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Requested Action: 

Reservoir Committee and Authority Board review mid -year work plan status 
update and consider approval of revised 2025 annual budget , including the 
adjusted subject area amounts .  
 
Detailed Description/Background: 
 

The Sites Project Authority  approved the FY25 Budget , including a revision to the  

Amendment 3 Work Plan, in October 2024, which projected work to be performed 

through Q2 2026.  The FY25 Budget was then amended in February 2025 to reflect 

the larger than anticipated 2024 carryover funds identif ied during the closeout 

of the 2024 budget.  As the project nears the end of our current Phase ( Phase 2 

–  Project Feasibil ity and Funding ) ,  resulting in Investor Commitment the 

Authority has decided to implement mid -year check-ins to facil itate timely 

adjustments during this critical stage of the project.   This report constitutes the 

2025 mid-year review and includes the adoption of material changes to the 

current FY25 budget  needed to accommodate changes in approach and schedule 

to complete work need to get through investor commitment . 

 

With the adoption of the last work plan update and FY25 budget (Oct 2024), an 

analysis was performed to evaluate priority  work activit ies to be completed prior 

to, and in support of,  the transition from our current phase  of the project  to the 

next phase. Priority work activit ies were identif ied based on 3 imperatives:   

 
1.  Information to Support a “Go” Decision.  Includes activ it ies  relat ing to  key 

permits,  water r ights,  entit lements,  and agreements.  

2.  Owner Commitment to a “Go” Decision .  Focuses on supporting owner 

understanding,  f inancial  commitments,  and agreements.  

3.  Plans for Implementation to Actual ly  “Go”.  Development of  implementation 

planning and commitments to “Go”.  

 

A l ist  of priority work activit ies was evaluated against  this l ist  of imperatives , 

along with expected available funding, and a budget was developed and 

approved based on the highest impact activit ies being captured in the  current 

year's contracted work.  The remaining, not yet contracted, activities would be 

added to the work plan as funds became available.  
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Halfway through the FY25 period, the team has re -evaluated work plan progress, 

available funds, and work activit ies  in support of the three imperatives .  The 

fol lowing changes to the work plan and FY25 budget are being proposed . 

 

Available Funds 

Revenue assumptions adopted with the FY25 budget are expected to be reduced 
primarily related to constraints in accessing federal funds. Under our current 
federal funding agreement, the Project is l imited to a 25% cost share which 
includes Reclamation staff time supporting the project.  While Federal Funding 
continues to provide a signif icant portion of our revenue  and continues to be 
available, yearly estimates have been reduced based on contractual l imitations , 
resulting in anticipated FY25 revenue  being reduced by $6.2M.  Attachment A –  
Table 3 ,  provides a revised FY25 revenue budget based on latest estimated 
available funds.    

The only other potential  revenue at this t ime that may be available before the 
end of Phase 2 is new early funding from the State Prop 1 funds which may 
become available if  the Project is awarded an inflation boost of reallocated Los 
Vaqueros Expansion Project funds.  This is  expected to be decided in Q3 2025.  
 

Expense Budget 

An FY25 expense budget of $39.5M was adopted in October 2024, revised in 

February 2025 to $43.6M. The currently adopted FY25 expense budget assumed 

the vast majority of  the work to be performed through the remainder of the 

current phase would be performed in 2025, leaving only minimal anticipated 

funds, and therefore work to be performed, in 2026 ($4M). The revised FY25 

expense budget not only accounts for the reduction in anticipated available 

funds, but also spreads the work across 2025 and the first 6 months of 2026 in 

better al ignment with expected sequencing of work over that period. The revised 

FY25 budget is provided in Attachment A –  Table 2 .  

 

A significant  change in the revised expense budget is the reallocation of the 

contingency, which totaled $5.3M in FY25. To efficiently close out our current 

phase, all  available funding must be util ized to achieve the determined necessary 

prerequisites to Investor Commitment and init iate key activities  for effective 

execution in the delivery phase.  

 

Another key change to the revised expense budget is the addition of  a 

placeholder for  Work Package #1. While Work Package #1 will  l ikely include many 

of the key activit ies represented in the original FY25 budget,  with this revised 

budget several of these activities are being grouped into a project representing 

a shift  in how we will  manage work in the next phase of the project.  Work 

Package #1, while sti l l  being developed, will  assess pre-construction planning,  

key land acquisition and environmental priority needs that will  best move the 

project forward in al ignment with imperative three.    
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Prioritizing Work Activities with Remaining Funds 

The next 12 months represent an important period for the project where high 

priority scope items necessary for closing out  the current project phase are 

nearing completion. With l imited pre-construction dollars ,  available funds must 

be stretched and deliberately focused on those high priority items  supporting 

the three imperatives.  Through this period the team has regularly evaluated and 

made adjustments to focus efforts on achieving Investor Commitment, including 

al l  conditions precedent, and accelerating project delivery.  Attachment B  

provides a status update in achieving key Amendment 3 deliverables.  

 

The following table provides changes  to the currently adopted FY25  expense 

budget in actual and anticipated effort by subject area through the remainder of  

the year.  

 

 

Subject Area 

Adopted Budget  Revised Budget 

FY25 FY26   FY25 FY26  

Communications $0.5M 

$4.0M 

 $0.5M 

$9.2M 

Engineering $16.1M  $6.9M 

External Affairs $0.4M  $0.4M 

General Project Activities $0.9M  $0.8M 

Permitting $11.2M  $9.3M 

Planning $0.3M  $0.2M 

Program Operations $8.6M  $5.9M 

Real Estate $5.6M  $4.4M 

  -  Work Package #1 - - - -  $1.7M $3.3M 

Total $43.6M $4.0M  $29.9M $12.5M 

Total Combined $47.6M  $42.5M 
N o t e :  F Y 2 6  b u d g e t s  h a v e  n o t  y e t  b e e n  a p p r o v e d  b y  t h e  B o a r d .  E s t i m a t e d  v a l u e s  a r e  p r o v i d e d  a s  p l a c e h o l d e r  

 

A few key takeaways i l lustrating changes to the work plan include:  

•  Reduction in Engineering Budget .  While several key Engineering activit ies 
have either been completed or are nearing completion, such as CMAR 
Procurement and the Project being accepted into the CAISO Cluster 15 for 
the Phase I  Power Study , other key Engineering activities have been 
adjusted based on current conditions such as, l imitations related to 
Geotech accessibi l ity either through physical  access constraints or permit 
condition l imitations result ing in reduced Golden Gate Dam geotech 
exploration and value engineering  work. Instead engineering efforts were 
focused on conducting more thorough value planning to support the 
updated cost and benefits for investor commitment.  The value planning 
effort included a probabil istic approach to better inform future work.  
While a comprehensive risk assessment has been deferred  unti l  after 
investor commitment , staff  has performed a more specif ic r isk study 
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focusing on analyzing probabilit ies of several scenarios (both reducing and 
increasing cost)  which have been factored into the latest cost estimate and 
schedule.   

•  Placeholder of Work Package #1 .   A key component to  wrapping up our 
current phase is being prepared to init iate the next phase of the project , 
our third imperative.  Work Package #1 represents the projects f irst 
“construction” project and is important in maintaining the schedules 
critical  path. While scope development of Work Package #1 is sti l l  
underway, it  is  anticipated that it  wil l  include several key deliverables 
outl ined in the work plan including construction site preparation, access 
roads, and construction water needs and sources  as well  as considering 
key land acquisition and environmental needs.  The table above reflects 
work package #1 outside of the subject areas for the time being while the 
scope is being developed. It  is  expected that work on Work Package #1 
would not begin unti l  Q4 2025 and those funds would serve as an informal  
contingency until  the project is initiated.  A separate Board action wil l  be 
brought to the Board l ikely in Q3 or Q4 2025 and prior to the init iation of 
Work Package #1. 

•  Reallocation of Unrestricted Contingency .  Another change to the 
proposed revised FY25 budget is the repurposing of unrestricted 
contingency. The anticipated available funds are assigned to critical,  high-
priority  work activities.  While the reallocation of contingency reduces the 
project’s  abil ity to adapt to changing conditions , the repurposing of funds 
al lows for the project to maximize it s effort in accomplishing key 
deliverables in support of investor commitment and maintaining our 
critical  path.  Should unforeseen challenges arise, the funds identif ied for 
Work Package #1 would be the l ikely source of reallocating funds, i f  
needed. 

•  Available Funds Deferred to FY26 .  The currently adopted FY25 budget was 
developed based on key work largely being wrapped up in 2025 and 
minimal effort expected in the first 6  months of 2026 which was presumed 
to be a period primarily for home board deliberation in support of the 
executing of the Benefits and Obligations Contracts ,  Partnership 
Agreement, and Public Benefits Agreements . The revised work plan 
reflects key work activities extending into 2026  primarily supporting the 
transition to delivery .  Key activit ies accounted for in the deferral  of 
available funds to FY26 include onboarding and receiving early 
engagement from the CMAR contractor ,  continued permitting efforts to 
maintain compliance ahead of f ield crews arriving in the f ield, and 
initiation of Work Package #1. Approximately $12.5M in funds are 
anticipated to be available in FY26 for the f irst 6 months of the year.  The 
table below provides a multi -year view of the estimated budget through 
the end of the current phase. Similarly ,  a cash flow curve is provided in 
Attachment A –  Figure 1.  
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Currently Adopted Multi -year Budget  

 Carryover 

from 20241  2025 2026 Total 

Expense --  $43.6M $4.0M $47.6M 

Revenue $29.9M $16.3M $3.5M $49.8M 

Delta $2.1M 
1  –  R e v e n u e  f i g u r e s  i n c l u d e  c a r r y o v e r  f u n d s  f r o m  p r e v i o u s  p e r i o d s  f o r  c a s h  f l o w  p l a n n i n g  
 

Proposed Revised Multi-year Budget  

 Carryover 

from 20241  2025 2026 Total 

Expense --  $29.9M $12.5M $42.5M 

Revenue $29.9M $10.1M $2.5M $42.5M 

Delta $0 
1  –  R e v e n u e  f i g u r e s  i n c l u d e  c a r r y o v e r  f u n d s  f r o m  p r e v i o u s  p e r i o d s  f o r  c a s h  f l o w  p l a n n i n g  

 

 

Prior Action:  

February 2025 –  Approved the revised Fiscal  Year 202 5 Expense Budget.  

October 2024 –  Approved the Amendment 3 Work Plan Update including  FY25 
Expense and Revenue Budget  
 
Fiscal Impact/Funding Source:   
 
I f  approved, the requested action would reduce the Board adopted FY25 expense 
budget by $13.7M and revenue budget by $6.2M. The adopted changes would 
also reflect additional dollars deferred from FY25 to FY26 to align with the work 
planned to be completed. The cash flow associated with the revised work plan 
shows the project cash balance being reduced to zero roughly by the end of June 
2026. Staff  continues to evaluate opportunities to expedite key deliverables 
required to access additional funding as well  as look for opportunities to increase 
existing revenue sources. Staff wil l  continue to closely monitor project schedule 
and expense and revenue assumptions and provide semi -annual work plan 
updates. The next workplan update wil l  be provided in October 202 5. 
 
Staff Contact:  
 
Marcus Maltby/Shayleen O ’Connell  
 
Primary Service Provider : Brown and Caldwell  
 
Attachments:  
 
Attachment A –  Annual Budget Summary Tables and Cash Flow Curve  
Attachment B –  Updated Amendment 3 Work Plan Deliverables  
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Annual Budget Summary Tables and Cash Flow Curves 

Table 1: Current Multi-yr Budget Totals (as of 02/2025 adoption) vs Proposed Revised A3 Budget Totals 

Adopted Budget 2024 2025 2026 Total 

Expense - - $43.6M $4.0M $47.6M 

Revenue $29.9M $16.3M $3.5M $49.8M 
 

Revised A3 Budget 2024 2025 2026 Total 

Expense - - $29.9M $12.5M $42.5M 

Revenue $29.9M $10.1M $2.5M $42.5M 
Note: Budget includes actual and forecasted values. 2024 carryover funds included as revenue. 

Table 2: Currently Adopted vs Proposed Revised 2025 Expense Budget 

Subject Area 

Adopted Budget  Revised Budget 

FY25 FY26   FY25 FY26  

Communications $0.5M 

$4.0M 

 $0.5M 

$9.2M 

Engineering $16.1M  $6.9M 

External Affairs $0.4M  $0.4M 

General Project Activities $0.9M  $0.8M 

Permitting $11.2M  $9.3M 

Planning $0.3M  $0.2M 

Program Operations $8.6M  $5.9M 

Real Estate $5.6M  $4.4M 

  Work Package #1* - - - -  $1.7M $3.3M 

Expense Total $43.6M $4.0M  $29.9M $12.5M 

Total Combined $47.6M  $42.5M 
Note: FY26 budgets have not yet been approved by the Board. Estimated values are provided as placeholder.   

*Work Package will be assigned to Subject Areas prior to initiation of work. 

Table 3: Currently Adopted vs Proposed Revised 2025 Revenue Budget 

Funding By Source 

Adopted Budget  Revised Budget 

FY25 FY26   FY25 FY26  

RC Cash Call $6.7M - -  $6.7M - - 

Authority Board Seat Dues $0.4M $0.4M  $0.4M $0.4M 

Federal (WIIN Act/IIJA) Funding $8.5M $3.1M  $2.1M $2.0M 

State (Prop 1 [WSIP]) - - - -  - - - - 

Bank Interest $0.8M $0.1M  $0.9M $0.1M 

Revenue Total $16.3M $3.5M  $10.1M $2.5M 

Total Combined $19.9M  $12.6M 
Note: FY26 budgets have not yet been approved by the Board. Estimated values are provided as placeholder.   



 June 20, 2025, RC & AB Meeting 
  Agenda Item 2.1 Attachment A 

 

 

Figure 1: 2025 & 2026 Cash Flow Curve 
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 Update to Amendment 3 Work Plan Key Deliverables 

Deliverable Done? 

Target 

Completion Notes 

Initiate Application for Permit to 
Construct from DSOD ✓ 

Q3 2024   

Advance Engineering of Project Feature 
Encroachments to 65% Design Level in Support of 
Permitting 

 N/A Superseded by reprioritization effort 

Determine Procurement and Delivery Strategy ✓ Q3 2022 
 

Determine Overall Project Schedule ✓ 
Q4 2023 

 

Preliminary Engineering (30% design level) 
and P1A/P1B Geotechnical Investigations 

✓ 
Q2 2024 Geotechnical activities reprioritized 

Execute Benefits Contracts with DWR and CDFW  Q3 2025  

Secure Final Funding with CWC 
 Q3 2026 

 

Execute Final Operations Agreement with Facility 
Partners, State and Federal Agencies 

 Q3 2025  

Secure Federal Funding  Q2 2026  

Complete Loan Applications ✓ 
Q1 2023  

Determine Organization Structure ✓ 
Q3 2024  

Execute Benefits and Obligations Contracts  Q2 2026  

Obtain Environmental Permits Required for 
WSIP Final Award 

 Q2 2026  

Develop Mitigation Acquisition Master Plan  
Develop Draft Mitigation Contracting Strategy 

 Q3 2025 
 

Receive Water Right Order and Permit  Q3 2025 
 

Obtain Local Agency Agreements and Permits  
Developer Agreements with Counties 

 Q3 2025  

Complete Final EIR/EIS ✓ 
Q4 2023  

Develop Land Acquisition Plan   Q4 2025  

Acquire Land (from willing sellers) ✓ 
Q4 2024  

Procurement Plan ✓ 
Q1 2024  

Initial Contract Award - Reservoir CMAR  Q4 2025  

Begin Program Pre-Construction Requirements 
Develop Construction Administration and 
Quality Strategy 

 Q3 2025  

Complete CAISO Phase I Studies  Q4 2025 Project accepted into Cluster 15 

Initiate Golden Gate Dam Foundation Sub 
Project 

✓ 
Q1 2024 Initiation and limited geotech 

completed, further work deferred 

Prepare Construction Site Preparation and 
Access Construction Package 

 
Q2 2026 Possibly rRolled into Work Package 

1 
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Note: Bold text represents new or modified deliverables from 2021 adoption of Amendment 3 Work Plan. 
 
 

 

Attachment B - Update to Amendment 3 Work Plan Key Deliverables 

Deliverable Done? 
Target 

Completion Notes 
Prepare Comprehensive Risk Register Update  

Q3 2026 Deferred, prioritized risk 
assessment to support updated 
project cost Determine Construction Water Needs and 

Sources 
 

Q2 2026 Possibly Rrolled into Work Package 
1 

Perform Construction Traffic Study  
Q4 2025 Possibly rRolled into Work Package 

1 

Secure Project-level Operations BiOps and 
other Critical Permits for Construction 

 
Q4 2025  

Implement Any Near-term EIR, ITP, and 
anticipated Section 106 and Water Right 
Conditions 

 
Ongoing  

Begin Greenhouse Gas Emissions Plan  
Q1 2026  

Complete Environmental Compliance 
Implementation System 

 
Q1 2026  

Impact Alleviation Agreement with School 
District 

 
Q3 2025  

Program Baseline Report  
(updated costs & benefits) 

 
Q3 2025  

Business System Implementation  
Q1 2026  


