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Cowichan Water Use Plan

Public Advisory Group Meeting 1
November 22nd, 2017

A community planning initiative in partnership with:



Welcome

Partner Organizations
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Welcome
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Go Around
• Name

• Affiliation (if any?)

• Favourite use of water…



Compass Team



Meeting Objectives
• To familiarize PAG members with water use planning
• To provide an overview of the systems (hydrology, water 

control facilities, operations, aquatic ecosystem)
• To review and discuss a draft terms of reference
• To discuss and highlight water use interests / issues for 

the WUP and begin to develop some preliminary planning 
objectives 
• To discuss some preliminary alternatives to be modeled
• To discuss and confirm any needed technical sub-groups
• To agree to a work plan for the coming months
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Draft Agenda
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About Today
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Proposed Ground Rules 
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• Come prepared

• Strive for Inclusion and Respect

• Challenge ideas, not people

• Speak in Terms of Interests, Not Positions

• Seek Common Ground

• Provide Rationale for Your Opinions

• Stay Focused

• Be Open-Minded, Participatory, and Concise



Why another planning process?
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• The current Cowichan water management system and weir – built in 
the 1950s – no longer has the capability to reliably provide enough 
water (for fish) down the Cowichan River during dryer summers & falls



Cowichan Water Management
Avg Spring/Summer Cowichan 
Lake Inflow is decreasing 

Decreased Water Security

# of days river flow below 7 m3/s has 
doubled between 1960s/70s and 2000/2010s

• Climate change has resulted in a third less water coming into Cowichan Lake since 
the 1960s. 8 out of the last 15 years have been drought summers (including three 
of the last four). 

• This drying trend is only expected to worsen in coming years with a much smaller 
snowpack (decrease of 85%) and longer warmer drier summers (17% less rain) by 
the 2050s.



11• Etc.



Cowichan Water Use Plan
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The CVRD, Cowichan Tribes, the Cowichan Watershed Board, 
and Catalyst Paper partnered together to initiate a community 
planning process that will seek agreement on a long-term 
solution to better ensure water resources are sustainable and 
available to meet the region’s future water use requirements. 
The community planning is to be carried out in accordance with the 
Province’s Water Use Plan Program.

The costs for the community planning process have been made through a grant from 
the Canada and BC Clean Water and Wastewater Program with additional funding 
provided by Catalyst Paper.



Water Use Planning in BC
Overview
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Water Use Planning in BC
Background

1998 BC Provincial Guidelines
• Outlined a new approach to enhance 

water management at water control 
facilities in BC

• A WUP is a technical document that 
defines the detailed operating parameters 
to be used on a day to day basis

• Meant to clarify how non-indigenous
rights to provincial water resources 
should be exercised, with consideration to 
its multiple uses

• Over the past 20 years, about 25 community planning WUPs have 
been done in collaboration with First Nations, government 
agencies, community groups and residents
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Water Use Planning in BC
Background

• Recognizes existing legal and 
constitutionally protected aboriginal 
rights and titles 

• WUPs are not comprehensive 
watershed management plans, but 
rather focus on changes to how 
water is managed and released 
through control structures

• WUPs follow a 13-step process, 
which are adapted to the context in 
each community and watershed

• WUPs seeks input from the full 
range of water use interests
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Water Use Planning in BC
Background

WUP Principles
• Structured decision process, not a 

negotiation
• Consensus-based (agreement is not 

mandatory)
• Collaborative, cooperative, inclusive
• Multiple objectives; trade-offs will be 

necessary
• Commitment to using the best available 

information (i.e., science and traditional 
knowledge)



Cowichan WUP Planning Process
Overview
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Cowichan WUP Process
Snapshot Overview 
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Purpose
To explore and determine the best solution to meet the region’s long 
term water use requirements for Cowichan Lake’s water mgt system  

Schedule
• 4 Public Advisory Group meetings
• ~ 1 day meeting every 6 weeks
• Completion by Spring 2018

Public Advisory Group
To identify and assess different water use alternatives and collaboratively 
develop recommendations for consideration by the Partner Organizations

Planning Framework
Structured Decision Making (consistent with Provincial WUP Guidelines)
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• The scope of options to be explored is constrained by those issues 
that can be addressed under the Water Sustainability Act, i.e., 
• Minimum flow requirements to the Cowichan River, 
• Rule Curve and water levels for Cowichan Lake,
• Water storage capacity of Cowichan Lake (e.g., weir modifications, 

permanent pump station, etc.)
As well there may be opportunities to consider potential new physical 
works in lieu of flow changes, if they are more effective (e.g., costs)

• Datagaps will be addressed through a reliance of past studies, 
expert judgement, and future recommended monitoring 

Scope of the Planning:
• The planning boundary will encompass the 

Cowichan watershed, but the primary focus will 
be on water use related to potential changes in 
lake levels on Cowichan Lake and potential 
changes in flows down the Cowichan River. 

Cowichan WUP Process
Snapshot Overview 



Cowichan WUP Process
Snapshot Overview 
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Process for developing the Cowichan WUP
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Provides input and 
feedback at strategic 
points in the planning

Provides feedback 
specific to First 

Nations interests

Provides overarching 
process and 

regulatory direction

Works through the 
planning steps (as outlined 

in Process Guidelines)

May be established to provide technical 
support to the PAG, as requested



Cowichan WUP Planning Framework
Structured Decision Making (SDM)
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What is SDM?
An organized framework for helping people, especially 
groups, identify creative options and make informed, 

defensible and transparent choices
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SDM is…
Based in the decision sciences
• A set of core steps
• A set of structuring tools 

Adapted for the real world
• Practical, scalable and iterative
• Helps avoid “decision traps”

Recognized best practices
• Analysis and deliberation
• Facts and values
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Steps of SDM

“A 
formalization 
of common 
sense for 
decision 
problems 
which are too 
complex for 
informal use of 
common 
sense”
Ralph Keeney 

26



SDM Structuring Tools
Objectives hierarchies
Means-ends diagrams

Influence diagrams
Decision trees

Strategy tables and portfolio builders
Consequence tables

Uncertainty presentations 
Value of information estimates

Structured expert judgment elicitations
Risk profiles and risk tolerance

Multi-attribute trade-off analysis (MATA)
Adaptive management
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Proven Track Record

Used in on-ground 
planning and resource 
management with First 
Nations, stakeholders, 
technical working groups, 
inter-agency 
management teams, 
government negotiating 
teams….

• Water use plans
• Environmental assessments
• Socio-cultural impact evaluations
• Cumulative effects assessments
• Land use plans
• Species recovery plans 
• Infrastructure investments
• Demand side management
• Water policy development 
• Groundwater management plans
• Community energy plans
• Fish and wildlife harvest policy
• Climate change and adaptation plans
• Drinking water supply
• Forest management
• Pest infestations & invasive species
• Park plans
• Wildfire risk management
• Biosecurity risk management
• Coastal flood risk management
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A simple example…
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Kim’s truck

• Kim’s thinking of buying a truck as part of her job
• She needs it primarily for hauling workshop materials 

around over the next five years, but also has to use it to 
ferry visitors…
• No strict budget, but has to demonstrate diligence and 

value
30



Kim’s truck

• She starts by making a long list of all the issues she 
could consider important when choosing…
• Cost, payload, condition, mileage, cupholders, cd 

player, sunroof, tire condition, # passengers, 
comfort, looks, etc etc
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Kim’s truck
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• She trims them to the ones that really matter to her 
and her employers, and develops objectives and 
performance measures



Kim’s truck
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Objective Sub Objective Performance
Measure

Preferred
Direction

Cost Purchase Price $ less

Fuel Economy L / 100 km less

Durability Mileage kilometres less

Functionality Bed Size feet more

Payload pounds more

Passengers # more



Kim’s truck
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• Then she’s off shopping



Kim’s truck
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• She picks a few 
likely trucks and 
does some 
homework on six of 
them:



Kim’s truck
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• Go to interactive consequence table…



Kim’s truck key points
• Agree first on decision scope, structure

• Agree on objectives and measures

• Collaboratively develop alternatives

• Filling the matrix is a technical task (“best avail” info)

• Selecting a preferred alternative is a value judgement, 
based on the information in the matrix

• The process doesn’t produce a “right” choice, it produces a 
defensible, transparent and (probably) broadly supported 
choice

• It helps groups work together on complex problems and 
communicate the rationale for the choice 37



Cowichan WUP Process
Illustrative Consequence
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Objective Performance Measure Units Dir Alt 1 Alt 2 Alt 3 Alt 4 Alt 5
Environment - River

Fish Habitat PM 1 m2 H 0 0 0 0 0

Fish Habitat PM 2 m2 H 0 0 0 0 0

Fish Passage PM 3 % H 0 0 0 0 0
Environment - Lake

Fish Habitat PM m2 H 0 0 0 0 0

Littoral Prod PM Index H 0 0 0 0 0

Tributary Access PM % H 0% 0% 0% 0% 0%
Social - Lake

Lakefront Beach Area PM # H 0 0 0 0 0

Shoreline Structures PM # H 0 0 0 0 0

Cultural PM # H 0 0 0 0 0
Social - River

Municipal Water Supply PM ML H 0 0 0 0 0

Recreation PM WtDays H 0 0 0 0 0

Cultural PM AccessDays H 0 0 0 0 0
Economic 

Capital & Operating Costs PM $ L 0 0 0 0 0

Local Econ Dev PM $ L 0 0 0 0 0
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Purpose
To outline the terms, conditions, and expectations for members 
involved in the planning process.

In general, these TORs are rarely referred to during the course of a 
process when things are progressing well.

The goal is to finalize the TOR after this meeting. 

Cowichan WUP
DRAFT Terms of Reference
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PAG – Core Tasks
• Identify and assess possible water use impacts
• Agree to a set of objectives that will guide the WUP planning 

process
• Develop water use alternatives
• Help develop and refine performance measures (and associated 

models) needed to estimate the consequences of different 
alternatives

• Participate in values based discussions (e.g., trade-off exercises) 
towards the selection of a preferred water use alternative

• Provide recommendations on potential future research and 
monitoring if changes are recommended for a WUP

• Recommend a WUP review period

Cowichan WUP
DRAFT Terms of Reference



Cowichan WUP
DRAFT Terms of Reference
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2.3 Structure and Membership
PAG members have been invited to participate based on: 
• Their constituency, agency, organization or group being considered a key 

interest group by the Cowichan WUP Steering Committee;

• Their ability to represent their constituency, agency, organization or group;

• Their knowledge and experience on these systems;

• Their commitment to participate in an open, inclusive and engaged manner 
with the goal of working collaboratively toward mutually acceptable 
solutions;

• Their commitment to attend all PAG meetings, and read all pre-meeting 
materials, understanding that the process is likely to involve approximately 
about four full day meetings over the course of about 8 months; and

• Acceptance of the organizational structure of the PAG. 



Cowichan WUP
DRAFT Terms of Reference
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Cowichan WUP
DRAFT Terms of Reference
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2.4 Alternate Members
Continuity is important. It is expected that PAG members will attend all 
meetings. In the event that a designated PAG member is unable to attend 
a meeting, it is their responsibility to arrange for an alternate to attend 
on their behalf. Members are responsible for ensuring that their alternate 
is familiar with these Terms of Reference and is fully up-to-date on the 
issues being discussed. Designation of an alternate must be 
communicated to the Facilitator at least one week in advance of the 
meeting in question. 

2.5 New Members
Following adoption of these Terms of Reference, only under rare 
conditions will any individual or organization be considered to apply for 
membership on the PAG.  New members may however, be considered 
through written requests to the Facilitator to be discussed by the PAG at 
their next meeting. 



Cowichan WUP
DRAFT Terms of Reference

45

2.7 Observers and Guests
Observers may attend meetings but may not participate in PAG (and TSG) 
discussions unless called upon. If an Observer wishes to attend an 
upcoming meeting, they must inform the Facilitator in advance and 
permission may be dependent on meeting room logistics. 

Guests may be invited to attend meetings to provide technical 
presentations or respond to questions on a subject relevant to the PAG. 
Any invitation to a guest must be coordinated through the Facilitator in 
advance of the meeting. 



Cowichan WUP
DRAFT Terms of Reference
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4.1 Member Responsibility
a) attending each meeting of the PAG and any meetings of subcommittees or 
working groups to which they belong, or assigning an Alternate to do so. 
Members of the PAG who are absent, or do not assign an alternate, for two 
meetings may be moved to observer status;

b) providing comments in advance or appropriate information to the Facilitator in 
the event of an expected absence;

c) preparing for each meeting by reading meeting minutes, studies, 
subcommittee reports and other material distributed as part of this consultative 
process. Every effort will be made to distribute pre-reading materials at least 
seven days prior to PAG meetings;

d) regularly updating members of their constituency, agency, organization or 
group regarding the deliberations, progress and decisions of the PAG;

e) being accountable to other PAG members and the general public; and

f) abiding by the code of conduct during the process (as outlined below).



Cowichan WUP
DRAFT Terms of Reference
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5.1 Consensus
Consensus is a goal, but not a requirement of the WUP process. The 
Provincial Water Use Guidelines define consensus as a decision that 
participants can accept, without having to agree on all the details of the 
recommendations put forward. Meeting documentation will identify 
areas of agreement, areas of discord, and underlying trade-offs between 
alternative water uses.



Cowichan WUP
DRAFT Terms of Reference
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6.0 PAG Support
• Consulting Team – Process and Facilitation

• Steering Committee

• Technical Sub-Groups

• Feedback from the general public



Cowichan WUP
DRAFT Terms of Reference
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7.0 Public Communication
The public planning process is intended to be an open, transparent 
process. 

The consulting team will manage external communications about the PAG 
process with the public. They will prepare materials and updates and 
manage the dissemination of materials for public consumption as 
appropriate. Final summary meeting notes will be posted on the 
Cowichan WUP public website. 

No member should speak to the media on behalf of the PAG. All media 
requests will be directed to Compass who will in turn address them and 
report back to the PAG.



Cowichan WUP
DRAFT Terms of Reference
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9.0 Confidentiality
Unless otherwise indicated, all material provided directly to PAG 
members should be considered confidential and draft until they have 
been discussed in person at the next meeting. Any requests to distribute 
materials beyond the PAG will be made on a case by case basis by the 
Facilitator until such time as they are discussed by the full PAG. This will 
ensure open and frank discussions and sharing of information. 



Cowichan WUP
DRAFT Terms of Reference
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Any additional questions?



Cowichan WUP
System Overview
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Cowichan WUP
Scope of the WUP Alternatives
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Cowichan WUP
WUP Alternatives
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An important early step is to clarify the range and boundary of the 
water use alternatives that will be considered. 

Defining a range of reference (or bookend) alternatives can be very 
helpful to:

• Identify and screen potential water use interests
• Develop and test preliminary performance measures
• Facilitate early discussions on the significance and acceptability 

of different consequences
• Gain insight into building better alternatives



Cowichan WUP
Bookend Alternatives
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The consulting team is proposing the following bookend 
alternatives as a starting point, as follows:

Alt 1 - Status Quo (No Pumps) - this would be current rule curve and 
infrastructure (but assuming that Catalyst does not receive their interim license 
and therefore we assume no pumps)

Alt 2 - Status Quo (with Pumps) - same as above only that we assume Catalyst 
is granted their interim license and can pump up to 5cms when needed

Alt 3 - Increased Weir Ht +~1.0m - This would use the existing rule curve and 
maintain the target flow of 7cms

Alt 4 - Permanent Pump House - assume negative storage using the existing 
rule curve (i.e. using min flow of 7cms). This should give us the biggest 
drawdown to bookend and scope out effects - about 1m below historical levels



Cowichan WUP
Overview of Aquatic & Riparian Ecosystems
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Cowichan WUP
Key Issues and Interests

57



Cowichan WUP
Issues and Interests
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One of the first tasks of the 
PAG will be confirming the 
issues and interests to be 
included within the WUP 
planning process. 

Preliminary issues will be 
screened according to their 
relationship to potential 
changes in water 
management 



Cowichan WUP
Issues and Interests
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Cowichan WUP
Issues and Interests
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The following list serves as a starting point in this step of the 
process and is based on –

• Preliminary interviews with some of you

• Feedback from Oct 23, 2017 Public Meeting in Youbou

• Past knowledge of issues



Cowichan WUP
Issues and Interests

Potential Categories

Culture and Heritage

• Traditional activities and practices

• Archaeological sites?

Environment

• Aquatic ecosystem 

• Riparian ecosystem

Flooding (and Inundation)

• Safety issues / property damage

• Loss of land use

Industry and Commercial

• Catalyst Paper – water intake

• Agriculture – drainage, GW wells

• Fish hatcheries – GW wells

Lakefront properties

• Loss of summer beach areas

• Erosion of lakefront properties

• Lakefront structures / 

infrastructure (docks, wharves)

Municipal

• Drinking water supply 

• Waste water (sewage dilution) 

Recreation & Tourism

• Aesthetics

• Water based recreation

• Boating / navigation

Water Management

• Capital and operating costs



Cowichan WUP
Issues and Interests

Environment – Aquatic and Riparian Ecosystems



Cowichan WUP
Issues and Interests

Brainstorming Exercise:
15mins Individually list all the interests and issues (concerns) you 

think may be affected (+/-) across the range of bookend 
alternatives
Relate these interests/issues to specific flow or water level values that 
you are aware of and/or the time of the year that they are important

30mins Break into small groups to share your issues / interests and 
discuss the significance of these potential impacts in 
relation to changes in lake levels or river flows 

30mins Plenary discussion and summary of the issues/interests



Cowichan WUP
Issues and Interests



Cowichan WUP
Issues and Interests

Potential Categories

Culture and Heritage

• Traditional activities and practices

• Archaeological sites?

Environment

• Aquatic ecosystem 

• Riparian ecosystem

Flooding (and Inundation)

• Safety issues / property damage

• Loss of land use

Industry and Commercial

• Catalyst Paper – water intake

• Agriculture – drainage, GW wells

• Fish hatcheries – GW wells

Lakefront properties

• Loss of summer beach areas

• Erosion of lakefront properties

• Lakefront structures / 

infrastructure (docks, wharves)

Municipal

• Drinking water supply 

• Waste water (sewage dilution) 

Recreation & Tourism

• Aesthetics

• Water based recreation

• Boating / navigation

Water Management

• Capital and operating costs



Cowichan WUP
Issues and Interests
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Next Steps…
Scoping issues further and 
framing into preliminary 
objectives

For example…



Framing Preliminary Objectives 

Preliminary Interests
• Angling 

opportunities
• Swimming
• Lake aesthetics
• Boating and 

navigation issues
• Canoeing
• Hiking

Preliminary Objectives

Maintain and enhance 
quality water based 
recreation opportunities 
• Maximize inner tubing and 

canoeing/kayaking 
opportunities down 
Cowichan River

• Minimize navigation issues 
in Cowichan Lake for 
motorized boating 

• Maximize access to beach 
and swimming areas

Iteration 
and 

evaluation
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Illustrative Objectives Hierarchy
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Developing a Consequence Table
Objective Performance Measure Units Dir Alt 1 Alt 2 Alt 3 Alt 4 Alt 5

Environment - River
Fish Habitat PM 1 m2 H 0 0 0 0 0

Fish Habitat PM 2 m2 H 0 0 0 0 0

Fish Passage PM 3 % H 0 0 0 0 0
Environment - Lake

Fish Habitat PM m2 H 0 0 0 0 0

Littoral Prod PM Index H 0 0 0 0 0

Tributary Access PM % H 0% 0% 0% 0% 0%
Social - Lake

Lakefront Beach Area PM # H 0 0 0 0 0

Shoreline Structures PM # H 0 0 0 0 0

Cultural PM # H 0 0 0 0 0
Social - River

Municipal Water Supply PM ML H 0 0 0 0 0

Recreation PM WtDays H 0 0 0 0 0

Cultural PM AccessDays H 0 0 0 0 0
Economic 

Capital & Operating Costs PM $ L 0 0 0 0 0

Local Econ Dev PM $ L 0 0 0 0 0



Next Steps
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Core Tasks & Homework
Planning Documents
• Draft Process Guidelines – send any additional comments by Fri Nov 24

• Draft PAG TOR – send any additional comments by Friday Nov 24

Preliminary Issues 
• PAG members to send any additional suggestions for additional water 

use interests / issues for consideration for the WUP by Friday Nov 31

Preliminary Objectives and Performance Measures
• Goal is to have a preliminary set of objectives and a working set of PMs 

by PAG Mtg 2

• Is there a need to establish a Technical Sub-Group to better scope out 

issues and agree to some interim PMs? 
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Technical Sub-Groups?
Issue / Interest Areas
• Socio-economic
• Lakefront areas
• ? 
General Responsibilities
• To help identify and scope water use issues
• To help develop objectives
• To develop performance measures to estimate the consequences of 

different water use alternatives
• To offer input into the development of alternatives
• To describe datagaps and uncertainties
Membership?
First Meeting?

72



Tentative Schedule
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TASK SCHEDULE
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Week starting…

TASKS
2 Public Engagement and Communications 
2.1 Public Information Meeting #1
2.2 Project Websites - PAG and General Public
2.3 Public on-line survey
2.4 Public Information Meeting #2
3 Public Advisory Group (PAG) Process
3.1 PAG Meeting 1 1
3.2 PAG Meeting 2 2
3.3 PAG Meeting 3 3
3.4 PAG Meeting 4 4
4 Technical Sub-Groups
4.1 Socio-Econ TSG Meeting 1 1
4.2 Socio-Econ TSG Meeting 2 2
4.3 Socio-Econ TSG Meeting 3 (telecon) 3
4.4 Fish & Riparian TSG Meeting 1 1
4.5 Fish & Riparian TSG Meeting 2 (telecon) 2
4.6 Fish & Riparian TSG Meeting 3 3
4.7 Fish & Riparian TSG Meeting 4 4
4.8 Other TSG Meeting 1 ?



Upcoming Meetings
PAG Meetings
• PAG Meeting 2 – Week of Jan 22 or 29
• PAG Meeting 3 – Week of March 12
• PAG Meeting 4 – Week of April 30 or May 7

Aquatic & Riparian Technical SubGroup (ARTSG)
• ARTSG Meeting 2 – December 5, 2017
• ARTSG Meeting 3 – January 16, 2017
• ARTSG Meeting 4 – TBD

Other TSGs? 
74



Next Steps
• Draft Meeting notes
• Communication in between meetings 
• Access to presentation materials and other reference materials 
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Next Steps
Also regular updates to 
the public Cowichan WUP 
website at:

https://cowichanwup.ca/
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https://cowichanwup.ca/


Thanks!
Anything else?
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