Proposal to the Watershed Leads for Puget Sound
April 2026

Intent of This Document
The following draft proposal is intended to solicit feedback from the Watershed Leads on the design of a novel pilot initiative, the Puget Sound Riparian Systems Lead (PSRL), a partnership of the WA. State Departments of Ecology, Conservation Commission, and Bonneville Environmental Foundation is considering funding. Funding for this pilot comes through a cooperative agreement with the U.S. Environmental Protection Agency that supports riparian protection and restoration in the Puget Sound Basin. Funding for this Pilot, if selected is approximately $2M. 

This draft proposal outlines the goals and objectives that the PSRL have established for the pilot should it be selected for funding. It describes two distinct phases that in some combination may provide the structure for meeting those objectives, the funding alternatives that are constructed around those phases, the funding and resource implications of those alternatives, and the scale of the opportunity that may be provided (i.e. number of participating LEs) if selected. The PSRL requests feedback on the relative priority of investing in the planning framework versus crew deployment as we determine which alternative will further the pilot objectives and make the case for long-term resources for ongoing site stewardship. The PSRL will incorporate this feedback into its decisions on whether and how to invest in this pilot and will communicate its intent by the end of June 2026. 

Feedback Requested from the Lead Entities
The following questions are provided to the Watershed Lead Coordinators for each Lead Entity in Puget Sound as an opportunity to provide feedback on our pilot investment design and decisions. 

Instructions:
· Each LE Coordinator that wishes for their watershed to provide input on the pilot will initiate their own internal process to solicit feedback from key partners and project sponsors within their Watershed. WE WILL NOT TAKE FEEDBACK FROM INDIVIDUAL SPONSORS. It must come through the LE Coordinator and represent or synthesize the perspectives of those partners that provide feedback. Conflicting viewpoints expressed will be difficult to incorporate so some form of consensus feedback is desired. 
· Responses are to be provided in the spaces provided below in THIS WORD DOCUMENT. 
· Detailed comments on the proposal elements may be provided using the COMMENT FEATURE. Again, conflicting comments will not be as useful as clear consensus. 
· LE Coordinators must email their responses using this Word Document, by the end of May 2026 for their feedback to be considered. Early is better!



PLEASE RESPOND TO THE FOLLOWING

1. What is your Lead Entity preferred Funding Alternative (A-D) and why? Are there additional considerations about this alternative that could improve your Lead Entity’s ability to participate effectively?
Respond Here








2. Provide feedback on any of the four Alternatives on how they may or may not be the most effective pilot design to achieve the long-term objectives stated below around achieving sustainable, predictable resources for ongoing stewardship and maintenance of existing restoration sites?

Alternative A: Maximize Phase 1 investment
Respond Here


Alternative B: Semi-Competitive process to allocate Phase 2 funds and WCC crew time based upon successful completion of phase 1
Respond Here


Alternative C: Full-Cycle Competitive Solicitation
Respond Here


Alternative D: WCC Crew Deployment Only
Respond Here





3. For each Funding Alternative please give some indication of your Lead Entity’s willingness to participate. If you have already identified a local sponsor to receive capacity funding that may be provided, please indicate this as well. This is not intended to be a commitment of any sort. 

Alternative A: Maximize Phase 1 investment
Respond Here


Alternative B: Semi-Competitive process to allocate Phase 2 funds and WCC crew time based upon successful completion of phase 1
Respond Here


Alternative C: Full-Cycle Competitive Solicitation
Respond Here


Alternative D: WCC Crew Deployment Only
Respond Here





4. Specifically for Phase 1 participation we would like to assess how much capacity funding would be warranted to fully resource that planning effort and produce a high quality inventory of sites and Riparian Stewardship Plan in your Lead Entity. Please provide a funding total or range that could be effective. Any other comments on resource needs for Phase 1 are welcome. 
Respond Here




End of feedback worksheet



Stewardship Support Pilot for Streamside Landowners
The following describes a draft proposal to the Watershed Leads (aka Lead Entities or LE) for Puget Sound that, if broadly supported, would initiate a pilot program intended to establish the foundation of a durable long-term funding and implementation strategy for the stewardship of streamside riparian areas. This pilot would be initially funded by the Puget Sound Riparian Systems Lead (PSRSL) cooperative agreement with the U.S. Environmental Protection Agency, with the goal of achieving financial support from the state and other sources. 

Problem Statement
State, federal, tribal, and local investments in riparian restoration and protection have occurred for decades and new funding (e.g. Climate Commitment Act) has emphasized the importance of these areas for achieving salmon recovery objectives, water quality standards, and tribal treaty rights obligations. Riparian plantings are a key element of many restoration projects and while initial site establishment and maintenance are generally funded to some degree by state and federal grant programs, there is a lack of adequate public financial support for sustained stewardship of these areas to achieve the long-term function necessary to meet our recovery goals. Private landowners are often faced with the long-term burden of managing these areas, without adequate support. This can lead to a disincentive to participate in voluntary restoration of riparian areas as invasive species management, herbivory, plant mortality, and other factors are challenging for landowners to manage and often financially burdensome. To achieve our salmon recovery goals that riparian restoration and protection support, we need to grow and steward these areas at scale and bring the financial resources to get crews on the landscape to do so. 

Pilot Objectives
The objectives of this pilot are to work collaboratively with the Salmon Recovery Lead Entities (LE) to establish a riparian stewardship framework that will be the basis for funding crews to implement priority stewardship actions in riparian areas that have been established by publicly funded sources. This pilot effort will be the basis for a program design that can attract long-term support and if successful, the pilot will inform decision packages put forward by Ecology through the biennial budgetary process. This framework may also be useful for attracting other funding sources such as those administered through the Recreation and Conservation Office. Specifically, this pilot will attempt to test the following concepts:

1. An inventory of riparian planting projects at the watershed scale can quantify and characterize the need for ongoing stewardship investments that are critical to salmon recovery goals and provide a compelling argument long-term investments by the state and other sources to implement priority maintenance and stewardship activities. 
2. An integrated watershed-scale stewardship plan developed by Lead Entities will bring increased focus, partner coordination, and efficiencies to riparian restoration efforts that are most important to salmon recovery priorities. Prioritized plans for resource allocation are attractive to funders. 
3. The current paradigm for funding stewardship and maintenance largely relies on local sponsors pursuing grants to fund crew capacity, be it private crews or WCC based. We want to explore if building implementation capacity through direct funding of Washington Conservation Corps crew capacity from Ecology to implement stewardship activities can achieve administrative and fiscal efficiencies, remove some of the crew sponsorship burdens typically born by a local organization, and build long-term, sustained, and predictable capacity to implement priority maintenance activities on for publicly funded riparian plantings. 

Pilot Phases
The following outlines two phases that represent the incremental steps the PSRSL may offer in some combination (see alternatives being considered below) for funding and technical support to develop a riparian stewardship plan, become eligible for crew capacity, and manage crew deployment coordination. 

Phase 1 – Establish a Riparian Stewardship Plan 
Phase 1 will use the LE network of partners to populate a database with an inventory of riparian planting sites that can quantify and briefly characterize the long-term stewardship and maintenance needs across each WRIA. These sites will then be organized and prioritized based upon Lead Entity based criteria that align with their individual salmon recovery plan objectives. The result will be an integrated watershed-scale Riparian Stewardship Plan across key local partners and project sponsors. This Plan will be the basis (under all but alternative 4 described below) for future crew and resource allocations through this Pilot process and future funding secured by state and other sources to support the long-term stewardship needs of riparian areas. 

Task 1 – Riparian Planting Inventory
· Site eligibility – This is intended to cast a broad net of the potential sites that could be prioritized for long-term stewardship and maintenance support. Eligibility in this phase to be determined by the LE based upon local priorities. Existing plantings can be the result of or associated with any publicly funded restoration project or action. These can also include at this phase CREP plantings (active lease or expired), current or near-term planting projects being actively worked on, and mitigation sites. Site eligibility for phase 2 funding will be determined by Ecology in coordination with LE partners enrolled in Phase 1. 
· Required Deliverables – 
· Inventory of planting sites with site characteristics described in attachment 1 tabulated in Ecology managed database. 
· Memo describing process used, partners engaged in, and quality control measures applied to develop the Inventory. 
Task 2 – Watershed-scale Riparian Stewardship Plan
· Deliverables Required -
· Stewardship Plan following template to be developed in collaboration with LEs participating in Phase 1 and PSRSL partners. The stewardship plan will organize the inventory of sites across the watershed with an overlay of important streams and watersheds as identified in the local Salmon Recovery Chapter. The plan will describe the process and criteria by which the LE will prioritize and sequence future project portfolio development when crew time is made available. 

Phase 2 – Stewardship Portfolio Development and Crew Deployment
Phase 2 will entail the development of a detailed portfolio of riparian sites with the attributes and information described in Attachment 2. Final required attributes will be established in coordination with LEs participating in Phases 1 and 2. Portfolio development will come with the offer of specific crew capacity and will need to at a minimum match the timing of WCC crew availability offered during this pilot. Applicants will be encouraged to create a longer-term portfolio at some level of detail to be prepared for additional resources as they become available. 

Task 1 – Two–Ten-year portfolio of priority projects to be eligible for WCC crew capacity
· Deliverables Required:
· Summary Memo outlining process used
· Portfolio of sites with data as outlined in Attachment 2

Resources Provided:  
· Requests for local capacity funding for portfolio development will be considered depending on which alternative is selected. 
· WCC Individual Placement staff – May support coordination among local partners and crew leaders to align capacity with individual site treatment needs. 
· Technical support from Ecology may include site visit participation, drone surveys, and cultural resources review. 

Task 2 – Crew Allocation and Management
Depending on which funding alternative is selected, crew availability will be determined for each LE to meet the as many of the needs established in the site portfolio developed under Task 1 as allowed. Local Sponsors will need to support crew logistics and site deployment with assistance from Ecology and WCC Crew Leaders. 
· Deliverables Required:
· Summary of site-level outcomes/metrics

Resources Provided:
· Technical assistance and logistical support from Ecology to get crews where they need to be, however typical sponsor responsibilities to manage crews on-site will remain. 
· Will consider additional funding for a local coordinator to support crew placement and deployment if this is preferred over Ecology technical support or in combination. 
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Figure 1: Conceptual model illustrating the multiple phases proposed under the WCC Stewardship Pilot. 

Funding Alternatives Under Consideration
Total funding available across both phases for any of the 4 alternatives described is $2M. The grants issued under any of the following alternatives may be offered to any sponsor within the LE structure but must be:
· Endorsed specifically by the LE 
· Able to receive grant funds (e.g. no private entities can apply but could be used through subcontracting)
· Demonstrate the capacity to coordinate LE networks, convene partners, meet primary milestones, and produce defined deliverables. 
· Grant application and reporting will be streamlined to the greatest extent practicable. 
· For Phase 1 funding we will consider joint applications across multiple LEs to consolidate efforts provided the approach results in a Stewardship Plan for each WRIA.
· For multi-phased alternatives only one sponsor within the LE will be contracted with to support any of the capacity and planning needs. We will not be able to issue multiple awards. 

Alternative A: Maximize Phase 1 investment
Alternative A would establish a streamlined grant round to provide capacity funding to the LEs to participate in Phase 1 only. The entire $2M would be made available to the LEs that can meet the criteria for selection described above. A maximum award would be set at the time of application that would ensure every LE could participate if they meet our criteria. If post application, there is remaining funding, this may be offered as additional resources to the participating LEs that demonstrate a need. 

Max Award Offered: $142,850.00
Approximate Timeline:
· Grant opening in August 2026
· Grant closing September 2029

Considerations:
· Can offer a base level of funding to most LEs that wish to participate
· More likely to provide the ability to quantify and characterize the stewardship needs at a regional scale
· Doesn’t test out crew deployment elements of the pilot. 
· Doesn’t lead to short-term on-the-ground results

Alternative B: Semi-Competitive process to allocate Phase 2 funds and WCC crew time based upon successful completion of phase 1
Alternative B would invest a baseline amount of Phase 1 funding (how much to offer to be informed by the feedback received to this proposal) less than described in Alternative A. The amount offered for phase 1 would be scaled to meet the interest expressed by LEs in participating, with the goal of getting some planning capacity funding to most that pursue it so long as they meet our basic criteria described above. 

Under this alternative Ecology would hold in reserve enough funding for up to 3 full WCC crew year equivalents and some Phase 2 local capacity needs to coordinate portfolio development and crew deployment (approximately $400K/Crew Year) across a select number of LEs. The Phase 2 funding would be made available through a streamlined competitive process amongst the Phase 1 participants. Criteria would favor readiness to proceed, and the quality of the Riparian Stewardship Plan developed under Phase 1, the degree of local partner coordination, the plan and capacity to complete additional due diligence (see attachment 2) related activities in a timely manner to assure crew access to sites, and ability to meet WCC crew sponsorship requirements for the timeframe identified to implement the stewardship activities.

Max Award Offered Phase 1: 
· TBD based upon feedback from LEs requested here. 
· Range between $55K and $85K depending on how many WCC Crews we hold $ for. 

Approximate Timeline:
· Grant opening in August 2026
· Competition to participate in Phase 2 approximately December 2027
· Crew deployment October 2028-September 2029
· Grant closing September 2029

Considerations: 
· Makes some $ available more broadly for Phase 1 across most LEs that wish to participate and may be able to adequately quantify and communicate the regional need for these resources. 
· May not adequately fund all LEs for Phase 1
· Does provide learning opportunities from Phase 2 process in select areas
· Selection of areas for Phase 2 Crew Capacity may favor existing well resourced LEs that can meet the aggressive milestones necessary to be competitive for this resource. 

Alternative C: Full Cycle Competitive Solicitation 
Alternative C would establish a rigorous competitive grant solicitation for LEs to apply for both Phase 1 and Phase 2 funding. This would result in a select number of watersheds participating with more adequate resources to meet the local capacity needs to produce the Phase 1 Stewardship Plan, with an assurance of WCC Crew time to be available under the final year of the award. 

Max Award: Between 3 and 4 watersheds would be selected. Up to $200K allowed for Phase 1, with remaining funds allocated to WCC Crew Deployment. 

Approximate Timeline:
· Grant opening in August 2026
· Crew deployment October 2028-September 2029
· Grant closing September 2029

Considerations:
· Selection process would weigh heavily the readiness to proceed with established partner networks in place to successfully produce a high-quality Riparian Stewardship Plan in a timely manner. 
· The most competitive applicants will demonstrate an existing framework that can readily establish the Inventory of eligible sites under Phase 1. 
· Competitive LEs will endorse a local sponsor that has the experience, capacity, and readiness to support Portfolio development and Crew Deployment for Phase 2. 
· Provides more assurance to LE partners and project sponsors that Crew Time will be available at the end of planning. 
· May demonstrate how to most effectively resource the full-cycle of local capacity needs to develop and implement Watershed-based stewardship plans that can be replicated with additional resources regionally or state-wide. 
· May not build, in the short term, as much of an ability to communicate and characterize the regional stewardship needs and advocate for additional resources. 

Alternative D: WCC Crew Deployment Only
Alternative D would only fund WCC Crew Deployment Phase 2. Selection of participants in Phase 2 would be through a competitive process and only fund work in a select number of watersheds. Criteria for awards would prioritize LEs with an existing Riparian Stewardship Framework.  Selection of participants would favor those LEs with sites largely identified and a demonstration that site access and due diligence (see table 2) related information is available to successfully coordinate crew deployment across multiple sponsors. Some funding to support the local capacity needs to manage crew deployment would be made available in addition to the WCC Crew resources. 

Max Award: TBD approximately 4-5 watersheds selected

Approximate Timeline:
· Grant opening in August 2026
· Early Crew Deployment for ready to go areas as early as October 2027
· Final Phase 2 Portfolio completed by December 2027
· Final Crew deployment October 2028-September 2029
· Grant closing September 2029

Considerations:
· Fewer LEs are likely to be able to participate
· Doesn’t provide the ability to quantify and characterize the long-term stewardship needs regionally
· Will not demonstrate a long-term planning framework off of which to build the case for future funding. 
· Will test if we can achieve efficiencies through more direct funding of WCC Crews through Ecology and local coordination. 
· Will test if LEs can coordinate local sponsors to focus on salmon recovery priorities with WCC Crew capacity under the current planning framework. 
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Attachment 1: Phase 1 Draft Inventory Minimum Data Requirements. These will be refined in collaboration with Lead Entity partners engaged in phase 1 process. 

	Category
	Subcategory
	Data Name
	Short description
	Desktop or Site Visit 
	Phase I Required?
(yes, option)
	Notes/Comments on Feasibility/level of Effort

	Site Characteristics
	Eligibility Category
	Eligibility Category
	Select from list of how this meets criteria
	Desktop
	Yes
	Can also consider broader eligibility pool (e.g. active CREP sites) than what we may or may not support with this WCC effort

	Site Characteristics
	Eligibility Category
	Property Ownership
	Select from list of property ownership types
	Desktop
	Yes
	Private, Public, Tribal etc.

	Site Characteristics
	Location
	Address
	Property Address
	Desktop
	Yes
	

	Site Characteristics
	Location
	Parcel #s
	Relevant parcel numbers
	Desktop
	Yes
	

	Site Characteristics
	Location
	Restoration footprint
	GIS Polygons of management areas
	Desktop
	Yes
	

	Site Characteristics
	Location
	Stream/River code
	Identifiable river code from NHD or other source
	Desktop
	Yes
	

	Site Characteristics
	Restored Area Attributes
	Linear stream length within restored area
	Distance of total stream lengths within restored area
	Desktop
	Yes
	

	Site Characteristics
	Restored Area Attributes
	Restored Acreage
	Area of restored riparian acreage
	Desktop
	Yes
	

	Site Characteristics
	Restored Area Attributes
	Minimum riparian width
	Minimum distance from stream edge to outer edge of restored area 
	Desktop
	Yes
	

	Site Characteristics
	Restored Area Attributes
	Maximum riparian width
	Maximum distance from stream edge to outer edge of restored area
	Desktop
	Yes
	

	Site Characteristics
	Restored Area Attributes
	Average riparian width
	Approximate average riparian average width
	Desktop
	Yes
	

	Site Characteristics
	Restored Area Attributes
	Year of initial planting
	Year when first restored through voluntary landowner action
	Desktop
	Yes
	

	Site Characteristics
	Restored Area Attributes
	Riparian Composition
	General description of species composition and age
	Desktop or site visit
	Yes
	

	Site Characteristics
	Restored Area Attributes
	Previous maintenance treatments performed
	Description of other efforts to maintain the site and whether they are ongoing
	Desktop
	Option
	

	Site Characteristics
	Restored Area Attributes
	Ongoing Stewardship Challenges
	Brief description of needs related to site establishment, herbivory, watering, invasive species
	Desktop or site visit
	Option
	Could be a drop down menu to just briefly categorize it with an additional area for descriptive notes

	Site Characteristics
	Restored Area Attributes
	Site adjacency
	Description of nearby restoration activities on other sites
	Desktop or site visit
	Option
	

	Site Characteristics
	Restored Area Attributes
	Invasives Work
	Ongoing coordination with any invasive species eradication described
	Desktop
	Option
	




Attachment 2 – Phase 2 DRAFT Minimum Data Requirements. To be refined in collaboration with Phase 1 and Phase 2 Lead Entity Partners to meet Portfolio Development and Crew Deployment needs. 
	Category
	Subcategory
	Data Name
	Short description
	Desktop or Site Visit 
	Phase 2 Required?
(yes, option)
	Notes/Comments on Feasibility/level of Effort

	Site logistics
	Due Diligence
	Primary sponsor
	Lead project sponsor with current landowner relationship
	Desktop
	Yes
	

	Site logistics
	Due Diligence
	Access Agreements
	Landowner agreements or easements that assure access for given field season
	Desktop
	Yes
	

	Site logistics
	Due Diligence
	Site specific maintenance plans
	Already exist? Document location. Or need to create?
	Desktop
	Yes
	

	Site logistics
	Due Diligence
	Permits
	Permits in place for any work that would be performed?
	Desktop
	Yes
	

	Site logistics
	Due Diligence
	Cultural Resources
	Verify current and document location
	Desktop
	Yes
	

	Stewardship Activities proposed
	Invasive Species
	Invasive Species
	Description and quantification of at least 2 year needs. 
	Desktop and/or  Site Visit
	Yes
	Needs to be investigated at a level of detail that is serviceable for estimating crew needs and timing

	Stewardship Activities proposed
	Invasive Species
	Invasive species capacity needs
	Estimate of crew hours
	Desktop
	Yes
	

	Stewardship Activities proposed
	Invasive Species
	Invasive Species Seasonality 
	Months or season the work can be performed
	Desktop
	Yes
	

	Stewardship Activities proposed
	Site Establishment
	Site Establishment
	Description and quantification of whether and nature of site establishment needs (watering, herbivory etc.)
	Desktop and/or Site Visit
	Yes
	Needs to be investigated at a level of detail that is serviceable for estimating crew needs and timing

	Stewardship Activities proposed
	Site Establishment
	Site Establishment capacity needs
	Estimate of Crew hours
	Desktop
	Yes
	

	Stewardship Activities proposed
	Site Establishment
	Site Establishment Seasonality
	Months or season work can be performed in
	Desktop
	Yes
	

	Stewardship Activities proposed
	Vegetation Maintenance
	Vegetation Maintenance
	Description and quantification of vegetation maintenance needs (e.g. thinning, underplanting, replanting). 
	Desktop and/or Site Visit
	Yes
	Needs to be investigated at a level of detail that is serviceable for estimating crew needs and timing

	Stewardship Activities proposed
	Vegetation Maintenance
	Vegetation Maintenance capacity needs
	Estimate of Crew Hours
	Desktop
	Yes
	

	Stewardship Activities proposed
	Vegetation Maintenance
	Vegetation Maintenance Seasonality
	Months or season work can be performed in
	Desktop
	Yes
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