NPDES 2004-2005 Work Plan

This work plan is a composite of consultation between Environmental Management (EM), Conservation-Planning & Development (CPD) and Public Works (PW) for the implementation of the second year of Napa County’s NPDES, Phase II Stormwater Management Program.  The task of considering new government functions  created the opportunity to review some existing program requirements and potential enhancements including a larger role for PW in the review of engineered designs as structural elements for Erosion Control Plans (ECP).  The Work Plan is organized by the six program areas of the Stormwater Management Program.  Each includes a synopsis of the elements of that program area and any budget changes proposed for the next fiscal year.

I.
Public Education and Outreach 


This is a program area that is carried out by the County-wide Program (JPA).  It is staffed from the contributions of all the member agencies (i.e. Cities of Napa, Calistoga, St. Helena, Yountville, and the County of Napa).  The County’s portion of this budget (to be adopted by the Napa County Flood Control and Water Conservation District) is projected as $26,400.  This is the same dollar amount as the current budget for FY 03-04.

II.
Public Involvement & Participation 

This program area is also carried out by the JPA.  The resources are included in the dollar amount listed in I.  These are General Fund monies that support the County portion of the JPA.

III.
Illicit Discharge Detection & Elimination


The first year of the stormwater program included an education effort for food service facilities and businesses that have a business plan. Business plans are required for businesses that handle or store hazardous materials. The purpose of this outreach program was to inform businesses of the upcoming stormwater regulations and the use of applicable Best Management Practices (BMPs) to reduce polluted runoff. This business outreach program was conducted by EM staff during routine inspections and was funded by the JPA. The costs this service was estimated by adding 15 minutes each routine inspection. 

In looking ahead to the second year, education and outreach will continue, but an enforcement component will be added to the routine inspections to ensure that businesses comply with the proposed Stormwater Ordinance that will be adopted in FY 03-04 or early part of FY 04-05.

There was discussion as to whether the addition of an enforcement component to the stormwater business inspections should be conducted by existing staff in EM or whether a position should be created in PW to carry out these duties. EM offered to add hours to the stormwater business inspection program with staff previously assigned to a state funded program that is ending.  This would allow more time with each inspection so that enforcement could be added as a component of the stormwater business inspection program. By conducting the stormwater inspections during existing routine inspections, cost savings and single contact with the business owner would be realized.  Additionally, because EM has a billing process for businesses, there is the ability to pay for the cost of these new inspections with the proper authorization from the BOS.  This program is different than current permit authority that comes from State regulations in that they are not inter-jurisdictional (county-wide) without the authorization of each jurisdiction.  It is proposed that the JPA include this authorization in FY 04-05 to make the program uniform throughout the county.  
A benefit to this type of fee collection is that the revenue source  will offset costs that would otherwise be borne by the JPA and its member agencies.    In the FY 04-05 budget there would continue to be some JPA costs for the business program as a one- time expenditure to provide reporting software improvements and other necessary equipment for EM.  As new business groups are added in successive years, EM would add inspection hours and related business permits for the new groups without impacting the budget of the JPA.

IV. Construction Site Runoff Control  

V.  Post-Construction Runoff Management


Since these two elements of the Stormwater Management Program are related in their application to construction and development, they are combined for discussion in the work plan.

A. Phase II Stormwater General Permit Requirements
To comply with the Phase II NPDES General Permit for stormwater, municipalities including Napa County are required to develop and implement a program that addresses the following requirements: 

Construction Site Runoff Control:
1) An ordinance or other regulatory mechanism to require erosion and sediment controls, as well as sanctions, or other effective mechanisms, to ensure compliance, to the extent allowable under State, or local law;

2) Requirements for construction site operators to implement appropriate erosion and sediment control BMPs;

3) Requirements for construction site operators to control waste such as discarded building materials, concrete truck washout, chemicals, litter, and sanitary waste at the construction site that may cause adverse impacts to water quality;

4) Procedures for site plan review which incorporate consideration of potential water quality impacts;

5) Procedures for receipt and consideration of information submitted by the public; and

6) Procedures for site inspection and enforcement of control measures.

Post-Construction Runoff Management:
1) Develop, implement, and enforce a program to address stormwater runoff from new development and redevelopment projects that disturb greater than or equal to one acre, including projects that are less than an acre that are part of a larger common plan of development or sale, that discharge into a storm drain system or tributary  by ensuring that controls are in place that would prevent or minimize water quality impacts;

2) Develop and implement strategies, which include a combination of structural and/or non-structural BMPs appropriate for your community;

3) Use an ordinance or other regulatory mechanism to address post-construction runoff from new development projects to the extent allowable under State or local law.

4) Ensure adequate long-term operation and maintenance of BMPs.

B. Napa County Stormwater Management Program (SWMP) Measurable Goals

To comply with the General Permit, Napa County submitted a SWMP with measurable goals. Specific measurable goals for the Construction Site Runoff Control and Post-Construction Runoff Management are provided below with the fiscal year when implementation shall begin.

Construction Site Runoff Control:
FY 03-04

· Adopt an ordinance.

· Provide a brochure to educate the public regarding State and local requirements and use of BMPs.

FY 04-05

· Develop a plan review process that considers potential water quality impacts.

· Inspect all development projects at the onset of wet season and at least 5 sites within 48 hours of a major rain event.

· Establish a hotline to receive complaints from the public regarding erosion and polluted runoff from development projects.

Post-Construction Runoff Management:
FY 03-04

· Adopt an ordinance.

FY 04-05

· Adopt stormwater standards for structural development projects to reduce long-term polluted runoff.

· Adopt a policy and standards for long-term operation and maintenance of post-construction BMPs.
C. Current Planning Effort
The Conservation Regulations currently require “Standard Erosion and Sediment Control” measures for new structures on slopes of 5 to 15 percent and the preparation of a Structural Erosion Control Plan (ECPS) for roads and structures on slopes greater than 15 percent. The Conservation, Development, and Planning Department (CDP) currently contracts with a private consultant to review ECPS’s  for  compliance with the Conservation Regulations. The consultant in partnership with CDP staff  provides monitoring compliance of approved plan specifications for both structural and agricultural projects subject to the Conservation Regulation.
CDP in partnership with the Department of Public Works (PW) will merge the review, oversight, installation operations and compliance monitoring of Erosion and Sediment Control Plans for structures and agriculture into an enhanced joint operations between the two departments.

 The “enhanced joint operation” is not a  part of the NPDES Work Plan.  It is a product of the county’s ongoing effort at streamlining and improving the development review process as directed by the Board during the recent fee hearings.  The county is moving forward with the merging of professional staff to better review, monitor and enforce Napa County regulations.  The merging of oversight and operations will ensure installation, maintenance and monitoring of structures and agriculture plans by qualified professionals.  The goal of this joint initiative is to ensure the continued long-term viability of county resources by protecting county lands from excessive soil loss.
CDP will continue to process plan calculations of earthmoving activity relative to vegetation or land clearing, drainage facilities, landscape structures and grading and process CEQA clearances.  In addition, the county staff will continue to provide penalty resolution if the economic activity threatens local water quality.

Currently, CDP and a Napa County contractor, Landwatch, Inc, maintain services involving field monitoring, installation specifications review, project logs and files of Erosion and Sediment Control Plans.  It is anticipated that the contractor will continue to work directly with both CDP and PW for FY 04-05 to ensure continuity of service.  FY 04-05 will also evolve as a transition year allowing staff to determine what services are more appropriate to be handled by PW in-house and what services could continue to be provided by the consultant in future years. 
For agricultural projects, the CDP currently  contracts with the Napa County Resource Conservation District (RCD) to review agricultural erosion control plans (ECPA) for  adequacy  of erosion control effectiveness. This contract also provides for a site visit at the time of winterization and/or final project clearance for the purpose of determining whether all recommended measures have been properly installed in accordance with the approved ECPA.
The new duties involved with the Stormwater program will not only support the on-going conservation regulations activities of the CDP, but will also provide the in-house expertise of a stormwater unit in PW as well as greater overall staff capability for the County in regards to the technical oversight of land disturbing activities.  Specifically, PW will provide technical review and recommendations on ECP applications, provide oversight over the installation of the ECP improvements and provide monitoring and compliance with the approved ECP application.   These efforts will strengthen County oversight over ECP projects implemented under the Municipal Watershed Ordinance, enacted by the Board in the Spring of 2003 following a failure of an ECP installed improvement in the Winter storms of 2003.   CDP will continue to process the ECP application with assistance provided by RCD, including CEQA compliance.  
D. Overview of Proposed Changes to the Current Planning Effort 
To comply with the Phase II NPDES General Permit for stormwater and to accomplish the measurable goals in the SWMP, the following changes to the existing planning effort are required:

Structural Projects

· Regardless of slope, require the preparation of a Water Quality Control Plan (WQCP) for projects less than 1 acre and a Stormwater Pollution Prevention Plan (SWPPP) for projects that disturb 1 acre or more. WQCPs and SWPPPs will include erosion and sediment control BMPs as well as BMPs to manage waste materials such as trash, concrete, paint, etc.

· Continue winterization inspections and enforcement, but also conduct inspections during rain events to ensure that WQCPs and SWPPPs are effective.

· Require post-construction Best Management Practices (BMPs) to eliminate or minimize polluted runoff from all structural projects regardless of slope.

Agricultural Projects

· No changes to the Conservation Regulations are required for agricultural projects under NPDES. However process changes will be implemented which will result in PW review, approval and monitoring of the engineered components of ECPA’s, including technical recommendations that may come out of RCD’s involvement.

E. Recommendation

The measurable goals provided in the SWMP will require additional staff to implement.  There was extensive discussion with CDP and PW as to the most appropriate way to staff these tasks.   The following are the joint recommendations:

1. 
PW, in consultation with CDP , recommend the creation of a full time position (Stormwater Inspector) in PW to implement the following responsibilities:

· Review of WQCPs and SWPPPs and recommendations to the Director regarding their approval. 

· Monitoring and enforcement of all approved plans at the onset of the wet season and at least 5 projects within 48 hours of each storm event (> 0.25 inches of rain). 

· Respond to complaints from the public and State resource agencies regarding erosion and polluted runoff associated with structural and agricultural projects.

2. 
PW, in consultation with  CDP, recommends the creation of a full-time engineering position to implement the following responsibilities:

· Revise existing standards for drainage and provide technical expertise in the development of Post-Construction design standards that are appropriate for Napa County.

· Review contents of WQCP’s and SWPPPs for technical adequacy and effectiveness of engineered designs.

· Review engineered designs in agricultural ECPs for technical adequacy and erosion control effectiveness.

This recommendation will provide a nucleus of resources in storm water management for the County.  This team would also improve the current land development application process by providing resources to CDP that are currently contracted.  A proposed budget for the Inspector and Associate Engineer position is discussed below in the section on financial impacts.  The new positions are proposed in the PW FY 04-05 budget request.  
The addition of fees for stormwater checking and compliance is becoming commonplace in counties struggling to balance new mandated programs with reduced revenue resources.  It is recommended that the Board direct staff to return with a user fee proposal to offset the costs of this mandated program as well as the enhanced ECP review process.  
VI.
Municipal Operations
This program area deals with the operations practices of the Roads Department, and any other government functions that might have occasion to harm stormwater runoff (parks, landscaping maintenance, airports, etc).  The Roads section of PW has been participating in development of the county stormwater plan.  In the current year, there were some housekeeping improvements made at the maintenance yard.  In 2004-5, some specific staff training is identified for improved maintenance practices that will reduce roadside or stream bank erosion.  Also, staff time for mapping of the major drainage outfalls is included.  The hours for these tasks are valued at $7,500, which is incorporated, in the existing Roads budget.  No additional general fund request is anticipated at this time.




VII.  Financial Impacts
The proposed stormwater program creates new program costs for Napa County.  Besides the incurred costs of the fiscal year 2003-4 programs including a $26,400 share of the all county JPA, the fiscal year 2004-5 work plan is estimated to add approximately $60,000 to Environmental Management’s operational cost.  It is recommended that these costs be recovered through fee increases to businesses inspected.  The fee increase will amount to a $40-$60 increase to various business fee categories that currently range from $79 to $997.

The Public Works Department will also see operational cost increases under the fiscal year 2004-5 work plan.  The new annualized costs for this department are estimated at $175,000.  It is proposed that approximately $105,000 can be recovered through fees in the transition year of fiscal year 2004-5, with anticipated full recovery in fiscal year 2005-6, if the Board directs that all user costs be recovered.
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