
































































Formalizing the Partnership

10

One of the first steps in formalizing the partnership was 
to draft a Charter that would:

● Define how the HRP operates and decides

● Align actions and priorities across the region

● Provide accountability and a shared framework for
resilience
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Key Components of the Charter

● Mission, Vision, and Values — the “why” and “how”

● Strategic Priorities — the big levers that focus our collective
action

● Membership — who’s in and the levels of commitment

● Governance & Decision-Making — the structure and process

● Roles & Responsibilities — who does what, and the
expectations

● Operations & Work Planning — how we turn priorities into
action

● Evaluation, Reporting & Accountability — tracking & learning
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Breaking Down 
the Charter
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Mission and Vision

To collaboratively implement projects across boundaries to support and 
sustain resilient watersheds, natural resources, ecosystems, and communities 
on a landscape scale in the Inland Empire mountains and foothills.  

Our vision is an Inland Empire mountains and foothills region where partner 
expertise and resources are leveraged through shared stewardship and aligned 
with regional priorities to improve the health and resilience of our watersheds, 
natural resources, ecosystems, and communities.
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Values

● Collaborative: We work inclusively across boundaries.
● Trustworthy: We earn and maintain respect from collaborators, landowners, land

managers, and communities.
● Adaptive: We are problem-solvers, responsive to changing conditions and

innovative approaches.
● Driven: We are passionate and committed leaders.
● Inclusive: We respect and value diverse voices and experiences.
● Pragmatic: We develop effective and efficient solutions to create real-world

results.
● Proactive: We focus on early action and preventive strategies.
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Strategic Priorities

The Charter defines seven priorities to guide projects and resource alignment:

1. Sustainable Solutions – Long-term approaches that endure beyond projects.
2. Resilience – Reduce risk and strengthen community and ecological systems.
3. Restoration – Repair and renew landscapes and ecosystems.
4. Evidence-Based Actions – Ground decisions in science and data.
5. Integrated Efforts – Coordinate across sectors and communities.
6. Right-Sized Initiatives – Match scope and scale to capacity and resources.
7. Career Pathways & Workforce Development – Build local skills and

employment opportunities.
The annual work planning will define the deliverables under each priority.
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Membership Structure
Inclusive, values-based model: Guided by consensus, shared leadership, and 
transparent coordination.

Membership Types:

● Active — Token of Membership, regular participation, resource sharing,
annual work plan contribution.

● Affiliate — Aligned with values, occasional/advisory participation.

Token of Membership is: One-page agreement affirming values and meaningful 
contribution; flexible, transparent, reviewed annually.

Members Join to: Access shared resources • Influence priorities • Build 
relationships & visibility
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Governance and Decision Making
The HRP is governed by its full body of Active Members, ensuring all major 
decisions reflect diverse expertise and lived experience.

Decision-Making

● Consensus-Seeking: Uses the Gradients of Agreement model so members
can express levels of support or concern without blocking progress.

● If consensus can’t be reached, a 75% Active Member vote (with 75%
quorum) is required for approval.

Alignment with Partners: Quarterly meetings with land management leaders (like 
USFS) for mutual updates, shared learning, and coordination around regional 
priorities (advisory, not governing).
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Roles and Responsibilities
Operational Support: A Facilitator and Coordinator guide planning, and 
membership coordination, ensuring alignment with the mission and priorities.

Working Groups

● Funding Opportunities – Identify, pursue, and align funding sources.
● Communications & Outreach – Develop and share engagement strategies.
● Permitting & Documentation – Coordinate compliance processes.
● Reforestation & Restoration – Coordinate restoration and resilience

projects.
● Land Management Coordinating Group – Facilitate USFS MOU development.

Members: Share knowledge and resources • Participate in Working Groups • Renew 
commitment annually (Active Members).
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Operations & Work Planning
Collaborative, adaptive framework aligning members with these convenings: 

● Monthly Full Partnership — Progress updates, emerging issues, planning.
● Quarterly Alignment — Extended sessions for key updates and decisions.
● Working Group Meetings — Monthly planning calls for group activities.
● Ad Hoc Sessions — Convened as needed for targeted tasks or opportunities.

Annual Work Plan — Translates priorities into action, defining projects, timelines, 
leads, funding, and deliverables; reviewed and adapted annually

Funding & Resources — Members coordinate to identify and align funding 
opportunities with HRP priorities; share resources such as staff time, expertise, 
and data to advance shared goals.
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Evaluation, Reporting & Accountability
Performance Metrics

Developed annually with the work plan; track environmental, social, and 
economic outcomes. 

Annual Evaluation & Report

Annual review of metrics, project deliverables, and partnership effectiveness. 
Report summarizes progress, lessons learned, funding, and success stories; 
serves as both an internal reflection tool and external communication resource.

Charter Amendments & Review

Consensus-based; formal review every 5 years or sooner if proposed and 
approved. Updates reflect evolving needs, strategy, governance, or context.
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Commitment & Vision Forward

The HRP is grounded in trust, shared purpose, and the belief that 
collaboration is essential to protecting the Inland Empire’s lands, 
watersheds, and communities.

Signing the Charter affirms each member’s commitment to:

● Align with the HRP’s mission and collaborative structure

● Contribute time, expertise, and resources toward shared
priorities

● Engage in transparent and accountable decision-making

● Adapt and persist in the face of evolving challenges

44



22

The Charter is not the endpoint it is the 
launchpad for ongoing, coordinated 
action. Through annual work plans, 

shared learning, and member 
contributions, the HRP will continue to 

grow into a powerful, community rooted
force for regional resilience.
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PREAMBLE 

The headwaters of the rivers and streams that flow through the Inland Empire are the driving 
force that help shape the region’s communities and natural systems—shaping landscapes, 
sustaining biodiversity, and supplying water for millions. These landscapes, located in the 
mountains and foothills, are ecologically vital, increasingly vulnerable, and home to 
communities who have long depended on their health and abundance. They have long been 
shaped by both natural processes and human care, including the traditional stewardship of 
Indigenous peoples whose relationship with these lands continues. Intentional stewardship 
of this region remains vital to what lies ahead.

Catastrophic wildfire, environmental 
challenges, and fragmented management 
have placed growing strain on these 
systems. What once functioned as fire-
adapted, resilient landscapes now face 
more frequent disturbances, pushing 
ecological and human communities to the 
edge. Impacts are not evenly felt—frontline 
communities bear a disproportionate 
burden from underinvestment in resilience. 

While previous efforts have aimed to 
restore landscapes and reduce risk, the 
scale and complexity of mounting 
challenges demand more: alignment 
across jurisdictions, integration of 
community and ecological priorities, and 
sustained capacity to move projects from 
vision to impact. Too often, work happens 
in isolation—without the coordination, 
continuity, or efficiency needed to meet the 
moment. 

The Inland Empire Headwaters Resiliency 
Partnership (HRP) was formed from a 
shared truth: no agency, organization, or 
jurisdiction can meet this moment alone. 
Protecting and restoring the region 
requires a foundation of shared 
stewardship and inclusive collaboration, 

with deep respect for traditional and local 
knowledge. The HRP brings together a 
diverse group of partners to align 
resources, strategies, and values for 
greater collective impact. 

This Charter lays out how the HRP works, 
not only to coordinate efforts and build 
capacity, but to cultivate trust, 
transparency, and long-term vision. It’s 
shaped by the understanding that 
resilience is built through relationships; 
that fire, water, and land must be 
understood through both science and 
tradition; and that coordination alone 
doesn’t create change—commitment 
does. 

We know we can’t do everything at once. 
But together, we can prioritize what 
matters most—reducing wildfire risk, 
restoring and maintaining vital habitats, 
and investing in community capacity. This 
work is urgent, generational, and relational. 
The partners who sign this Charter do so 
not as a formality, but as a living 
commitment to the headwaters, 
communities, and ecosystems we serve—
now and into the future. 
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Headwaters Resiliency Partnership (HRP) Charter 

In t r o d u c t io n  

Overview 

The Inland Empire Headwaters Resiliency Partnership (HRP) is a regional collaborative 
rooted in shared stewardship and dedicated to sustaining and enhancing the resilience of 
watersheds, natural resources, ecosystems, and communities across the Inland Empire 
mountains and foothills. By bringing together diverse partners—including Tribes, public 
agencies, nonprofits, and community-based organizations—the HRP provides a unified 
platform to coordinate action on shared environmental challenges. 

As a guiding document, this Charter outlines the HRP’s governance, structure, and 
operational framework. It fosters alignment around a shared mission, strengthens 
commitment through collaborative processes, and reinforces mutual accountability. By 
emphasizing open communication, resource sharing, and equitable participation, the HRP 
empowers members to work across boundaries and jurisdictions to deliver meaningful and 
lasting impact.  

Purpose 

The HRP exists to address the critical challenges facing the Inland Empire mountains and 
foothills, including the increasing threats posed by catastrophic wildfires and other 
environmental challenges, as well as their cascading impacts on watersheds, natural 
resources, and communities. The HRP was established to bolster regional coordination and 
build the capacity needed to effectively address these interconnected issues. While the HRP 
primarily coordinates efforts and leverages funding opportunities, the partnership may take 
on implementation roles when appropriate, particularly when it aligns with partner needs or 
funding opportunities. 

By establishing a shared framework for collaboration, the partnership enables coordinated 
efforts to implement projects that sustainably increase and maintain resilience. Through 
clearly defined governance, structure, and operational priorities, the HRP fosters alignment, 
cooperation, and accountability among members—guiding mission-driven work that is 
evidence-based, inclusive, and actionable. 
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Mis s io n ,  Vis io n ,  a n d  Va lu e s  o f  t h e  H RP  

Mission 

To collaboratively implement projects across boundaries to support and sustain resilient 
watersheds, natural resources, ecosystems, and communities on a landscape scale in the 
Inland Empire mountains and foothills.     

Vision 

Our vision is an Inland Empire mountains and foothills region where partner expertise and 
resources are leveraged through shared stewardship and aligned with regional priorities to 
improve the health and resilience of our watersheds, natural resources, ecosystems, and 
communities. 

Values 

● Collaborative: We work inclusively across boundaries. 

● Trustworthy: We earn and maintain respect from collaborators, landowners, land 
managers, and communities. 

● Adaptive: We are problem-solvers, responsive to changing conditions and innovative 
approaches. 

● Driven: We are passionate and committed leaders. 

● Inclusive: We respect and value diverse voices and experiences. 

● Pragmatic: We develop effective and efficient solutions to create real-world results. 

● Proactive: We focus on early action and preventive strategies. 

Sc o p e  

Scope Overview 

The HRP operates within the Inland Empire mountains and foothills, encompassing the San 
Bernardino, San Jacinto, and portions of the San Gabriel Mountain ranges. This region is 
home to the headwaters of several important streams that provide essential resources, 
including water supply, habitats for a diverse suite of flora and fauna, and a variety of other 
ecosystem services that directly support natural and anthropogenic communities. 
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By fostering regional coordination and leveraging the expertise, resources, and commitment 
of its members, the HRP aims to deliver collaborative, landscape-scale solutions that are 
inclusive, adaptive, and impactful. 

● The HRP operates within the Inland Empire mountains and foothills region, 
coordinating efforts to address interconnected critical challenges such as 
catastrophic wildfire, flood, erosion, and other disturbances. 

● Through collaboration, the partnership identifies, provides funding and resource 
support for, and implements priority projects intended to mitigate these threats, 
enhance ecological resilience, and support communities. 

Strategic Priorities 

The HRP’s efforts are guided by the overarching strategic priorities below to ensure 
alignment with the partnership’s mission while also seeking to align with relevant regional, 
state, and national priorities and strategies such as the California Wildfire & Forest 
Resilience Action Plan and Southern Montane Forests Project. 

While specific projects and priorities will shift over time to adapt to emerging challenges 
and opportunities, the HRP’s core purpose remains constant: to coordinate and expand 
efforts that restore impaired landscapes and enhance and sustain resilience over time. 

These priorities provide a framework for the HRP’s collaborative efforts, allowing flexibility 
to respond to regional changes while maintaining a focus on impactful and scalable 
solutions. Each of the HRP’s strategic priorities reflects a commitment to meaningful 
community engagement and inclusive outreach. While these efforts are not listed as a 
separate priority, they are foundational to every phase of planning, implementation, and 
evaluation—ensuring that the HRP’s work is responsive to the communities it serves. 

The examples provided under each priority are illustrative. Further details, including 
anticipated tasks, timelines, and lead roles, will be developed through the HRP’s annual 
work planning process to inform implementation and focus priorities.  
 

1. Sustainable Solutions  
Focus: 

○ Implement practical, cost-effective, and long-term strategies to address the 
root causes of ecological and community vulnerabilities. 

○ Balance immediate impacts with enduring benefits, prioritizing projects that 
promote regional sustainability. 

Examples: 
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● Helping to maintain strategic fire breaks to balance the needs of firefighting 
infrastructure with access, nonnative plant proliferation, and erosion issues.  

● Promoting meadow restoration and adaptive management efforts to improve 
and protect long-term water supply, carbon sequestration, and biodiversity 
benefits. 

2. Resilience  
Focus: 

○ Enhance the ability of landscapes and communities to adapt to changing 
conditions, including catastrophic wildfire, flooding and drought. 

○ Support initiatives that integrate adaptive measures with community 
preparedness and ecological restoration. 

○ Employ adaptive management practices to ensure projects and priority areas 
can evolve relative to changing conditions based on data gathered through 
monitoring.  

Examples: 
○ Collaborating on forest health treatments to reduce wildfire risks and protect 

critical watersheds. 
○ Implementing a comprehensive monitoring program to track existing 

conditions to identify restoration and adaptive management needs. 
3. Restoration  

Focus: 
○ Recover and maintain long-term environmental health through habitat 

restoration, reforestation, and adaptive management of restored areas. 
○ Ensure restoration efforts are inclusive and equitable by partnering with local 

communities and stakeholders. 
○ Assess and support the restoration of areas impacted by natural and human-

caused disturbances, using adaptive management to improve resilience to 
future challenges. 

Examples: 
○ Implementing post-fire reforestation and restoration across boundaries. 
○ Managing and eradicating non-native plants. 
○ Restoring habitat to support endangered species. 
○ Restoring riparian corridors to improve water quality and ecosystem 

connectivity. 
4. Evidence-Based Actions 

Focus: 

51



Full Text Copy  

 Introduction, Purpose and Scope 5/7  

○ Utilize data-driven approaches, traditional ecological knowledge, scientific 
studies, and local knowledge to guide decision-making and project 
implementation. 

○ Foster a culture of learning and innovation by integrating diverse perspectives 
into all phases of project development. 

○ Employ proactive risk management strategies to address potential 
challenges before they arise, prioritizing preventative measures that enhance 
regional resilience. 

Examples: 
○ Leveraging GIS data to prioritize areas for conservation and restoration. 
○ Collaborating with tribal communities to incorporate traditional ecological 

knowledge into project planning and implementation. 
5. Integrated Efforts  

Focus: 
○ Align projects with local, regional, and State priorities, ensuring 

interdisciplinary perspectives and cross-jurisdictional collaboration are 
central to all activities. 

○ Coordinate efforts across membership to maximize efficiency and reduce 
duplication of efforts. 

Examples: 
○ Coordinating with federal, state, and local fire agencies to ensure HRP efforts 

align with wildfire mitigation strategies. 
○ Actively participating in the development and long-term maintenance of the 

Regional Forest and Fire Capacity Regional Priority Plan. 
○ Developing and maintaining data clearinghouses to improve regional 

communication and resource planning. 
6. Right-Sized Initiatives  

Focus: 
○ Scale projects to meet the unique needs of the region effectively, balancing 

scope and resource availability with intended outcomes. 
○ Design initiatives that can be replicated or scaled as needed to address 

broader challenges or opportunities. 
Examples: 

○ Piloting small-scale restoration projects in priority areas to test their 
feasibility before scaling them up. 

○ Creating modular education programs that can be adapted for different 
communities and age groups. 

52



Full Text Copy  

 Introduction, Purpose and Scope 6/7  

7. Career Pathways and Workforce Development 
Focus: 

○ Support recruitment efforts by partnering with educational institutions, 
workforce development programs, and community organizations. 

○ Develop training and mentorship opportunities that align with the HRP’s 
goals, ensuring that workforce development becomes a cornerstone of 
regional resilience efforts.  

Examples: 
○ Including students in field efforts to allow them to gain practical professional 

experience.  
○ Partnering with workforce development programs, when appropriate, for 

planning, implementation, or monitoring and adaptive management of HRP 
projects.  

In future versions of this Charter and through the HRP’s annual work planning process, the 
partnership will identify and include a set of highlighted projects that exemplify each 
strategic priority. These project examples will help illustrate the volume and type of work 
needed, inform the conversation on priorities, and support alignment across members and 
funders. This process will also help define anticipated tasks, timelines, and lead roles for 
implementation to support coordination without prescribing fixed responsibilities in the 
Charter itself. 

The Role of Coordination and Cooperation 

The HRP recognizes that addressing the region’s complex environmental challenges 
requires strong coordination among diverse stakeholders. The partnership provides a 
platform to facilitate: 

● Cross-Boundary Collaboration: Ensuring alignment between federal, state, local, 
tribal, and community partners. 

● Resource Sharing: Encouraging members to pool expertise, data, and funding to 
amplify impact. 

● Unified Presence: Presenting a collective voice to establish understanding about the 
importance of the work being conducted by the HRP and its members in an effort to 
secure resources, educate decision makers, and drive regional priorities. 

● Shared Accountability: Establishing transparent mechanisms to measure progress 
and celebrate successes. 
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By prioritizing coordination and cooperation, the HRP aims to create a unified and adaptive 
approach that strengthens the region’s resilience while fostering a sense of shared 
responsibility, stewardship, and collective action. 
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P a r t n e r s h ip  St r u c t u r e  

The HRP is guided by an inclusive governance structure and values-based membership 
model that support shared leadership, collaborative decision-making, and transparent 
coordination. The framework includes a Token of Membership approach, Active and 
Affiliate Membership tiers, consensus-based processes, and defined roles for facilitation 
and coordination. 

Member Eligibility 

Membership in the HRP is open to Tribes, organizations, agencies, and other entities that 
align with the partnership’s mission, vision, and values. Eligible members demonstrate their 
commitment by actively contributing to the HRP’s goals through participation, resource 
sharing, and collaborative engagement. 

New member inquiries or nominations should be directed to the Partnership Coordinator 
who will confirm alignment and bring the proposed member to the full partnership body for 
consideration. Final acceptance is based on consensus and the prospective member’s 
willingness to engage in accordance with the Token of Membership model. 

The Token of Membership affirms participation through a simple, flexible commitment 
captured in a one-page Membership Agreement. This agreement reflects alignment with the 
HRP’s values and a commitment to meaningfully contribute to partnership efforts and is 
outlined further in this Charter. 

The HRP will distinguish between two types of members: 

● Active Members: Entities that have submitted a token of membership and 
participate regularly in HRP meetings, working groups, or shared deliverables. 

● Affiliate Members: Entities that align with the HRP’s values but only participate 
occasionally or in an advisory capacity. 

This tiered structure allows the HRP to recognize varying levels of engagement while 
encouraging inclusive participation and shared ownership across the partnership.  

Roles and Responsibilities 

HRP members play a vital role in advancing the partnership’s goals. While participation will 
vary based on member capacity and role, the following outlines the general responsibilities 
for all members, and the expectations specific to Active and Affiliate Members. 

● All members are encouraged to: 
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○ Align with the HRP’s mission, vision, and values. 
○ Promote shared stewardship across jurisdictions, disciplines, and 

communities. 
○ Share relevant knowledge, lessons learned, or expertise that may strengthen 

the partnership. 
● Active Members have formally affirmed their commitment through a token of 

membership. They are expected to: 
○ Regularly attend and participate in HRP partnership meetings and working 

group sessions. 
○ Participate in consensus-based decision-making processes. 
○ Contribute staff time, technical expertise, data, or other resources to support 

HRP activities. 
○ Collaborate on cross-jurisdictional projects and implementation efforts. 
○ Support the development and execution of the annual work plan. 

● Affiliate Members are aligned with the HRP’s values but engage at a lower or more 
flexible level. They are encouraged to: 

○ Attend partnership meetings when possible and stay informed about HRP 
efforts. 

○ Provide feedback or insights from their organizational lens or community 
perspective. 

○ Support HRP initiatives through outreach, championing, or informal advising. 
○ Participate in working groups or activities of interest as capacity allows. 
○ Transition to Active Membership at any time by submitting a token of 

membership. 

Benefits to Members 

By becoming a member of the HRP, organizations gain: 

● Access to Resources: Opportunities to leverage shared data, expertise, and technical 
support. 

● Collaborative Impact: The ability to shape regional strategies and align projects with 
broader resilience and conservation goals. 

● Strategic Relationship-Building: Deeper connections with a wide range of partners 
across the region to foster collaboration, trust, and long-term alignment. 

● Collective Visibility and Support: A shared platform to elevate the importance of 
regional priorities, build alignment across membership, and attract funding or 
institutional backing for collaborative efforts. 
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Active Membership Commitment  

Membership Agreement  
To formalize active participation, the HRP uses a Token of Membership model. This token 
is a tangible demonstration of alignment with the HRP’s mission and values, and a 
commitment to active engagement in partnership efforts. The token is captured through a 
one-page Membership Agreement (to be developed and implemented through the HRP 
Work Plan) and includes: 

● Participation: A baseline level of engagement, such as attending the majority of 
partnership meetings annually and contributing to at least one working group, 
project, or key deliverable. 

● Resource Sharing: Offering expertise, staff time, funding, data, or other in-kind 
support that aligns with HRP’s collective goals and capacity-building efforts. 

● Collaborative Engagement: Participating in consensus-based decision-making and 
contributing to shared planning or implementation efforts, where appropriate. 

The Token of Membership approach supports clarity, flexibility, and shared accountability to 
ensure all Active Members are meaningfully contributing to the partnership’s mission while 
maintaining a culture of trust and transparency. As the partnership grows, the definition of 
active engagement may be further refined to reflect evolving roles, capacities, and 
collective needs. 

Active Membership Review and Renewal 
To maintain Active Membership, organizations will be reviewed annually (one year from the 
date they sign their Membership Agreement) to ensure continued alignment with the HRP’s 
mission and fulfillment of participation and resource-sharing commitments. Members 
whose capacity shifts in a way that prevents them from meeting these expectations may 
transition to Affiliate status until they are able to re-engage fully. 

The review process will be collaborative and consensus-based, conducted by the full active 
partnership body. Members are encouraged to provide input on their own participation and 
evolving capacity, and to offer feedback to support transparency and shared understanding. 
The review will consider participation in meetings, working groups, and collaborative efforts, 
as well as continued alignment with HRP’s values and shared priorities. 

Members may also request a review of their status at any time if they wish to increase their 
engagement or move to Active or Affiliate Membership. 

This rolling review approach supports a culture of accountability, flexibility, and sustained 
engagement across the partnership. 
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Go v e r n a n c e  

Partnership Governance Structure 

The HRP is governed by its full body of Active Members. This inclusive structure reflects 
the HRP’s commitment to transparency, collaboration, and shared stewardship. All major 
decisions, including planning priorities, charter amendments, and partnership 
commitments, are made through a consensus-seeking process during regular full-
partnership meetings. 
 
This governance model supports broad participation ensuring that the HRP’s direction 
reflects the values, expertise, and lived experiences of its members. The partnership’s work 
is supported by a designated Partnership Facilitator and Partnership Coordinator, who help 
guide planning, communication, and collaboration. Working groups focus on specific areas 
of effort and contribute to implementation and aligned decision-making. 
 
To support alignment beyond regular partnership convenings, the HRP will convene 
quarterly meetings with U.S. Forest Service leadership, recognizing their role as the largest 
public landholder in the region and a key implementation partner. These sessions, which 
will be led by the Land Management Coordinating Group, create space for mutual updates, 
shared learning, and coordination around regional priorities. These meetings are 
collaborative and advisory in nature. All internal decisions related to HRP governance, 
planning, and implementation remain the responsibility of the active partnership body. 

Partnership Facilitator 

The Partnership Facilitator supports strategic coordination and collaborative leadership 
across the partnership. This role guides the HRP through key planning milestones, ensures 
smooth facilitation of meetings, and helps maintain alignment with the mission, values, and 
priorities of the partnership. 

Responsibilities 

1. Facilitate strategic planning efforts 
2. Guide consensus-seeking processes and decision-making discussions 
3. Support the development and implementation of the Charter and annual work plans 
4. Ensure documentation of decisions and next steps are timely and transparent 
5. Serve as a neutral convener and dialogue facilitator, particularly during moments of 

tension or disagreement 
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6. Collaborate with the Partnership Coordinator to manage communications and 
member engagement 

Partnership Coordinator 

The Partnership Coordinator provides operational and relationship-based support to ensure 
the smooth functioning of HRP activities. This role helps move the partnership’s priorities 
forward by supporting project coordination, membership communication, and 
implementation of work plans. The Coordinator also facilitates full partnership meetings 
and works closely with the Facilitator to connect day-to-day logistics with long-term 
strategy. 

Responsibilities 

1. Facilitate full partnership meetings and ensure clear documentation of decisions 
and next steps 

2. Maintain regular communication with HRP members and working group leads 
3. Support implementation of the HRP’s work plan, including project tracking and 

deliverable coordination 
4. Help ensure alignment across working groups and bring key issues to the 

partnership 
5. Represent the HRP at member meetings, events, or convenings as needed 
6. Manage internal systems and platforms used for documentation, communication, 

and collaboration 
7. Collaborate with the Facilitator to report progress, strengthen engagement, and 

maintain momentum 

De c is io n - Ma k in g  P r o c e s s   

The HRP’s decision-making process reflects its commitment to collaboration, inclusivity, 
and accountability, ensuring that all members contribute to advancing the partnership’s 
mission and vision. Decision-making is structured to balance collective input with the 
efficiency needed for day-to-day operations and project-level decisions. 

Collaborative Partnership Decisions 
Role of Full Partnership:  

● The HRP values the collective wisdom of its members and seeks to make 
collaborative decisions during all-member meetings or monthly check-ins. 
Significant initiatives or proposals are discussed within the full partnership 
including Active and Affiliate members, where members are encouraged to 
share insights, raise concerns, and work toward collective agreement. 
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Project-Level Decisions 
Role of Working Groups: 

● Working groups are empowered to make decisions within the scope of their 
specific focus areas (e.g., funding strategies, communications, etc). These 
decisions must align with the partnership’s strategic priorities and approved 
work plans. 

● Any decisions that impact other areas of focus represented in other working 
groups, or that have financial implications must be brought to full partnership 
for review and discussion. 

Day-to-Day Operational Decisions 
Role of the Partnership Facilitator and Coordinator: 

● The Facilitator and Coordinator are responsible for making day-to-day 
decisions that enhance the efficiency and effectiveness of HRP operations.  

● These include scheduling meetings, managing communications, coordinating 
administrative tasks, and resolving operational challenges. 

● Operational decisions are made transparently, with regular updates shared 
with the full partnership to ensure trust and alignment. 

Major Decisions 

Consensus-Seeking Approach - Gradients of Agreement 
The HRP uses a consensus-seeking approach to make decisions that reflect the collective 
insight and commitment of its members. Consensus means that all active members either 
fully support a decision or can live with it and believe their organizations can support it.  

To guide this process, the HRP uses the Gradients of Agreement model. This tool allows 
members to express varying degrees of support or hesitation, making it easier to surface 
concerns without interpreting them as opposition or vetoes. The gradient supports 
transparency, candor, and mutual understanding. 
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If differences of opinion remain after extensive discussion, the Facilitator may call for a 
straw poll using the Gradient of Agreement to assess where the group stands. 

If no one expresses strong objection (typically represented as a level 6 on the scale), the 
proposal moves forward. If one or more members express rejection, the partnership will 
engage in further discussion to seek resolution. If consensus cannot be reached after an 
additional round of dialogue, any active member may request a formal vote. 

A decision passes with the support of at least 75% of active members present at the 
meeting, as long as 75% or more of active members participate in the vote. 

Role of Active Members 
● Major decisions that affect the direction, governance, or strategic priorities of 

the HRP are made by the Active members.  
● Examples include approving strategic plans, charter amendments, and 

prioritization of projects or initiatives reflected in the annual work plan. 
Consensus-Based Approach: 

● The HRP strives for consensus in all decisions to ensure broad agreement 
and collaboration. Consensus means that all Active members either fully 
support or can live with the decision and believe their organization can 
support it as well. 

● In reaching consensus, the partnership uses the Gradients of Agreement 
model (described more below). This scale allows members to express 
varying degrees of support or concern without blocking progress. It fosters 
candid participation and helps the group understand where alignment or 
tension may exist. 

● When differences of opinion persist after thorough discussion, a straw poll 
may be conducted using the Gradients of Agreement. Each Active member 
organization has one vote. 

● Unless an Active member votes to reject (typically represented as Level 6 on 
the scale), the proposal moves forward. If an Active member votes to reject, 
the partnership will continue discussing the proposal to seek resolution. If 
consensus cannot be reached after a second round of discussion, the 
partnership may proceed to a formal vote. 

Voting Threshold & Quorum: 
● If voting is required, a proposal must receive the support of at least 75% of 

Active member organizations that respond, whether in person or via email. 
● A quorum is defined as responses from 75% of Active member organizations. 
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Guiding Principles for Decision-Making 
● Transparency: Decisions at all levels will be made openly, with clear communication 

to Active members about the rationale and outcomes. 
● Inclusivity: The decision-making process will prioritize inclusivity, ensuring that 

diverse perspectives are considered. 
● Alignment: All decisions must align with the HRP’s mission, vision, values, and 

strategic priorities. 
● Flexibility: The partnership recognizes the need for adaptability, allowing decisions 

to be revisited as conditions change or new information becomes available. 
● Evidence-Based: All decisions should be grounded in relevant data or traditional 

ecological knowledge to ensure they are effective. 
● Proactive: Decision-making will prioritize preemptive actions to mitigate risks, 

enhance ecological resilience, and support sustainable outcomes. 
● Timeliness: The partnership is committed to forward momentum. Decisions will not 

be delayed due to lack of response or participation. Members are expected to 
engage within established timeframes. 
 

Conflict  Resolution 

The HRP is committed to fostering trust, collaboration, and open communication. When 
disagreements arise during decision-making, the partnership will engage in dialogue guided 
by shared values, mutual respect, and a commitment to consensus. 

The Partnership Facilitator serves as the primary mediator and will support the group in 
identifying points of tension, surfacing concerns, and working toward a resolution. The 
Facilitator does not determine outcomes but helps guide the conversation in a way that 
allows all voices to be heard. 

If the group cannot resolve a conflict internally after meaningful dialogue, the partnership 
may—by consensus—choose to engage a neutral third-party mediator to help move the 
discussion forward. 

Conflict resolution efforts should aim not only to resolve the immediate issue, but also to 
strengthen the partnership’s relationships, understanding, and ability to navigate complex 
challenges together. 
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Op e r a t io n a l Fr a m e w o r k  

The HRP operates through a collaborative, iterative structure that supports strategic 
alignment, shared implementation, and adaptive management. The operational framework 
includes an annual work plan process, active working groups, coordination support, and 
evaluation mechanisms designed to track progress and inform future priorities. 

Meetings 

The HRP’s meeting schedule is designed to ensure regular engagement, alignment, foster 
collaboration, and provide opportunities for strategic planning, shared learning, and 
consensus-based decision-making. 

Monthly Full-Partnership Meetings 
Purpose: 

● Review progress on key initiatives and updates from working groups. 
● Discuss and address emerging challenges or opportunities. 
● Strengthen planning, collaboration, communication, and alignment across members. 

Format: 
● Conducted virtually to support accessibility and consistent participation. 
● In-person convenings may be hosted when feasible to deepen collaboration, 

relationship-building, and strategic focus. 
● Agendas include working group and member updates, presentations, decision-

making items, and space for open discussion. 

Quarterly U.S. Forest Service & Partnership Alignment Meetings 
Purpose: 

● A longer version of the HRP Monthly Partnership Meetings, coordinated with the U.S. 
Forest Service Leadership Team on shared goals and regional priorities. 

● Provide space for mutual updates, shared learning, and cross-jurisdictional 
coordination. 

● Share relevant legislative and policy updates impacting the partnership. 
● Reflect on strategic direction and review/refine the annual work plan. 

Format: 
● Held quarterly and timed to coincide with U.S. Forest Service leadership meetings. 
● Materials (e.g., work plan updates, policy memos, consensus items) distributed in 

advance. 
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● Open to all members, with an emphasis on Active member participation in reflection 
and discussion. 

Ad Hoc Working Group Meetings 
Purpose: 

● Focus on specific tasks or opportunities requiring concentrated effort. 
● Address needs or challenges identified by members. 

Format: 
● Flexible scheduling based on need, with defined objectives and deliverables. 

Static Working Groups 
The HRP’s working groups address specific areas critical to the partnership’s success. Each 
group is led by one or more volunteer co-leads and works closely with the Partnership 
Coordinator or Facilitator to advance clearly defined objectives and deliverables.  

Co-leads are affirmed through a consensus-based process and serve a one-year term, with 
the option to continue based on interest and group agreement. This approach ensures 
consistency in leadership while allowing space for new participation and shared ownership. 

1. Communications and Outreach Working Group 
Purpose: 

● Develop and implement strategic communications to support the HRP’s 
mission and initiatives. 

● Strengthen the HRP’s brand, messaging, and visibility across platforms. 
● Provide partners with outreach tools and resources to enhance engagement 

with communities. 
● Foster collaboration and alignment on messaging among the HRP members. 

Format: 
● Meets monthly, facilitated by co-leads 

2. Funding & Resource Development Working Group 
Purpose: 

● Identify funding opportunities for partners to collaboratively pursue for 
project-related work. 

● Provide guidance on grant requirements and best practices for HRP partners. 
● Explore and develop potential funding pathways and strategies to support the 

partnership as a whole. 
Format: 
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● Meets monthly, facilitated by co-leads 

3. Reforestation & Habitat Restoration Working Group 
Purpose: 

● Identify and prioritize reforestation and habitat restoration projects across 
HRP landscapes. 

● Collaborate with partners to implement on-the-ground restoration efforts. 
● Integrate scientific research and monitoring to inform best practices. 
● Support post-fire recovery and long-term ecosystem resilience. 
● Accelerate the pace of restoration and grow capacity for sustained impact. 

Format: 
● Meets monthly, facilitated by co-leads 

4. Permitting & Environmental Documentation Working Group 
Purpose: 

● Provide guidance for project permitting processes across HRP initiatives. 
● Collaborate with agencies to streamline environmental review and approval 

timelines. 
● Share best practices for compliance with NEPA and other environmental 

regulations. 
● Assist partners with navigating permitting requirements to ensure project 

success. 
Format: 

● Meets monthly, facilitated by co-leads 

5. Land Management Coordinating Group 
Purpose: 

● Serve as a standing forum for alignment between land management agencies 
and HRP. 

● Lead the development of a formal Memorandum of Understanding (MOU) 
with the U.S. Forest Service to establish a framework for collaboration and 
enable the Forest Service to actively participate in HRP initiatives. 

● Coordinate relevant priorities, timelines, and resources to support agency-
dependent projects and long-term goals. 

Format: 
● Meets quarterly (or as needed) with designated agency representatives. 
● Facilitated jointly by the HRP Facilitator and agency co-leads. 
● Outcomes and updates reported to the full partnership body. 
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Key Difference from Other Working Groups: 
● While other working groups are open to all HRP members and focus on 

thematic or project-based collaboration, the Land Management Coordinating 
Group is a static, agency-focused body dedicated to institutional alignment. 
Its primary role is to formalize and maintain the structures—such as the USFS 
MOU—that allow for sustained, coordinated action between agencies and 
HRP, ensuring that operational and policy frameworks are in place for 
effective partnership. 

 

Work Plans 

The HRP’s work plans translate the partnership’s strategic priorities into actionable steps, 
providing structure and clarity for implementation across members. The work plan serves 
as a unifying tool that connects vision to action—aligning individual organizational efforts 
with shared regional goals. 

The HRP Charter provides the foundation for this process. It establishes the strategic 
priorities, governance structure, and values that shape how work plans are developed, 
approved, and adapted. While the Charter defines the “why” and “how” of the partnership, 
the work plan articulates the “what,” “when” and “who.” 

Multi-Year Goals and Strategic Direction 

The HRP will establish a set of multi-year goals to guide the partnership’s broader direction, 
strategy, and impact. These goals help ensure continuity, focus, and long-term alignment 
across the region, even as members’ short-term capacity may shift. While the HRP does not 
require members to commit to multi-year actions, the annual work plan process will ensure 
that each year’s efforts move the partnership closer to these broader goals. 

Annual Work Plans 

Work plans will be developed and implemented on an annual basis aligned with the state 
fiscal year (July 1–June 30) to support coordination with the funding cycles and reporting 
frameworks used by many HRP members. 

Each annual work plan will: 

● Identify priority projects, milestones, and deliverables tied to the HRP’s strategic 
priorities. 

● Define member roles, responsibilities, and timelines for implementation. 
● Align available and anticipated funding sources with specific actions or needs. 
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● Integrate outputs from working groups, Forest Service alignment meetings, and 
partnership discussions. 

● Demonstrate how annual activities contribute to the HRP’s broader multi-year goals. 

Development and Approval: 

● Work plans are developed collaboratively, led by the Partnership Facilitator in 
coordination with the Coordinator, working groups, and member input. 

● Draft work plans will be presented for discussion and refinement during quarterly 
partnership alignment meetings. 

● Final approval is provided by the full partnership body using the consensus-based 
decision-making process outlined in the Charter. 

Flexibility and Adaptation: 

● The HRP’s work plans are living documents that reflect changing conditions, 
member capacity, and emerging opportunities. 

● In-year adjustments may be proposed by the Facilitator, Coordinator, or working 
groups, and adopted through consensus at any regular partnership meeting. 

Communication 

Clear and consistent communication is essential to the HRP’s ability to coordinate across 
members, maintain transparency, and promote its mission to external stakeholders. The 
HRP’s communications framework includes both internal coordination across members 
and external storytelling to raise awareness, attract support, and demonstrate impact and 
purpose. 

Internal Communication 
● Point of Contact System: 

○ Each member organization is encouraged to designate a primary Point of 
Contact to receive updates, respond to time-sensitive requests, and serve as 
a liaison for internal coordination. This supports responsiveness and clarity 
while avoiding communication bottlenecks. 

● Coordination Roles 
○ Internal communications are managed primarily by the Partnership 

Coordinator. These may include meeting reminders, scheduling polls, request 
tracking, and action item follow-up. 

● Platform Management: 
○ The HRP uses an online collaboration platform (e.g., Basecamp) to house 

shared documents, meeting notes, and project materials. The Coordinator is 
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responsible for maintaining platform accessibility and ensuring members are 
notified of relevant updates. 

External Communication 
● Strategy and Oversight: 

○ External messaging is guided by the Communications & Outreach Working 
Group in collaboration with the Partnership Coordinator. Communications 
focus on raising visibility, promoting the HRP’s strategic priorities, and 
showcasing shared successes. 

● Core Tactics: 
○ HRP-branded reports, toolkits, and updates shared with stakeholders. 
○ Event-based outreach including tabling events, webinars, briefings, and 

member-hosted convenings. 
○ Coordinated digital campaigns, social media content, and email updates to 

engage broader audiences. 
○ Messaging aligned with the partnership’s values of inclusivity, transparency, 

and regional resilience. 

Fu n d in g  a n d  Re s o u r c e s  

Funding Strategy 

Collaborative Funding Approach: 
● HRP is not structured to pursue or manage funding directly. Instead, member 

organizations—including agencies, non-profits, and philanthropic entities—may 
secure and manage funds that support shared HRP initiatives. For example, a 
member may host a grant that supports the Partnership Facilitator, working group 
efforts, or project implementation. 

● In addition to identifying near-term opportunities, the HRP will also explore long-term 
funding mechanisms, such as endowments or landscape-scale investment 
strategies, that could provide sustained support for regional resilience. The Funding 
Opportunities Working Group may coordinate exploratory conversations with 
interested members to assess feasibility and alignment with the HRP’s mission and 
values. 

Diverse Funding Sources: 
● Funding to support HRP-aligned projects and priorities may include a combination of 

grants, donations, in-kind contributions, and financial support secured and managed 
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by individual member organizations. These funding streams enable flexibility and 
responsiveness while honoring the decentralized nature of the partnership. 

● The HRP will prioritize identifying and aligning funding opportunities with its 
strategic priorities and annual work plans to ensure that collaborative initiatives are 
adequately resourced. As the partnership evolves, the HRP may also explore long-
term funding strategies—such as endowments or place-based funding models—to 
support ongoing coordination and regional impact. 

Financial Management and Oversight: 
● Funds secured on behalf of HRP initiatives are managed by the hosting member 

organization, which is responsible for internal compliance, financial tracking, and 
transparency. Hosting members are encouraged to communicate clearly with 
collaborators and ensure shared understanding of fund use, constraints, and 
reporting requirements. 

● The Funding Opportunities Working Group is responsible for identifying relevant 
funding opportunities, aligning them with HRP priorities, and ensuring transparent 
communication with the full partnership. Regular updates on funding activities, 
potential gaps, and collaborative opportunities will be shared during monthly 
partnership meetings to support alignment and collective awareness. 

Resource Sharing 

● HRP members are encouraged to contribute resources to support the 
implementation of shared goals and priorities. Contributions may include staff time, 
technical expertise, access to data, funding, equipment, or land that enables 
collaborative planning or project implementation. 

● To support transparency and equity, the partnership may, in the future as the 
partnership grows, develop a formal resource-sharing agreement that outlines 
expected contributions, shared commitments, and mutual responsibilities. This 
framework can help members understand what is available, recognize in-kind 
support, and foster accountability across the partnership. 

● In return, members benefit from shared access to data, networks, capacity-building 
opportunities, and collaborative support across the HRP. 

Integrated Approach to Funding and Projects 

● HRP’s funding strategies are developed collaboratively through the Funding 
Opportunities Working Group, with input from members and other working groups to 
ensure alignment with the partnership’s strategic priorities, regional needs, and 
annual work plans. 
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● Member organizations will work together to identify funding gaps, coordinate 
complementary efforts, and leverage collective resources—financial, technical, and 
relational—to maximize impact across the landscape. This integrated approach 
allows the HRP to remain flexible and responsive while ensuring that funding 
opportunities support the partnership’s shared goals. 

Ev a lu a t io n  
The HRP’s evaluation approach is designed to assess progress toward strategic goals, 
support continuous learning, and inform future work planning. Evaluation efforts will reflect 
both tangible environmental outcomes and the evolving effectiveness of the HRP’s 
collaborative model. By tracking change over time, the HRP strengthens its ability to tell a 
shared story, demonstrate regional impact, and enhance future funding opportunities. 

Evaluation is tied to the annual work plan cycle and is informed by ongoing membership 
reflection, data collection, and input from working groups. 

Performance Metrics 

Through implementation of the annual work plan, the HRP will identify a set of metrics to 
measure alignment with strategic priorities and the effectiveness of partnership activities. 
Metrics will reflect environmental, social, and economic considerations, and will be updated 
and refined annually as projects evolve. 

Sample Environmental Metrics: (applicable to priorities like Restoration, Resilience, and 
Evidence-Based Actions) 

● Acres of restored or treated habitat 
● Reductions in wildfire risk and severity 
● Improvements in water quality and watershed health 
● Extent of post-disturbance recovery efforts initiated or supported 

Sample Social Metrics: (applicable to priorities like Career Pathways, Right-Sized Initiatives, 
and Integrated Efforts) 

● Community engagement levels and event participation 
● Inter-agency and inter-organizational collaboration metrics 
● Inclusion of Tribes and frontline communities in planning and implementation 

Sample Economic Metrics: (applicable to all project-based work) 

● Funding secured or coordinated across HRP members 
● In-kind contributions and resource sharing 
● Cost-effectiveness or return on investment where measurable 
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These metrics will focus on tangible outcomes where possible and may include shared 
definitions or standards co-developed by the partnership. Where outcomes are less 
quantifiable, the HRP will focus on qualitative indicators and narrative storytelling to reflect 
collaborative impact. 

Regular Evaluations 

Progress toward strategic priorities will be assessed through regular evaluations, 
conducted annually and tied to the annual work plan cycle. These evaluations will track 
progress on key performance indicators, assess deliverables, and help identify emerging 
needs or gaps. 

In addition to project-level assessments, the HRP will also conduct a partnership 
effectiveness evaluation to reflect on how the group is functioning as a collaborative body. 
This may include reviewing participation, communication, decision-making, equity, and 
shared leadership. These self-assessments will help ensure the HRP remains aligned with 
its values and is operating effectively. 

Feedback will be gathered from working groups, members, and stakeholders to inform 
future adjustments and reinforce a culture of learning and accountability.  

Annual Reporting 

A simple annual report will be developed each year in conjunction with the annual work plan 
review to summarize the HRP’s progress, share lessons learned, and communicate future 
priorities. The report will serve as both an internal reflection tool for members and an 
external resource to demonstrate impact and reinforce accountability. 

Information collected for the annual report may include: 
● Updates on progress toward annual work plan goals and strategic priorities 
● Key performance metrics (environmental, social, and economic) 
● Highlights from working groups and collaborative initiatives 
● Funding secured, resources shared, and major partnerships developed 
● Reflections on partnership effectiveness, including communication and coordination 
● Success stories, lessons learned, and opportunities for adaptation 
● Visual data (e.g., maps, charts, infographics) to support storytelling 

The report may also feature contributions from HRP members, spotlighting individual or 
cross-organizational achievements and innovations. Final drafts will be reviewed by the 
Communications Working Group prior to sharing with the full partnership. 
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Ch a r t e r  Am e n d m e n t s  a n d  Re v ie w  
The HRP Charter is a living document intended to evolve alongside the partnership’s growth, 
needs, and regional context. To maintain its relevance and effectiveness, the Charter will be 
periodically reviewed and may be amended through a clear, consensus-based process. 

Charter Amendments 
● Any active member may propose an amendment to the Charter to address evolving 

needs, gaps, or strategic shifts. 
● Proposed amendments will be reviewed by the full partnership body, with 

opportunities for discussion and refinement. 
● Amendments will be approved through the partnership’s consensus-seeking 

process. 
● If consensus cannot be reached, a vote may be held; a minimum of 75% of Active 

members present must vote in favor for the amendment to pass, and quorum must 
be achieved to initiate a vote.  

Review Process 
● The Charter will undergo a formal review every five years, or sooner if proposed and 

approved by the full partnership. 
● The review will include input from the full membership, Facilitator, and Coordinator. 
● Any updates or adjustments identified through the review will follow the same 

consensus-based approval process used for Charter amendments. 
● Revisions may address shifts in strategy, governance, operating procedures, or 

regional context. 
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Co m m it m e n t  & Vis io n  Fo r w a r d  
The Inland Empire Headwaters Resiliency Partnership (HRP) is built on a foundation of 
trust, shared purpose, and the belief that collaboration is essential to protecting the region’s 
most vital landscapes and communities. This Charter reflects more than an operational 
structure—it reflects a collective commitment to the land, watersheds, and people we serve. 

As partners, we recognize that the work ahead will require persistence, creativity, and 
mutual support. We commit to showing up with integrity, adapting as needed, and holding 
one another accountable to the values we’ve set forth. Through this Charter, we affirm our 
intent not only to take action, but to do so together with transparency, equity, and care. 

This document is not the endpoint of our formation—it is the launching point for our 
ongoing collaboration. Through our annual work plans, member contributions, and shared 
learning, we will continue growing the HRP into a powerful, community-rooted force for 
regional resilience. This is our collective vision and our collective responsibility. 

Signatories 

The undersigned acknowledge and affirm their alignment with the mission, vision, and 
collaborative structure outlined in this Charter. By signing below, each organization 
confirms its commitment to contributing to the shared success of the Headwaters 
Resiliency Partnership. 

Organization Name Representative Name & Title Date 

[Enter Organization] [Enter Name & Title] [MM/DD/YYYY] 

[Enter Organization] [Enter Name & Title] [MM/DD/YYYY] 

[Enter Organization] [Enter Name & Title] [MM/DD/YYYY] 

[Enter Organization] [Enter Name & Title] [MM/DD/YYYY] 

[Enter Organization] [Enter Name & Title] [MM/DD/YYYY] 

[Enter Organization] [Enter Name & Title] [MM/DD/YYYY] 

[Enter Organization] [Enter Name & Title] [MM/DD/YYYY] 

Additional signatories may be added as new members affirm their commitment. 
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Addendums 

A. Addendum A: List of HRP Member Organizations 
a. [Subtitle: Active and Affiliate Members – Updated as of MM/YYYY] 

B. Addendum B: Strategic Priorities & Example Projects 
a. [Subtitle: Illustrative Projects Aligned with HRP Strategic Priorities] 

C. Addendum C: Annual Work Plan Template 

 

74



 
 
 
 
 

 
DATE:  September 2, 2025 
 
TO:  Board of Directors 
 
FROM:  Joanna Gibson, Executive Director, Upper Santa Ana River HCP 
     
SUBJECT: Consider an Amendment to the Riverside County Regional Park and Open-Space 

District Cooperative Agreement for Hidden Valley Wildlife Area and Tributary 
Restoration Sites 

 

 

Staff Recommendation  

Staff recommend the Board authorize the CEO/General Manager to execute an Amendment to the 

Cooperative Agreement with Riverside County Regional Park and Open-Space District, to include 

funding levels as directed by the Board and a three-year extension of the term, subject to review 

and non-substantive changes by the District’s General Counsel. 

 

Summary  

Staff recommends authorizing execution of an Amendment to the Cooperative Agreement 

(Attachment 3) with Riverside County Regional Park and Open Space District, to increase the 

number of funded positions, in the annual amount indicated by the Board in this meeting and extend 

funding for three fiscal years. Based on direction received during the June General Fund Budget 

workshop, staff have summarized multiple staffing options and cost estimates for the Board’s 

consideration in Attachment 2. In order to meet the demands required to continually patrol and 

protect over 500 acres of habitat mitigation projects in and adjacent to the Santa Ana River, as 

required by the water project permits listed below, staff recommend funding a minimum of four full-

time equivalent (FTE) Rangers and one FTE Parks Maintenance Worker.  

 

Tasks to be undertaken through the Cooperative Agreement are integral to the success of 

compensatory mitigation obligations required by state and federal regulatory permits associated 

with multiple existing and future water supply projects, to diversify local water supply through the 

construction and implementation of multiple water infrastructure projects. Contracting these 

positions saves significant land management costs for San Bernardino Valley and our partner 

agencies due to their daily, uniformed regular patrols, trespass prevention activities, and 

conservation work at tributary restoration sites located along the Santa Ana River in the City of 

Riverside, and Riverside County. A summary of accomplishments achieved through this 

cooperative agreement are included in Attachment 1 and an extensive presentation by the 
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RivCoParks team can be found at  

https://www.sbvmwd.com/home/showpublisheddocument/11058. 

  

Background 

Multiple water supply projects have been completed, and additional projects are planned within the 

upper Santa Ana River watershed to diversify the region’s water supply portfolio and enhance 

resiliency to drought and climate change. Because of numerous endangered and threatened 

species issues associated with these water supply projects, endangered and threatened species 

permit coverage is required. To secure required permits, applications must include a robust 

mitigation strategy that fully offsets impacts associated with the construction and operation of these 

projects. Additionally, permit applicants must provide assurances that the proposed mitigation will 

support and sustain requisite biological and ecological resource values long-term (in-perpetuity).  

 

San Bernardino Valley, and other water agencies in the region, have been working collaboratively 

on permitting for these projects, and securing the necessary mitigation to offset associated impacts. 

Because many of the water supply projects will affect hydrology of the Santa Ana River, mitigation 

is needed to offset impacts on species that are hydrology-dependent: native fishes, and riparian 

bird species. The native fishes of the Santa Ana River (Santa Ana sucker and arroyo chub), and 

core areas of riparian bird occurrences are largely limited to the stretch of the Santa Ana River in 

the Riverside area, continuing downstream to Prado Basin. Consequently, San Bernardino Valley 

and our partner agencies have been working on securing mitigation for these aquatic and riparian-

dependent species in the Riverside area. In addition to securing the mitigation sites, habitat 

creation, restoration, and enhancement activities are being implemented to improve conditions for 

native species.           

 

San Bernardino Valley has secured mitigation locations within the Riverside area and is 

implementing habitat creation, restoration, and enhancement actions to fulfill existing regulatory 

permit requirements, and the requirements of forthcoming regulatory permits. Existing and 

forthcoming projects relying on mitigation within the Riverside Area are listed below.   

 

Existing permits: 

Waterman Basins Recharge (SBVMWD project) 

Enhanced Recharge, Phase 1B (SBVMWD + partners project) 

Lower Cactus Basins #2 (WVWD project) 

Sterling Natural Resources Center (EVWD Project) 

Tertiary Treatment System Recycled Water Project (SBMWD project) 
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Forthcoming permits: 

IEUA Recycled Water Project 

City of Rialto Recycled Water Project 

City of Riverside Recycled Water Project 

Active Recharge and PERC Projects (San Bernardino Valley + partners) 

 

In addition to habitat restoration actions, an important component of regulatory permit mitigation 

obligations that must be fulfilled by project proponents is ensuring that a mitigation site will support 

biological and ecological values in the long term and is not subject to harm/adverse impacts from 

trespass, trash and debris, and other negative impacts. To avoid and minimize the risk of such 

adverse impacts, particularly in/near urban settings, mitigation sites must be monitored frequently 

and a steady and visible presence by uniformed personnel has been found to be one of the most 

effective deterrents to trespass, vandalism, and establishment of homeless encampments on open 

space properties. 

 

To fulfill the need of frequent monitoring and an active presence on the mitigation properties, San 

Bernardino Valley entered into a cooperative agreement with RivCoParks in 2020 (with a contract 

extension through 2025). Because RivCoParks is a lead agency in enforcement and conservation 

activities along the Santa Ana River through Riverside County and has an established working 

relationship with other agencies (police, fire, homeless advocacy groups), they provide the requisite 

expertise and agency connections to provide cost-effective oversight and protection of mitigation 

areas located along the Santa Ana River in the Riverside Area.  

 

Through frequent monitoring, cleanups, and outreach, RivCoParks has been successful in securing 

and maintaining our mitigation areas, and is continuing to provide ongoing monitoring, including 

early detection and rapid response, to ensure that the long-term conservation values of our 

mitigation areas are secured. To date RivCoParks has removed 165 encampments, spent 4,945 

hours on ranger patrols and 1,312 hours on cleanup within our mitigation areas, and combined with 

the larger Santa Ana River bottom efforts, they have removed over 795 tons of waste, and offered 

services to 2,012 individuals. Additional services afforded through our Cooperative Agreement 

include assistance with nonnative plant management, biological surveys, and accompanying our 

staff and contracted biologists during field work where safety may be a concern. The benefits 

afforded by the Cooperative Agreement were also clearly recognized over the past approximate 9 

months: during Phase 1 of the tributary restoration work we were able to leave heavy equipment 

onsite with no documented vandalism.  
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District Strategic Plan Application 

The Cooperative Agreement between San Bernardino Valley and RivCoParks helps to facilitate 

San Bernardino Valley’s Mission Statement to work collaboratively to provide a reliable and 

sustainable water supply to support the changing needs of our region’s people and environment 

and achieve the priority of cost-effective projects by maximizing benefits from ratepayer 

investments. 

 

Fiscal Impact 

The 3-year total cost to amend the Cooperative Agreement will be dependent on the Board’s 

direction. As mentioned, multiple staffing and funding options are presented for the Board’s 

consideration in Attachment 2. The annual cost of the recommended minimum of 4 Rangers and 1 

full-time Parks Maintenance Worker is $985,920, or roughly $1,972/acre per year to patrol, protect, 

clean up, and maintain the mitigation lands, as required by the water supply projects permits and 

grants received for the restoration projects.  

 

San Bernardino Valley’s approved FY 25-26 General Fund Budget includes $725,000 for funding 

this agreement. A proportion of the costs associated with the Cooperative Agreement will be 

reimbursed by our partner agencies. 

 

Attachments 

Attachment 1. Summary of accomplishments on San Bernardino Valley mitigations lands through 

the Cooperative Agreement 

Attachment 2. Staffing and funding options 

Attachment 3. Amendment to the Cooperative Agreement with Riverside County Regional Park 

and Open Space District 
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SBVMWD – RivCoParks 
Cooperative Agreement

• Services Provided (over approx. 500 acres):
• Frequent patrols by uniformed staff in vehicles with 

logos
• Cleanups and outreach
• Liaison with other agencies (fire, police, outreach, 

animal services)
• Nonnative plant management
• Security for biologists
• Public outreach, communication with adjacent 

landowners
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Cooperative Agreement Support 
of Tributary Restoration Projects 

Hidden Valley and Anza 
Creek – 95% alignment 

established and 50% 
grading complete

Anza Creek – 80% 
alignment established, 
50% grading complete

SAR Corridor Area – 6 
acres treated for Arundo 

donax and Tamarix 
ramossima + 30 square 

feet of Castor Bean 
treated

Sunnyslope Creek Area – 
cleared blockages to 

improve flow and sucker 
habitat
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Attachment 2. Riverside County Regional Park and Open Space District Cooperative Agreement Staffing and Funding Options 

2022-2025 Funding Funding and Staffing Options 
Approved FY 25/26 
Budget 

2 x Rangers 
0.5 x PMW 

3 x Rangers 
1.0 x PMW 

3 x Rangers 
1 x PMW 

0.1 x NRMB 

4 x Rangers 
1 x PMW 

 

4 x Rangers 
1 x PMW 

0.1 x NRMB 
 

$725,000 

$361,000A $786,240 $818,272 $985,920 $1,017,920 
A Based on 2020 costs 
B Includes approximately 10% of the Natural Resource Manager’s time for coordination ($32,032). This is a not to exceed amount, 
and would only be charged, if used.  
PMW = Parks Maintenance Worker  
NRM = Natural Resource Manager 
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FIRST AMENDMENT TO THE 

COOPERATIVE AGREEMENT  
 

 

This First Amendment to the Cooperative Agreement (“Amendment”) is entered into 

as of ______________, 2025, by and between Riverside County Regional Park & Open-

Space District, a special district created pursuant to the California Public Resources Code 

Div.5, Ch.3, Art.3,  (“RIVCOPARKS”) and San Bernardino Valley Municipal Water 

District, a water district organized and incorporated under the California Municipal Water 

District Law of 1911 (“District”).  Consultant and District are hereafter referred to 

individually as “Party” and collectively as the “Parties.” 

 

RECITALS 

 

A. The Parties entered into that certain Cooperative Agreement, dated 

September 20, 2022 (“Cooperative Agreement”), whereby RIVCOPARKS agreed to 

provide certain professional services related to enforcement and conservation activities 

within the Hidden Valley Wildlife Area and Tributary Restoration Sites. 

 

B. The Parties desire to further amend the Cooperative Agreement to increase 

the number of funded positions, Maximum Reimbursement, and extend the Term of 

Service as described herein. 

 

OPERATIVE TERMS 

 

 NOW, THEREFORE, in consideration of the mutual covenants and conditions 

contained in this Amendment, and for other good and valuable consideration, the receipt 

and sufficiency of which is hereby acknowledged, the Parties agree as follows: 

 

1. Recitals; Defined Terms.  The Recitals are material to this Amendment, and by this 

reference are hereby incorporated herein.  For purposes of this Amendment, all capitalized 

terms shall have the meanings given to such terms in the Cooperative Agreement, unless 

such terms are otherwise defined herein. 

 

2. Term.  The Term of the Agreement is hereby extended for three (3) years and shall 

automatically terminate when the Compensation Amount has been spent, unless earlier 

terminated. 

 

3. Additional Services.  The number of funded and employed positions are hereby 

increased to ______ park rangers, ____ park maintenance worker, and approximately ____ 

natural resources manager positions (“PROJECT STAFF”). 

 

4. Reimbursement.  The Maximum Fee is hereby increased by ____________ Dollars 

($______) annually, for a total of ________ Dollars ($______) for 3 years, reflecting a new 

total Maximum Fee of ______ Dollars ($ ______) (“Maximum Reimbursement”).  All 
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references to Maximum Reimbursement in the Cooperative Agreement shall refer to the 

increased amount set forth herein. 

 

5.   Binding Effect.  This Amendment shall be binding upon and inure to the benefit 

of the Parties’ permitted successors and assigns.  The Parties acknowledge and agree that 

except to the extent specifically provided in this Amendment, the Cooperative Agreement 

shall continue in full force and effect as previously written. 

 

6. No Other Modifications.  The Parties acknowledge that this Amendment evidences 

the entire agreement between the Parties with respect to the amendment to the Consulting 

Agreement and supersedes all previous negotiations and discussions related thereto. 

 

7. Counterparts.  This Amendment may be executed in two or more counterparts, each 

of which shall be an original, but all of which shall constitute one and the same instrument.  

 

[Signature Page Follows] 
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[Signature Page for First Amendment to the Cooperative Agreement] 
 

IN WITNESS WHEREOF, the Parties hereby execute this Amendment as of the date 

first set forth above. 

      

SAN BERNARDINO VALLEY 

MUNICIPAL WATER DISTRICT 

 

By:_________________________________  

 Heather P. Dyer 

 CEO/General Manager 

 

 

 

RIVERSIDE COUNTY REGIONAL PARK & 
OPEN-SPACE DISTRICT  
 

 

By:_________________________________  

 Chuck Washington 

 Chair, Board of Directors 

 

ATTEST: 

 

 

Clerk of the Board 

 

 

By:_________________________________  

  

  

 

APPROVED AS TO FORM: 

County Counsel 

 

 

By:_________________________________  
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DATE:  September 2, 2025 
 
TO:  Board of Directors 
 
FROM:  Michael Plinski, Chief of Water Resources 
     
SUBJECT: Consider Appointing Staff to Represent San Bernardino Valley Municipal Water 

District on the Management Committee of the Santa Ana River - Mill Creek 
Cooperative Water Project Agreement 

 

 

Staff Recommendation  

Consider appointing Michael Plinski, Chief of Water Resources, to represent San Bernardino Valley 

Municipal Water District on the Management Committee of the Santa Ana River – Mill Creek 

Cooperative Water Project Agreement. 

 

Summary  

San Bernardino Valley is a party to the Santa Ana River – Mill Creek Cooperative Water Project 

Agreement (aka “Exchange Plan”), which was executed in 1976. The Exchange Plan was created 

to facilitate bringing supplemental water to the Yucaipa area through a series of exchanges and 

facilities using local water located along Mill Creek and the Santa Ana River. The local water was 

delivered to the Yucaipa area and in exchange, State Water Project (SWP) water was delivered to 

the Party providing the local water to Yucaipa. Operation of the Exchange Plan became curtailed 

once infrastructure was constructed to bring SWP water directly into Yucaipa. However, the Parties 

to the Exchange Plan still occasionally meet and as such, San Bernardino Valley staff is requesting 

that the Board consider appointing Michael Plinski to represent San Bernardino Valley’s interest at 

the Management Committee meetings of the Exchange Plan. 

 

Background 

Prior to having SWP facilities in place that could achieve moving SWP water into Yucaipa, San 

Bernardino Valley, working collaboratively with several local water agencies, developed an 

exchange concept that would essentially deliver SWP water to Yucaipa by exchange with local 

water sources. The exchange concept was incorporated into the Santa Ana River – Mill Creek 

Cooperative Water Project Agreement (Exchange Plan) which was signed in 1976. Parties to the 

Exchange Plan include: Bear Valley Mutual Water Company, City of Redlands, Crafton Water 

Company, East San Bernardino County Water District (now East Valley Water District), Lugonia 
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Water Company, North Fork Water Company, Redlands Water Company, San Bernardino Valley 

Water Conservation District (Conservation District), Yucaipa Valley County Water District (now 

Yucaipa Valley Water District), and San Bernardino Valley. 

 

Each of the Parties pledged the use of their water rights and facilities “…in order to provide the 

most economical, efficient, and dependable supply possible at a minimum of expense to water 

users and the taxpayers and to conserve energy.” Through the Exchange Plan, Mill Creek water 

supplies can be delivered to Yucaipa as supplemental water. In turn, Santa Ana River water 

supplies can be delivered to Mill Creek users to replace the water that was delivered to Yucaipa. 

Lastly, SWP water can be delivered to Santa Ana River users, to make up for the supplies that 

were sent to Mill Creek users. The Exchange Plan provides the terms and outlines how 

implementation of these exchanges is to be managed by the Parties. 

 

The Exchange Plan is operated by a Management Committee that is comprised of one member 

representing each of the Parties. Conservation District was appointed by the Parties as Project 

Manager of the Exchange Plan and carries the responsibility of implementing the Exchange Plan 

under the supervision of the Management Committee.  The Management Committee duties include 

setting operation rules, regulations, and policies not covered by the Exchange Plan, considering 

requests for scheduling deliveries of water, supervising the work of the Project Manager, assisting 

in resolving disputes between Parties, and advising San Bernardino Valley on pertinent design, 

construction, operations, and pricing polices under the Exchange Plan. Each member of the 

Management Committee is to be appointed by the Party they represent and serves at the pleasure 

of the appointing Party for a period of 4 years or until appointment of a replacement. 

 

District Strategic Plan Application 

This item is consistent with San Bernardino Valley’s desire to work collaboratively to proactively 

manage a diverse, adaptable water supply portfolio to maximize the value of the region’s water 

assets. 

 

Fiscal Impact 

There is no fiscal impact to San Bernardino Valley for this appointment to represent the District on 

the Exchange Plan Management Committee. 
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DATE:          September 2, 2025 

TO: Board of Directors 

SUBJECT:   List of Announcements

 

A. September 4, 2025, 2 p.m. – Board of Directors Special Meeting – 

Policy/Administration Workshop by Teleconference or In-Person 

B. September 7, 2025, 8:30 a.m. – Upper SAR WIFA by Teleconference (Cancelled) 

C. September 9, 2025, 10:00 a.m. – PA 22 Committee Meeting by Teleconference or 

In-Person  

D. September 9, 2025, 2 p.m. – Board of Directors Special Meeting – 

Resources/Engineering Workshop by Teleconference or In-Person 

E. September 10, 2025, 1:30 p.m. – SBVW Conservation District Board Meeting 

F. September 14, 2025, 8:30 a.m. – Upper SAR WIFA Technical Advisory Committee 

In-Person (Cancelled) 

G. September 15, 2025, 6 p.m. – ASBCSD dinner (Location: The Apple Valley Golf 

Course Club House, 15200 Rancherias Road, Apple Valley, CA 92307) 

H. September 16, 2025, 09:30 a.m. – SAWPA Commission Meeting by 

Teleconference or In-Person 

I. September 16, 2025, 2 p.m. – Regular Board Meeting by Teleconference or In-

Person 

J. September 17, 2025, 8:30 a.m. – Upper SAR WIFA by Teleconference (Cancelled) 

K. September 24-26, 2025 – SB Valley State Water Project Tour 
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