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1.3 Plan Summary 
 
This first section of the report highlights the region’s plans for providing a reliable supply for the 
next 25 years, with no anticipated shortages.  It also describes the need for a DMP due to 
uncertainties in development and management of both imported and local supplies.  This section 
also looks at defining a drought and the DMP report format.    
 
The next section, Section 2 – DMP Preparation, discusses preparation of the DMP.  This section  
includes a discussion of the formation of the member agency Technical Advisory Committee 
(TAC), along with the results from a questionnaire completed by the TAC members.  This section 
also includes the principles that provided guidance in preparation of the DMP.   
 
Section 3, Review of Historic Plans and Implementation, contains a summary of the past drought 
response plans and ordinances prepared by the Metropolitan Water District and the Water 
Authority.  The section concludes with a discussion on the lessons learned from preparation and 
implementation of these previous plans. 
 
The following section, Section 4 – Drought Response Matrix, includes a description of the stages 
and actions contained in the drought response matrix.  The matrix provides guidance to the Water 
Authority in selecting potential regional actions that can be taken to lessen the severity of shortage 
conditions.  This includes such items as purchasing spot transfers and utilizing carryover storage.  
 
Section 5, Supply Allocation Methodology, provides a detailed description of the supply allocation 
methodology.  The methodology provides the Water Authority a means to allocate its supplies to its 
member agencies in a shortage situation.  To help describe and demonstrate the calculation 
procedure, an example is included for illustrative purposes.    
 
Section 6, Water Authority/Member Agency Coordination, outlines the coordination to occur 
between the Water Authority and its member agencies in implementation of the DMP.  A 
communication strategy is included that describes actions for the Water Authority to take to ensure 
clear communication with its member agencies, the public, and elected officials prior to and during 
shortage conditions.   
 
The final section, Section 7 – Summary, summarizes the accomplishments of the DMP.  There are 
also a series of appendices containing detailed supporting documentation.  
 
1.4 Member Agency Coordination 
 
The challenge in preparing the DMP was to meet the needs of the Water Authority’s member 
agencies in a fair and equitable manner.  Each of the agencies has a unique supply portfolio and 
customer-base.  Some agencies have abundant local supplies, while others are 100 percent reliant on  
water supplies purchased from the Water Authority.  There are member agencies that serve 
primarily agricultural customers, while others serve only municipal and industrial customers.   
Through the yearlong process of developing the DMP, these challenges were addressed and the 
Water Authority appreciated the involvement of the member agencies. 
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of the sale and the San Diego region.  Additional costs could include storage, treatment, and 
seepage losses depending upon the origin of the transfer water.  The transfer water will be melded 
in with the remaining supplies available to the Water Authority. 
 
Buy Phase 2 Spot Transfers 
 
The Water Authority buys Phase 2 spot transfers from outside of the region.  The transfer water will 
be melded in with the remaining supplies available to the Water Authority. 
 
Implement Allocation Methodology 
 
The Water Authority’s Board of Directors determines that all potential actions have been taken to 
avoid shortages and the remaining action is to implement the allocation methodology outlined in 
Section 5.    
 
Utilize Emergency Storage Project Supplies 
 
The Water Authority draws from its ESP supplies when any member agency’s non-interruptible 
firm demands drop below a 75% service level.  The quantities of supplies drawn from storage are 
based on the minimum amount necessary to meet essential health, safety, and firefighting needs.  It 
is also based on the maximum amount needed to ensure adequate supplies remain for a catastrophic 
event. 
 
The drought response matrix provides guidance to the Board on potential actions that the Water 
Authority could take at certain stages of drought.  There are variables, unknown at this time, which 
may influence the options available to the Water Authority’s Board of Directors.  This will need to 
be taken account when it is time to implement the matrix.   
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communication team will be able to review and provide feedback to the Water Authority 
on advisories, as well as other messages to be distributed to the public. 
 
The media’s help will be sought to urge people to be conscious of how they are using 
water and advising them that reducing use now will help everyone in the future if the 
drought continues.  This will be used as an opportunity to help ensure people understand 
how well the Water Authority and Metropolitan have positioned themselves to deal with 
the early stages of drought.  The elected officials’ e-mail list will also be employed.  
Hearing news from the Water Authority first, before being read in or heard on the media 
will establish the Water Authority as the primary message carrier on drought. Brief 
messages on a monthly basis to this list should be adequate unless conditions approach 
very serious levels of water shortages. 
 
6.4.3 Phase Two 
 
Phase Two could occur in year three or four of a dry period and represents that point in 
time when Metropolitan may restrict water deliveries to its member agencies through one 
means or another, but the Water Authority has adequate water either in storage or 
purchased from outside the region to avoid rationing to its member agencies.  In all 
likelihood, the Water Authority would be in the “SDCWA Supply Enhancement” column 
of its Drought Response Matrix under Phase Two. 
 
Phase Two communications require that people substantially reduce their use of water to 
retain water in storage for the following year.  Phase Two should communicate the 
importance of water-use reductions without implying a sense of dire urgency. Consumers 
should be told that the more they conserve during Phase Two, the less would be the 
impact in the event of a Phase Three.  The communication team will continue to convene 
to discuss the supply situation, review any new communication messages that the Water 
Authority is formulating as a result of the supply situation and provide feedback. 
 
Phase Two Activities 
 
Phase Two communications are essentially the same as in Phase One, except the 
communication is more frequent and the communication team is drawn into the message-
building activities.  This is an even more important opportunity to explain the Authority’s 
preparedness in relation to other parts of the drought-stricken area that may not be as well 
prepared and that the Water Authority and its member agencies have anticipated this 
problem and are dealing with it.  The communication team e-mail list will be used in 
making sure that messages are reasonably consistent throughout the service area.  
Coordination with Metropolitan’s drought team will also be a priority, because they will 
have materials and easy access to data and to media contacts that may be of use to the 
Water Authority.  Because of the joint reliance on the Skinner Treatment Plant by 
multiple agencies, coordination with other Metropolitan member agencies is important.  
During Phase Two it would be appropriate to begin preparing print and broadcast 
advertising that can be placed very quickly, if needed, in Phase Three. 
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6.4.4 Phase Three 
 
Phase Three could occur in year four or five of an ongoing drought. It represents the 
period when Metropolitan is unable to meet all member agency demands and locally 
supplied or purchased and wheeled water is inadequate to make up the difference.  In all 
likelihood, the Water Authority will be in the “Mandatory Cutbacks” column of its 
Drought Response Matrix under Phase Three. 
 
Phase Three Activities 
 
In this phase, the communications strategy needs to have solid results in terms of 
reducing demand, and a sense of urgency must be communicated to consumers.  At the 
same time, consumers must understand the nature of the matter – that this is the fourth or 
fifth year of an on-going drought; that the Water Authority and its member agencies have 
been managing their resources well; that the duration of the drought cannot be known and 
that every gallon saved this year is a gallon that will be available next year should the 
drought continue.  Communication during this period will likely result in the most 
contentiousness as member agencies and consumers are asked to make significant 
sacrifices. Because of differing levels of local supplies and local political philosophies, 
member agencies may perceive different levels of concern and want to protect their 
customers from more urgent messages.  The communication team should be sensitive to 
this potential.  Differences in localized responses to a drought emergency should be 
discussed openly within the communication team in order to avoid conflicting messages 
in media that transcends political borders and tends to confuse consumers. 
 
One of the possible consequences of calls for urgent conservation is that after such 
sacrifices it could start raining during the winter months negating the effects of the 
drought and allowing some people to be critical of the agencies because they seemingly 
sacrificed for nothing.  Because water sales are reduced, sales revenue to that agency is 
reduced.  That, in turn, raises the water rate to cover fixed costs.  Nearly every staff 
member and board member has heard consumers complain that “I reduced my water use 
and they raised my rates.  Maybe I should have used more.”  These are potential 
outcomes that must be addressed in any communications strategy. 
 
Most agencies established a separate fund made available to stabilize rates during such 
periods.  The DMP TAC endorsed the use of rate stabilization funds during this period. 
In this phase, communication with the communication team and the elected officials list 
is critical.  The Water Authority must determine how all of its member agencies will be 
impacted; are there opportunities outside of what has been identified to supplement 
supplies?; can elected officials help spread the message?  The communication team will 
involve the media in weekly briefings either in person or via e-mail.  High demand water 
users, such as the California Landscape Contractors Association, Biotech Trade Assoc., 
agriculture, and hotel/motels, will be contacted by the Water Authority or the member 
agencies as appropriate to determine to what degree, if any, they can reduce water use.   
Paid advertising on radio, television, and newspapers will be considered if it is 
determined necessary to supplement media outreach through news contacts, interviews, 
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reporter briefings, and news releases.  The tour guest list should be considered as a source 
of information within local neighborhoods where community leaders are regarded by 
some as water experts.  To the extent that their peers approach them for information 
about the drought or how well the Water Authority and its member agencies are 
responding, the better informed they are, the better will be the information they pass 
along to their peer group. 
 
Before the DMP allocation methodology is implemented, the elected officials e-mail list 
should be used to explain to them what is about to happen.  The Water Authority should 
post a graphic on its website showing reservoir capacities and levels and the media 
should be advised that they are welcome to pull that graphic off the website for use as 
often as they can use it.  Trained people will be assigned to take media calls at all hours.  
These people must be available and they must know how to respond. 
 
6.4.5 Phase Four 
 
Phase Four is a situation where water must be reserved for health and safety purposes.  
The Water Authority would be in the “Mandatory Cutbacks” column of its Drought 
Response Matrix under Phase Four.  This is the unlikeliest of events, but plans must be 
made to address it.  In this phase, Metropolitan is drastically restricting deliveries through 
one means or another and the Water Authority, although enhancing Metropolitan’s 
supplies with its own, is passing a large portion of the shortage through to its member 
agencies.  The drought event will be major news within the region and the 
communication team will likely be in reactive mode rather than a proactive mode.  If the 
steps noted below in the first four phases are taken, the Water Authority and member 
agencies will be well positioned to be viewed as having acted proactively during the first 
four phases and are responding honestly and competently to the drought.  
 
Phase Four Activities 
 
In Phase Four, the media will be covering this story on a daily basis and severe water 
restrictions will be in place.  The communication team will be prepared to receive 
numerous complaints of inequities and the wasting of water.  Additionally, water 
sensitive businesses (nurseries, car washes, etc.) will be seeking relief and it is possible 
that the state will have declared a drought emergency.  Communications during this phase 
will be largely reactive.  Nonetheless, the e-mail lists noted above, as well as the steps the 
Water Authority and its member agencies took prior to this phase will provide the 
perception in the media that the agencies are drought experts.  If Sacramento has ordered 
certain severe conservation measures, as Metropolitan will have done already, the Water 
Authority will be chasing the story rather than managing it.  A program of paid 
advertising specific to water conservation activities should be developed as part of the 
Phase Two activities and discussed with the communication team so they can be 
distributed in short order.  While the Water Authority would likely be the primary 
“spokesagency” in the San Diego Union-Tribune for the region, member agencies will be 
encouraged to play the same role with local newspapers as well as with local politicians 
to explain their own situation since local supplies may vary.  Because of Metropolitan’s 



 6-9 

size and significance in supplying water, it is possible that the media will turn to that 
organization for drought information.  The Water Authority will ask Metropolitan, should 
the local media contact them, to refer the media to the Water Authority for information 
specific to the region.  
 
Table 6-1, on the following page, provides a summary of the phases of the General 
Communication Strategy discussed above.  The Drought Response Matrix stage 
anticipated under each phase is also identified in the table.  Please refer to Section 4 for 
details on Drought Response Matrix stages. 
 
6.5 Conclusion 
 
The Communication Strategy presented in this section serves as a guidebook for the 
Water Authority if the San Diego region is ever faced with a prolonged drought situation.  
The phases and corresponding activities may vary because each drought situation is 
unique, but with a strategy available, the Water Authority and its member agencies will 
be able to be proactive if a long-term drought scenario occurs.  The advisory team is also 
a critical element in implementation of the Drought Response Matrix and Allocation 
Methodology of the DMP.  Successful implementation of these two elements will only 
occur through coordination with the member agencies.   
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The DMP serves as guidance to the Water Authority and its member agencies.  With the 
many unknown conditions associated with any potential long-term drought, the Water 
Authority understands that elements of this plan may need to be modified to meet the 
needs at that time.  With the DMP in place, the Water Authority and its member agencies 
will be better prepared to work with the public to minimize the effects of a prolonged 
drought. 
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Appendix A 
List of Terms and Descriptions  

 
Historic Base Period –  

♦  Period used to establish each agency’s normal demands on the Water Authority. 
♦  M&I demand calculated as average of most recently completed three fiscal years    
    prior to the year in which the decision to allocate is made. 
♦  IAWP demand based on most recently completed fiscal year. 
♦  Three fiscal-year rolling average stops when allocation begins, and restarts once 
    allocation is over. 

 
Adjusted Base Period –  

♦  Pre-drought level demand modified for adjustments.     
♦  Includes growth, water conservation, loss of local supply, and local projects 
    development adjustments.   

 
Growth Adjustment –  

♦  Modification used to account for the assumed demand increase between the base 
period and the end of the allocation year.  

♦  Calculated using the average number of new meters purchased by each agency over       
the base period.   

♦  Demand increase is based on meter size. 
 
Water Conservation Adjustment –  

♦  Modification used to account for demand hardening and to incentivize 
participation.  

♦  Calculated using a three-year average of active conservation program savings as 
tracked by the Water Authority over the base period. 

♦  Credit level set at 100% of average conservation savings. 
 
Loss of Local Supply Adjustment - 

♦  Modification used to account for reduction in local supplies due to drought. 
♦  Calculated as the difference between the average local supply use over the base 
    period and the estimated allocation-year local supply use. 
♦  Credit level set at 50% of certified loss. 
♦  Agency should re-certify loss of local supply as production changes during the 
    year. 
♦  Reconciliation at end of fiscal year to verify actual production. 

 
Local Projects Development Adjustment – 

♦  Modification used to account for development of highly reliable local supplies and  
    to incentivize action. 
♦  Calculated as the average beneficial use of recycled water and brackish  
    groundwater over the base period.   
♦  Credit level set at 30% of beneficial use. 
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Regional Reliability Adjustment - 

♦  Adjustment made to agency allocations to keep each agency’s level of service 
within a pre-determined range of the regional average. 

♦  M&I level of service floor is 5 percent below the region’s total M&I level of 
service. 

♦  Adjustment is triggered when the net cutback to total Water Authority M&I 
supplies reaches or exceeds 30 percent. 

♦  Agencies over the region’s total M&I level of service have a portion of their 
exceedance water reallocated to other agencies.   

♦  Agencies under the regional M&I level of service floor receive water from the 
agencies that exceed the region’s total M&I level of service. 

♦  An agency’s contribution to the regional reliability adjustment cannot exceed 
quantities that would lower their total M&I level of service below the regional 
reliability total. 

 
IAWP Cuts - 

♦  Per MWD Program guidelines, IAWP takes initial 30 percent cut during supply  
shortages. 

♦  IAWP cutbacks beyond 30 percent are applied at the same level of M&I reduction  
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Questionnaire Result #1

The most important issue regarding a 
Drought Management Plan?

Wholesale pricing 
signals

Procedure for 
acquiring transfer 

water

Cost of procuring 
other supplies

Procedure for using 
water from ESP

Communication 
strategy

Encouragement of 
conservation

Equitable allocation 
of cutbacks

Other issues include:

• Development of recycled 
water & desalination 

• Financial encourage for 
drought proofing 

• Credit for those that have 
developed alternative sources

Questionnaire Result #2

Is it appropriate to use wholesale pricing 
signals to encourage conservation?

No, 8

Yes, 14

0 5 10 15 20

Other comments:

• As a last resort

• Similar to IAWP protocol 
released by MWD
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Questionnaire Result #3

Should the Water Authority utilize water 
transfer options to avoid rationing?

Yes, 22

No, 0

0 5 10 15 20

Other comment:

• Depends on price

Questionnaire Result #4

Who should pay for the transfer?

Water 
Authority, 5

Member 
agency, 17

0 5 10 15 20

Other comments:

• With financial encouragement, 
agencies should drought proof 
themselves

• Agency pay if wheeling into area for 
exclusive use

• Transfers used to avoid severe M&I 
and Ag shortages
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Questionnaire Result #5
Should interruptible customers increase 
their service level through Water 
Authority transfers or independently?

Independent, 
6

Water 
Authority, 15

0 5 10 15 20

Other comments:

• If pay full cost of water transfer

• Agency pay if wheeling into area for 
exclusive use

• Interruptible absorb 30% cut then 
use transfers to maintain 70% service 
level

Questionnaire Result #6
Should some amount of ESP water be 
withdrawn once a member agency drops 
below a 75% level of service?

No, 3

Yes, 19

0 5 10 15 20

Other comments:

• Conditional based upon conservation, etc.

• Would using this water meet ESP purpose?  If yes, 
pay premium

• ESP used for original intention primarily

• Use only if region facing 50% shortages and only up 
to half.
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Questionnaire Result #7

The Base Year should be based on:

Projected 
demands, 3

Historic 
demands, 14

0 5 10 15 20

Other suggestions include:

• Most recent historical demand

• Rolling average

• Historic total use

• Sum of total water resources

Questionnaire Result #8
Allocation Adjustments that would 
increase the Base Year should be made 
for:

Growth, 15

Investment in 
local supply, 

15

Demand 
Hardening, 16

Loss of Local 
Supply, 16

0 5 10 15 20

Other suggestions:

• BMPs

• No adjustments

• Historical per 
capita use
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Questionnaire Result #9
If an agency is receiving funding for 
local projects, should its allocation 
reflect this financial contribution?

Yes, 9

No, 9

0 5 10 15 20

Questionnaire Result #10
How important is avoiding large, uneven 
retail impacts, to protect economic 
health of entire region?

Important, 8

Very 
Important, 12

Not very 
important, 1

Not 
important, 0

0 5 10 15 20
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Questionnaire Result # 11
Should a member agency pay a premium 
for water rather than conserve during 
an allocation?

Yes, 6

No, 15

0 5 10 15 20

Other comment:

• Each agency should 
absorb 20% cut for M&I 
and 30% for ag then be 
able to access transfers 
from MWD or SDCWA

Questionnaire Result #12
Should agencies be able to market their 
unused allocation within the Water 
Authority for profit to other agencies?

No, 14

Yes, 6

0 5 10 15 20

Other comment:

• A member agency 
does not own an 
"allocation" of water. 
If a member agency 
of the SDCWA does 
not need all of its 
allocation, then that 
supply should be 
reallocated to other 
member agencies
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Questionnaire Result #13

Should an agency receive adjustments 
which it is then able to market?

Yes, 4

No, 3

0 5 10 15 20

Questionnaire Result #14

Please rank the most important issue 
regarding a shortage allocation 
methodology.

Adjustments for 
growth

Adjustments for 
demand hardening

Ease in 
administering the 

program

Communications 
strategy

Financial penalties 
and pricing signals

Equity of water 
allocations

- 50.00 100.00 150.00

Other comments:

• Allocations should be 
based on need

• Recognition of local 
resource value

• No adjustment for 
growth
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Should IAWP cutbacks beyond the initial 
30% be equally applied to both IAWP and 
M & I?

Questionnaire Result #15

Yes, 11

No, 9

0 5 10 15 20

Other comments:

• IAWP has a plan for 
reductions that was 
considered in the pricing

• IAWP cutbacks should 
be administered as per 
the IAWP Program.

Questionnaire Result #16
For allocations, should a distinction be 
made among the different classes of 
customers paying the M & I rate?

Yes, 9

No, 11

0 5 10 15 20

Other comments:
• Priority Use:  

1. Commercial & 
Industrial,

2. Residential,
3. Non-IAWP Ag.

• There is no legal, 
administrative or economic 
justification for such a 
distinction at this time, so it 
should not be considered 
until it is established by 
some formal mechanism, 
such as the SDCWA Rate 
Structure.
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Questionnaire Result #17
Should a communications strategy specify 
actions and timing of communications?

Yes, 21

No, 0

0 5 10 15 20

Questionnaire Result #18
Should a "Drought Coordination Team" be 
established to support communication 
efforts?

Yes, 19

No, 2

0 5 10 15 20

Other comment:
• Should have Board involved too.
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