WITNESSETH, THAT:

WHEREAS, construction of the Central and Southern Florida Project for Flood Control

and Other Purposes (hereinafter “C&SF Project”) was authorized by Section 203 of the Flood
Control Act of 1948 (62 Stat. 1176), as amended;

WHEREAS, the Comprehensive Everglades Restoration Plan (hereinafter the “CERP")
contained in the Final Integrated Feasibility Report and Programmatic Environmental Impact
Statement, dated April 1, 1999, was approved with certain changes by the Congress of the United
States (hereinafter the “Congress™) in Section 601 of the Water Resources Development Act
(hereinafter “WRDA™) of 2000, Public Law 106-541, as a framework for modifications and
operational changes to the C&SF Project that are needed to restore, preserve, and protect the
South Florida ecosystem while providing for other water-related needs of the region, including
water supply and flood protection;

WHEREAS, Section 601 of WRDA 2000, Public Law 106-541, as amended by Section
6003 of WRDA 2007, Public Law 110-114, specifies that Section 902 of WRDA 1986, Public
Law 99-662, as amended (33 U.S.C. 2280), which establishes the maximum costs of projects
shall apply to each project undertaken pursuant to Sections 601(b) and 601(d) and also shall
apply to the individual project funding limits in Section 601(c)(3)(A) and the aggregate cost
limits in Section 601(c}(3)}B);

WHEREAS, the Government and the Non-Federal Sponsor (hereinafier the “Parties™)
have already entered into a Design Agreement for CERP, dated May 12, 2000 (hereinafter the
“Design Agreement™);

Article V: Coordination
*Reiterates parties responsibilities
per CERP Design Agreement
*Defines role of Project Managers
*Establishes “Quality Assurance
Coordination Team” for construction
Article VIII: Dispute Avoidance and
Resolution
*References 2002 Dispute Resolution
Agreement




Project Partnership Agreement

PROJECT PARTNERSHIP AGREEMENT
BETWEEN
THE DEPARTMENT OF THE ARMY
AND
SOUTH FLORIDA WATER MANAGEMENT DISTRICT
FOR CONSTRUCTING AND OPERATING, MAINTAINING, REPAIRING,
REPLACING, AND REHABILITATING
PHASE 1 OF THE
SITE 1 IMPOUNDMENT PROJECT

THIS AGREEMENT is entered into this / / ZfZ_L day of* ; 20@ by and between
the DEPARTMENT OF THE ARMY (hereinafter the “Gove: t”), represented by the District
Engineer, U.S. Army Engineer District, Jacksonville, and the SOUTH FLORIDA WATER
MANAGEMENT DISTRICT (hereinafter the “Non-Federal Sponsor™), represented by the
Chairman of its Governing Board.

WITNESSETH, THAT:

WHEREAS, the Government and the Non-Federal Sponsor (hereinafter the “Parties”™)
entered into an agreement on August 13, 2009 (hereinafter the “Master Agreement”) that sets forth
the terms of participation for the construction, operation, maintenance, repair, replacement and
rehabilitation of projects implemented under the Comprehensive Everglades Restoration Plan
(hereinafter “CERP”) so as to promote uniformity of terms, ease of administration, and efficiency in
execution of such projects;

WHEREAS, construction of the Site 1 Impoundment Project at Palm Beach County, Florida
was authorized by Section 1001(16) of the Water Resources Development Act of 2007, Public Law
110-114;

WHEREAS, on May 12, 2010, the Assistant Secretary of the Army (Civil Works) approved
constructing the Site 1 Impoundment Project in two phases using two separate project partnership
agreements;

WHEREAS, the Government and the Non-Federal Sponsor desire to enter into a Project
Partnership Agreement (hereinafter the “PPA” as defined in Article 1.C. of the Master Agreement)
for construction of Phase 1 of the Site 1 Impoundment Project (hereinafter the “authorized CERP
Project”, as defined in Article 2.1. of this PPA) and the Parties acknowledge that construction of
Phase 2 of the Site 1 Impoundment Project is not covered by this PPA and that construction of
Phase 2 would be the subject of a future project partnership agreement to be entered into by the
Parties;

Project Specific “Contract”
*Must be executed before construction
contract awarded
*Based on Master Agreement
*Based on Authorization
*Project Implementation Report




Il. Financial Management

Based on Legal & Policy Requirements

Budgeting (Feds: two-year cycle; annual funding)
— Preparation

— Defense (Justification)

* Updated Economic Information
— Costs, Remaining Benefits

— Review (negotiation!)

Appropriations

— Specific requirements
* Incremental Funding

Funds Management

Accounting & Cost-Share Management
— Credit
e Work-in-Kind

] /
e Real Estate Need systems in place to manage!
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Ill. Program & Project Management

Project Implement | ey

THE DEPARTMENT OF THE ARMY y
Project Delivery Te A
J y y THE SOUTH FLORIDA WATER MANAGEMENT DISTRICT
FOR '
- ; _ A RESOLVING DISPUTES
Project-Manageme NG DISP
COMPREHENSIVE EVERGLADES RESTORATION PLAN

Scope, Schedules,

THJS AGREEMENT is entered into this _3th dgy of S9Ptembex 2002 1, ang
amc;_nglln])eputmmt of the Army (heceinafter the “Army™), Toprosented by the
Assistant Secretary of the Army (Civil Works), the Director of Civil Warks of the U.s.

Army Corps of Engineers, the Division Engineer of the South Atlantic Division

Issue ldentification e e ety
U.S.AmyCm?uofEnpnem,mdthesmeubeﬁdc(hueimﬂwthn“Stm'),
Tepresented by its Govemor, the Secretary of the Department of Environmental
muﬁmmmsmmmi&WmMmmDhﬁﬂMbyﬂn&d:of

Strategic CommuN |

WHEREAS, the Water Resources Development Act of 2000 (P.1. 106-541), Title

VI, Comprehensive Everglades Restoration, Section 601(1) Dispute Resoliution, provides
Engagement e s B o, o 1) Dl st

mm:ntofdﬂsm.:t,dwehpgnmmt for resolving disputes between the U.S.
_AmyCmps_owaa(hﬂrmlﬁa- “USACE") and the State associated with the
implementstion of the Comprehensive Everglades Restoration Plan (herainafter the
“Plan"), including establishing in this Agreement:

Issue Management

(A) a preference for the resolution of disputes betwaen the Jacksonville Disti
USACE and the South Florida Water Management District; ) oot

FO rm a I Dis p ute Re N (B) 2 mechanism for the Jacksonville District of USACE ar the South Florida

Water Management District to initiate the dispute resolution process for
unresolved issues; ’



CERP Design Coordination Team
(DCT)

Established by Design Agreement

Led by Program Managers from Partner Agencies
(USACE, SFWMD)

Forum for:
— PDTs to identify issues affecting implementation
— Agencies to share views/concerns

Program/Project-Specific Guidance
Forcing Function: keeps visibility on:

— Schedules

— Need for timely issue elevation & resolution



Everglades Program Management Framework

Interagency

* Public Participation



Functions of DCT

* Co-chaired by Program Managers

* Oversee (from Design Agreement):
— Schedules and budgets
— Plans and specifications
— Updates to Master Program Management Plan
— Real Estate requirements

— Contract scopes-of-work, modifications, and contract
costs

— Program/Project costs and projections

— O&M needs

— Science & Adaptive Management (RECOVER)
— Funding/Work-in-Kind



DCT Program Management Tools

e CERP Guidance Memoranda
— 38 CGMis issued to date

* http://www.evergladesplan.org/programs

— Design Criteria Memoranda (DCMs)

11/7/2002

CERP Guidance Memorandum

‘South Florids Water Management Distric

SUBJECT: Project Change Control

DESCRIPTION:

This memorandum provides guidance to
Ammy Corps of Engineers (USACE), ¢
(SFWMD), and members of the Project
control and processing of changes to
Agreement executed between the South
Secretary of the Army for the impleme
Restoration Plan (CERP).

As part of the CERP implementation, the |
developing a project management informi
data set for the analysis, performance m
reporting of program and project manage!
as the CERP Project Management Inform:

The Program Controls Division of the
Management Branch of the USACE, repi
Controls” function. For the purpose of this
to the joint function of these organizations,

A disciplined program and project manage
quality products and services. The USAC
project management business process a
(Master Program Management Plan, Augl
Project Management Business Process (
wide program and project level processes
leamed and best business practice experie
make it easier to meet strategic goals

Engineer Regulation (ER) 5-1-11, USAC

Tris documes

S prograsemaaa o

jocksonville District U.

S. Amy Comps Of Engineers

3/20/2009

CERP Guidance Memorandi

th Florida Wator Management District — Jacksonvill Distnct, U.S. Amy Corps Of Engine

CGM NUMBER-REVI
EFFECTIVE DATE: #

CATEGORY: Generz

SUBJECT: Project and Program Names
DESCRIPTION:

This memorandum provides guidance to both the Jacksonvilie District
of Engineers (USACE) and the South Florida Water Management
staffs on the most up-to-date Comprehensive Everglades Restora
project names, program names and acronyms. In order to provide co
agencies, and ensure that all management plans can be consolid
project program-level view, all project names should conform to thot
guidance.

History of Project Authorities and Naming Initiatives

The CERP, an overarching and flexible plan for restoration of
Ecosystem, is comprised of more than 60 components (features) t
through the execution of multiple projects. It buikis upon the Cen
Florida (C&SF) Project, first authorized in 1948, and the C&SF Proje
Review Study under the Water Resources Development Act (WRDA)

The April 1999 Comprehensive Plan Report (Yellow Book) contained
Plan (Section 10), which proposed projects and titling using primarily «
or combinations of those names. WRDA 1999 authorized two pilot ¢
name. WRDA 2000 approved the Plan and authorized construction f¢
10 “initial" projects (including the Adaptive Assessment and Monitol
the implementation of four additional pilot projects to determine 1
optimum design of specific technologies. WRDA 2000 also establishe
Authority vehicle for components having a Project Implementat
approved by the Secretary.

In the Yellow Book, components (project features) were ident
designation, e.g. (A) or (EEE) throughout the Plan’s formulation and
or were identified as “Other Project Elements’ (OPE) when they cc
modeled. The Implementation Plan schedule contained in the 1999

Page 10f7

4/11/2002

CERP Guidance Me

th Florida Water Management District — Jacksonvile District L

SUBJECT: Management Regions

DESCRIPTION:

This memorandum provides Project Managers ar
definition of project management regions for the £

GUIDANCE:

To assist in the effective and efficient managem
Restoration Plan (CERP), the project being impl
the U.S. Army Corps of Engineers (USACE) and
District (SFWMD) will be geographically categoriz

APPLICATION:

Effective the date of this memorandum, all projec
will be assigned to one of the nine South Fli
depicted on Figure 1. Table 1 reflects the assigni
under this program to one of the South Florida Pn

This document provides working level guidance to assist Project Delive
Evergiades Restoration Pisn (i
Corps of Engineers. The guic

29
—aion o e progr ek rekatons o CERY

1/7/2003

CERP Guidance Memorandum

South Fiorida Water Management District - Jacksonvile Disirict, U.S. Ammy Corps Of Engineers

CGM NUMBER-REVISION: 01£
EFFECTIVE DATE: 1/07/03
CATEGORY: Reports

SUBJECT: CERP Project Milestones

DESCRIPTION:

This memorandum provides guidance for the establishment of a set of s
milestones that will be used by the staffs of both Jacksonville District, U.S. Arm
of Engineers (USACE), South Florida Water Management District (SFWMD),
of the Project Delivery Teams (PDT's), Program Controls personnel, and other
staff for managing, analyzing, tracking, and reporting of projects being pursue
the Design Agreement executed between the South Florida Water Managemen(
and the Secretary of the Army for the implementation of the Comprehensive Eve
Restoration Plan (CERP).

As part of the CERP implementation, the SFWMD and the USACE have establi
information system to provide a joint and common data set for the &
performance measurement, and for certain non-proprietary reporting of progr
project management information. This system is referred to as the CERP
Management Information System (PMIS).

GUIDANCE:

The Project Managers (PM) are responsible for the establishment and mainten
project schedules. The PM's will insure that Project Management Plans aul
project schedules, and other reports contain the agreed upon set of s
milestones.  The standard set of milestones to be supported is provided in
attached.

APPLICATION:

Effective as of the date indicated on this guidance memorandum, Project Manag
insure that as a minimum, all standard milestones are contained in project sct

e e Bogemadeoubators ot CERP it o aoat S o o g repaons
process stated i the regulations.
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CERP Guidance Memorandum

South Florida Water Management District — Jacksonville District, U.S. Amny Corps Of Engineers

CGM NUMBER-REVISION: 029.00
EFFECTIVE DATE: November 19, 200

CATEGORY: Outreach

The goal of public involvement and coordination is to open and maintain channels of
communication with the public to give full consideration to public views and information
in the planning process. The objectives of public involvement are to 1) provide
information on proposed activities to the public; 2) make the public's desires, needs, and
concems known to decision-makers; 3) provide for consultation with the public before
decisions are reached; and 4) consider the public's views in reaching decision.

Public input is a crucial part of CERP implementation. Knowing when and how to
engage the public and obtain this input effectively is one of the keys to successful public
involvement. This guidance document outlines several options for obtaining public input
and the requirements associated with each option. The Corps and SFWMD both strive
to provide equal, nondiscriminatory access to the public for all aspects of involvement

GUIDANCE:

It is necessary to have a clear understanding of the purpose of the engagement activity
prior to hosting any event where public participation is actively sought. The decision to
organize and hold an engagement activity should be made based on the underlying
principle of providing timely and adequate opportunities for participation.

The schedule and design of public engagement activities depend on the:
. Project type and schedule;
. Information the public is likely to need;
. Time during the project life cycle at which the information is needed;
. Role the public desires to play; and
. Type of input sought by staff.

The public should never be engaged in an activity unless Corps and SFWMD staff have
a clear understanding of the purpose and format of the activity. Once the purpose of
the engagement activity is determined, the type of meetmg and its level of formality are
e docum el g ject Delhery Tearms n t
esn the Soun Flards Weter

This document provides weorking level guidance 1o assist
Evergades Restoraion Plan (CERP) program excculsd b
Coms of g dance does nck o

any sgency member cartying out the e reflecting agency polcy on subject
Sotion of ' oy tenemad egulatons o CERP wil s lmsed whon the el programtic reiatons e adopeed, vsing S8
process stated in the regulatons.

Page 10 10




Project Schedules

Project Schedule is controlling management tool
“P2” is USACE Scheduling Tool
Activities and Resources scheduled for project lifecycle

Critical for Budgeting

Printed: 30-Jun-09
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Why Schedule:

* Accountability
— Public, Congress,

* Reliable Manage

— Expectation Mana
* Reality vs. Hope

* Change Managem
— Require buy-in at

11/7/2002

CERP Guidance Memorandum

South Florida Water Management District — Jacksonville District U.S. Ammy Comps Of Engineers

CGM NUMBER-REVISION: 007.00
EFFECTIVE DATE: 01/01/2003

CATEGORY: Program Controls

SUBJECT: Project Change Control

DESCRIPTION:

This memorandum provides guidance to the staffs of both Jacksonville District, U.S.
Army Corps of Engineers (USACE), South Florida Water Management District
(SFWMD), and members of the Project Delivery Teams (PDT's) in general for the
control and processing of changes to projects being pursued under the Design
Agreement executed between the South Florida Water Management District and the
Secretary of the Army for the implementation of the Comprehensive Everglades
Restoration Plan (CERP).

As part of the CERP implementation, the SFWMD and the USACE is in the process of
developing a project management information system to provide a joint and common
data set for the analysis, performance measurement, and for certain non-proprietary
reporting of program and project management information. This system is referred to
as the CERP Project Management Information System (PMIS).

The Program Controls Division of the SFWMD and the Restoration Program
Management Branch of the USACE, represent the implementing agencies’ “Program
Controls” function. For the purpose of this document, the term Program Controls refers
to the joint function of these organizations.

A disciplined program and project management process is essential in order to deliver
quality products and services. The USACE and the SFWMD have agreed to utilize a
project management business process as the framework to jointly implement CERP
(Master Program Management Plan, August 2000). The USACE has an established
Project Management Business Process (PMBP), which provides a common USACE-
wide program and project level processes. The USACE'’s PMBP incorporates lessons
learned and best business practice experience to create a working environment that will
make it easier to meet strategic goals. This core business standard is provided in
Engineer Regulation (ER) 5-1-11, USACE Business Process, and establishes the

Comprehensive
c fanagement District and the U.S. Army
ers. The guidance i 0 te authority be that granted to
g mber carrying out their duties g policy on su ted in the guid moranda
section of the programmatic regulations for CERP will be issued when the final programmatic regulations are adopted, using the
process stated in the regulations.
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Questions?




