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“‘How come you aren't
getting better results?”



“How come you aren’t getting better results?”

- “We’'re doing all we can!”
- “We don’t have enough resources!”
 “You don’t understand what we’re up against!”

o “If would just , we'd be OK!”
the Legislature do their part
that other agency get on the ball
the state grow up
the locals fund us
the feds cooperate

the citizens



FROM 1O By using

« Lack of leader- « Unified

. .S i
ship/coordination leadership PONSOrship

 Conflicts over fod ol  Problem-solving
goals & methods |’ AIEE gl thinking

- Lack of - - Not dancing
accountability Accountability around anything

- Lack of - Empowering the
« New tools .
resources front-line

» Less than best  Continuous - Experimentation
use of resources Improvement & learning loops
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Case Study: Samish Shellfish

- Background

e Lining up the Dominoes
- The Shellfish Coordination Group (“the state family™)
- Partnership with Skagit County & the CD
« The Decision to Go For It

- The Workshop — Building a Plan

« The Work
- The First 90 Days
- The Second 90 Days
« The Next 90 Days
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Background: Overall water quality is improving

Puget Sound Areas
Improved or Declined - Long term trends
AL L show improved water
guality
I - Poor water quality in
: . om ! M | I - - Samish Bay and

Portage Bay have
-\ é masked this success
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World Class Prosperous Sustainable Energy Healthy and Efficent, Effective and
Education Economy and a Clean Environment Safe Communities Accountable Government

A healthy shellfish industry means:
e Jobs and income
o Clean water & healthy habitat
e Public safety

No other state has done what we have!
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Why focus on Samish?

Washington Shellfish Growing Area Reclassifications: 2011 - April 2015

Acreage Changed

~ Portage Bay (2015)
® <100 acres f 487 acres

@ 100-299 acres N v

. 300 - 500 acres

[t Samish Bay (2011)
A 4,037 acres

Holmes Harbor (2014)
+108 acres

East Straits (2012)
-27 acres

Kingston (2013)
+162 acres

—| Port Madison (2011} | +=
+163 acres

_”| Port Madison (2014)
-16 acres

Hood Canal 9 (2012/2013)
+284 acres '
gis i
|
Vaughn Bay (2011}
+50 acres

.| Burley Lagoon (2014)
3 +36 acres
- Poverty Bay (2011)

oy +13 acres

‘ Pickering Passage {2011/2013)

QuartermasterHarbor:2012}‘ :
+58 acres

+173 acres

+31 acres

Henderson Bay (2013/2014) ‘

| Penrose Point (2013)

Pacific Coast (2013)

+27 acres

10 acres

Total acres needed

® Samish
m Portage
other

- Local engagement
« NO clear answers

« Focused effort could
help us statewide
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Problem-Solving Thinking

Recommend prinfing on 1117 paper

Winning a Shellfish Upgrade for Samish Bay DRAFT

Reviewer: Maia Bellon
Date:2/10/15 Version3-4

Owner: Julie Horowitz
Lead, Shelfish Coordination Group

BACKGROUND

Fecal coliform baciena contaminaion has been an ongoing problem for decades
Nezr-shore sepic systemfxes in 19%0s led to improved condiions

Shelifch harvesing is an imporiant part of the economy and culture around  Samish Bay.

Rain eventin Apdl, 2008 led to sheliich bed closure; confinued storm sampling revesled true scope of fhe problem
Clean Samish Initiative (2009): 20+ parner organizations (Local, state, fd, tibes, ag groups, shelfsh growers) in locallyded efont
Neardy 4000 acres of Samish Bay downgraded fom Approved to CondiSonally Approved in Aprl, 2011

& lex...
Pollution Correction - Livestock o ey

+ Technical assiztance 1o 76 landowmers
+ 51 farm plans (Stuctural pracices to contain sources
management recommencaaons 0 proect properies)

for local condifons
Is this an opportunity?

STATUS after 5 vears of efforts:
+ Over 100 agncutursl BMP projects have been completed
+ About 110 sepéc system repars

Samich Bay) duning storme dowmn 510 fold since 2009
Freshwaters 28l don't mest water qualt
Sheliich bed closures 2ill occuming

Samish River Fecal Coliform Concentrations
Stonm Events Only
2010-2014 Water Years [Oct-Sep]

=

et i ol ol b s et g

o L. l“ b ke

CURRENT STATE (iased on input fom Clean Samish IniSiafve) PIC Flow Chart
TOOLS: Pollution Identification and Correction (PIC
Program and key ool of “source identification” Water — Requests Properties with
+ Common-sense approach to locate polluon sources QUB':T:' survey and o -':1 POiﬂ!ler
. . " e = samgies properies Causes ol
Userua’.e qualty dafa o locae “hot spols” i M seplic W ot [ poatonare
*  Work with landowners in area tofnd and fix probleme . system
N problem ht or askedio make
+ Designed to be cooparaiive areas! searc Ecology’ changes'
*  Uszez many agencies with difierent expenize
-Em§|50 'I'n: a'cl?on:w-m nspecions P EnEmTEITELT i :E;i?%tﬁlrﬁr
- &7 wam ng leters, 1 Nofce of Viclaon worked in smaller basins *  ProjectLead
10) Adminisyatve Orders, 5 Nodces of Pe'a'.y e e E I A * PIC Program

..-Somehods were modifed +  Conservaion Plan development

*  Landovmer hspeciion/Fefkeral
*  Eniforcement
+  Pesk &cal cofform loadings (number of baciena defversd o progress! WA Department of Health
standards
But not enough. *+  Sigle Agency Coord /Shellichini.

Skagit Conservation District

*  Educafon/Outreach
*  Lisizon with WSCC
Samish Indian Nation
*  Thomas Creek WQ & restorafion
WA State Department of Ecology

= Sheliish growing anca regulalion
Puget Sound Parinership

USEPA
+  Funding, technical support
Many other state, tribal, NGOs

Year-to-Year improvement:

+  010-2011 = 50% improvement
+ 0112012 = 5% improvement
= AM2-2013 = 25%% improvement
+ 0132014 = 0 % improvement

This is a typical pattern!

* “We've done all the essy sufl”

+ (fien, an mital approach - “Plan A" -
gosz wel, but finishing requires &
different approach... “PlanB.”

ROOT CAUSE ANALYSIS: What's really goingon? (5, of rain events that lead to “confirmed” closures:
+ January: 03 =0%

+  February: 012 =0%

St ST Tt Ry i B Pt Cls
FoualCottorm g acseri por i

s Mach AB=67% @i H i m ey
H Aprl: 35 =60%
i ~ May:  4i4=100% -l
}- = Problems are 100%: seasonal
1. +  All ivers se= a “fall fush® [though ol

leviels are worse here)
* Spring problem causes more doswres | ...
&z unique to Samich (& Whaicom) ) B==

The upcoming Spring
$£a330N i3 an opportunity to
define and test “Plan B.”

What if we could launch an
expanded, comprehensive
effort to find out on the
ground the root causes of the
remaning problems.

AND how to fix them?

We need to get out and find answers to these “root cause” questions:

1. Exacfly where and how = fecal colform baciena geting into the water?

2. Do wehave pracices that effecively prevent tis fom occuming?

3. Arethers betier pracices out there? (Cheaper, sasier, more Bkely to get used?)
4 Do our “fixes” stay fxed? (If not, can wefigurs out how o address that?)

5. Canwecolshoraie betier betwesn and among all state and local parners?
6

T

[

Are there addifional resources we haven't tapped?
Are fhere new ways we coukd do our work to expand our reach and impact?
Landd o

Are there ways we coukd win g frust & from

HYPOTHESIS: The local experts on the front lines of this problem - working together, and with free reign to test innovative,
out-of-the-box solutions - could discover how to take this effort the |ast mile & win an upgrade.

January: February: March through May (meeting weekly): N June:
Gan * Al pammers agres on Quickly put soluions in place to address Make sure efiort
CONSENSUS goals, measures & plan enthed probleme wiorked; adpust for
on problem, *  |dentfy all “*hotspots™ Rewview data to make sure soluions are working fall; make sure
root cause & * Inprep: knock on &l the I not, adpest & put improved solusions in place new plan is
=olufions nght doors, get support Keep improving the approach weskly Y, sustainzble
COUNTERMEASURES | Next Steps
WHO {lzad n bold) WHAT END DONE
Julie, SCG, County, CD | Gain consensus 1) on the problem & 2) on plan to move forwand 2515 \
Julie, Dan, Carolyn, Stew | Plan mulS-day workshop & kick-of event 20015
Stew, team, sponsors | Develdop plan (at workshop) for “stepped up” improvement efort 22715
Karen, zam Carry out plan, including weskly improvement cycke 6215
Team, Dan, Carolyn, SCG| Repont back on resubs, recommend mext sisps 6415

Watershed into compliance with state water quality standards for fecal coliform.

TARGET: Return Samish Bay Shellfish Growing Area to “Approved” status and bring freshwaters of the Samish Bay

FOLLOW-UP / CONTINUOQUS IMPROVEMENT
[Team needs todevelop 2 plan fo make sure their ideniiied solutions are really working, and adust accordingly i they are not. ]
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Problem-Solving Thinking

Samiih River Fecal Colilorm Conckntratidng
Stoam Events Orily
2010-2014 Water Years [Oct-%3ep]

Lniaiegae] " o ) P ™ ol sy oy e e ol s
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Problem-Solving Thinking

Samith River Focal Colifarm Concentrations
m}m“mi‘:“"'gﬂh Year-to-Year improvement:
Toe 20102011 = 509 improvement

2011-2012 = 0% improvement
2122013 = 25% improvement
20132014 = 0 % improvement

wikh l l {.I.I..
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State & Local Partnership?
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Case Study: Samish Shellfish

- Background

e Lining up the Dominoes
- The Shellfish Coordination Group (“the state family”)
- Partnership with Skagit County & the CD
- The Decision to Go For It

- The Workshop — Building a Plan

- The Work
- The First 90 Days
- The Second 90 Days
« The Next 90 Days

17



CONSERVATION
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Clean Samish Initiative

rest B rivo B

2011-2012:
 Fixed most of the problem
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Clean Samish Initiative

rest B rivo B

2014

« Hardest problems left
e Little or no progress
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TEST CRX
IMPROVE
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What we did \
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What we did « STREAMWALKS
« APPROACH

+ 1D HOTSPOTS . OUTREACH

+ MORE TESTING ) (L)

« NEW MAPS

TEST

* MORE FIXES

e FASTER FIXES

* BETTER FIXES

 WEEKLY
IMPROVEMENTS

* BUSTING
BUREAUCRACY
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Impacts at the County Level

Finding & fixing
bacterial sources:

- Best management
practices installed

 Problems identified
In streamwalks

- Septic fixes

Finding & fixing
bureaucratic obstacles:

« Progress on access
ISsues

- Beefed up approach
on septics

« Faster turnaround
on fixes (solar
fencing idea)

26



Impacts at the State Level

- Opportunities for collaboration — and tough
conversations — have improved our work

« Local teams welcome our involvement

- We can impact problems that initially
seems “beyond our control”

- Lean problem-solving works... even on
tough, complex problems with real conflicts

27



FROM 1O By using

- Lack of leader- - Unified
ship/coordination leadership

« Sponsorship

 Conflicts over fod ol  Problem-solving
goals & methods |’ AIEE gl thinking

- Lack of - - Not dancing
accountability Accountability around anything

- Lack of - Empowering the
« New tools .
resources front-line

» Less than best  Continuous - Experimentation
use of resources Improvement & learning loops
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