
 

 

 

PART D 

Convening for Action 
from 2012 thru 2017 

 

 

To provide the reader with a sense of how the Cowichan 

region has benefitted from and influenced inter-regional 

collaboration, this Part D is structured in seven segments: 

1. Different Points of Understanding     
Along the Watershed Health Continuum 

2. Annual Water Sustainability Forums within    
the State of the Island Economic Summit 

3. Inter-Regional Collaboration for     
Water Sustainability & Watershed Health 

4. Solutions and Tools in Response to a    
Changing Climate in BC 

5. Regional Water Resources:      
Governance versus Management 

6. Asset Management for Sustainable    
Drainage Service Delivery 

7. Implementing Change: Moving an Idea    
from Genesis to Mainstream 
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Figure D1 – History-at-a-Glance: Convening for Action 
in the Cowichan Region between 2012 and 2017 



 

 

Drinking Water & Watershed Protection in the Cowichan Region: Adapt to a Changing Climate 

Pa
ge

5
6 

 

What Have We Learned:      
Look Back to See Ahead 

During the period between 2006 and 2011, the CAVI program served 

as a “proof of approach” for collaboration within a region. By 2012, the 

partner regions were primed for formal collaboration between regions. 

Creation of the IREI, supported by Regional Board Resolutions, was a 

bold leap forward in 2012. This unique mechanism for inter-regional 

collaboration seeks to bridge the “implementation and integration gap”. 

It does this through a peer-based, collaborative education process. 

 

Inter-regional sharing & learning helps everyone 

The Partnership asked five Regional Boards to endorse and support 

the IREI through commitment of staff resources because “collaboration 

would result in alignment and a consistent approach to Rainwater 

Management in a Watershed Sustainability Context. This would help 

everyone to go farther, more efficiently and effectively.” 

 

Benefits of Collaboration: The IREI concept resonated because 

benefits were clear and outcome-oriented: 

▪ Align workloads. 

▪ Share tools and resources. 

▪ Achieve more with the same resources. 

In March 2012, the CVRD hosted the IREI launch event, namely the 

2nd Water Balance Forum. This was followed by Water Balance 

Workshops in the other regions. 

Convening for 
Action in the 
Cowichan Region 
from 2012 to 2017 

Figure D1 is adapted 
from the timeline 
introduced in Part B. It 
highlights inter-regional 
contributions by CVRD 
during this 5-yr period. 

1.  Different Points of Understanding Along 
the Watershed Health Continuum 
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IREI spotlight is on bridging the 
“Implementation and Integration Gap” 

“The purpose of the IREI is to learn and apply what ‘designing with 

nature’ looks like in practice. The process involves drilling down from 

the vision and goals of a regional plan to explore the ‘how-to’ details of 

implementation and integration,” stated the Partnership’s Tim Pringle 

in 2012. 

 

“Integration means a holistic approach to use and conservation 

of land and water. It encompasses physical infrastructure, the built 

environment, and the ecosystems within which we work and recreate. 

And it includes all practitioners whose profession, work, volunteer role 

or responsibility as a landowner affects land and water sustainability.” 

 

Regional Water and Watershed Initiatives 

Figure D2 identifies the set of regional initiatives that formed the 

foundation for inter-regional collaboration. Each region was at a 

different point of understanding on the watershed health continuum.  

Prior to 2012, each IREI partner region had typically established its 

vision and goals for water and watershed sustainability through a 

community consultation process.  

“Each region faces implementation challenges due to the gap between 

awareness of what should be done versus ensuring action on the 

ground. Bridging the gap is the IREI focus for the 5-year period 2012 

through 2017. A program goal is to help all regions move forward with 

consistent and effective ‘implementation and integration’ on the 

ground,” Tim Pringle explained. 

Ian McHarg, ‘father 
of GIS’, pioneered 
the concept of 
ecological planning. 
He advocated this 
principle: 

“The shaping of land for 
human use ought to be 
based on an 
understanding of 
natural process.” 
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Explanatory Notes – Provincial Significance in 2012 

The provincial government intervened in the Comox Valley in 2008 to both create a new 
regional district and mandate regional plans. The Comox Valley Sustainability Strategy 
and Comox Valley Regional Growth Strategy provided the planning framework for 

implementing An Integrated Watershed Approach to Settlement. 

The Nanaimo Region’s Drinking Water & Watershed Protection Plan created a 
drinking water and watershed protection service area with taxation authority in the 
region’s electoral areas. Because the scope had been expanded to include the member 
municipalities, this meant the plan had a regional function. 

The Cowichan Basin Water Management Plan was a provincial case study for 
watershed governance changes being contemplated as part of Water Act Modernization. 
Co-governance with First Nations had been identified as a primary condition for success 
in managing water resources. 

In the Capital Region, the Bowker Creek Watershed Blueprint and District of Sooke 

Rainwater Management Plan were demonstration initiatives for Integrated Watershed 
Management. Both are founded on partnerships that enabled community groups and 
municipal staffs to coalesce around a shared vision: What do we want this watershed to 
look like in 100 years, and what steps will we take to get there? 

Metro Vancouver’s Integrated Liquid Waste & Resource Management Plan 
established the framework for moving beyond regulatory compliance to transitioning the 
region to an approach where management of liquid discharges and rainwater resources 
is planned and implemented within a broader, sustainability framework. 

1 

2 

3 

4 

5 

Figure D2 – Georgia Basin Regional Water & Watershed Initiatives  
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Cowichan is an ‘Incubator Region’ 

The Cowichan region has a history of being an incubator for 

approaches replicated elsewhere in the Georgia Basin. The CVRD has 

hosted three Water Balance Forums - in 2008, 2012 and 2014. The 

second forum was the launch event for the IREI. Refer to Figure D3. 

The members of the Cowichan Valley regional team reported out on 

how each has progressed since 2008. Their emphasis was on ‘targets 

and criteria’, lessons learned, and practices necessary to protect 

stream health. 

Over the past three decades, a pattern of extreme floods and droughts 

has heightened awareness of the need to look at rainfall differently and 

‘design with nature’ – that is, if communities are to adapt to a changing 

climate (wetter, warmer winters; longer, drier summers). 

 

2014 Water Balance Forum 

The third forum (February 2014) was the venue for release of the 

Primer on the Water Balance Methodology for Protecting 

Watershed Health and unveiling of the Water Balance Model Express, 

an online and interactive tool that quantifies how well properties 

capture, sink, and spread rainwater runoff. 

At the April 2014 Board Meeting, Ladysmith Mayor Rob Hutchins 

moved the motion that: "the Water Balance Web Tool and supporting 

documents be shared with the CVRD and partner municipal planning 

staff; and further, that planning staff consider integrating the tool into 

the planning framework to support watershed management objectives 

at the Official Community Plan level and Development Permit level." 

Launch of the IREI at 
2012 Cowichan Forum 

Held at the Cowichan 

campus of Vancouver 

Island University, the   

2012 Water Balance 

Forum attracted 

representatives from 29 

organizations, including 

the City of Calgary. 

Refer to Figure D3. 
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The 2012 Cowichan Valley forum team comprised representatives of 
Cowichan Tribes, five local governments - Lake Cowichan, Duncan, North 
Cowichan, Ladysmith, and CVRD - and the Cowichan Watershed Board.  

The team also included provincial and federal representatives. John Deniseger 
(Ministry of Environment), Wilf Luedke (Department of Fisheries & Oceans), 
and Bob Wylie (Approving Officer, Ministry of Transportation & 
Infrastructure) elaborated on regulatory requirements that provide a driver 
for local governments to protect and/or restore watershed health over time.  

 

Figure D3 – 2012 Cowichan Water Balance Forum 
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Water Balance Express: A tool to help 
restore ‘water balance’ in urbanizing areas 

In 2002, the provincial government released Stormwater Planning: A 

Guidebook for British Columbia. This established a new direction for 

urban hydrology and drainage engineering. Introduction of the Water 

Balance Methodology enabled the setting of performance targets 

for rainfall capture, runoff control and groundwater recharge: 

If we manage the annual runoff volume, and if we 
mimic the natural flow-duration pattern in streams, 
then we can prevent increased stream erosion, prevent 
increased risk of flooding, and sustain aquatic habitat. 

The Cowichan Region is viewed as a provincial leader in 

demonstrating how to apply science-based understanding, evidence, 

and strategies to develop criteria and tools for use in areas where local 

government action can influence Water Balance outcomes.  

 

Application of Performance Targets 

In 2013, CVRD and the Partnership jointly funded a case study to 

develop a logical and straightforward way to assess potential impacts 

resulting from urban development; and analytically demonstrate how 

to restore the hydrologic function of a watershed through application of 

Water Balance Performance Targets. The case study is part of the 

technical foundation for the Partnership’s Primer on the Water 

Balance Methodology for Protecting Watershed Health. 

A joint Partnership-CVRD staff presentation to the CVRD Board in 
April 2014 provided a public platform to announce the launch of the 

Water Balance Express for the Cowichan Region and introduce 
the CVRD’s supporting Rainwater Brochure. Figure D4 illustrates 
content elements from the joint presentation.

Cowichan Water 
Balance Express 

The guiding principle for 
application of the Water 
Balance Methodology is to 
maintain the proportion of 
rainwater volume entering 
the stream via each of 
three pathways. 

In coastal BC, interflow 
accounts for about 60% of 
the total annual volume. 
Historically, interflow has 
been eliminated when 
land development alters 
the landscape What is the 
implication? It means the 
volume of surface runoff 
to be conveyed would be 
increased up to 7-fold. 

     https://cvrd.waterbalance-   
     express.ca/ 
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Figure D4 – Performance Targets for Maintaining Water Balance  

Image Source: Stormwater Source Control Design Guidelines 2012 

(Final Report), Metro Vancouver 

How Performance Targets for Storage, 

Infiltration and Flow Release are 

incorporated in a Rain Garden Design 

Reference: 
http://waterbucket.ca/wp-content/uploads/2012/05/Primer-
on-Water-Balance-Methodology-for-Protecting-Watershed-
Health_February-2014.pdf  





















































 

 

PART E 

2018 Referendum & 
First Decade of DWWP 
Implementation  
 

 

To provide the reader with an objective look at how the 

“process for change” is unfolding in the Cowichan region, 

this Part E is structured in three segments: 

1. Voter Approval of the DWWP Service Function: 
2018 Referendum is a Watershed Moment  

2. Engagement of Community thru Stewardship 

3. A Look Ahead: The Next Five Years 
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Figure E1 – History-at-a-Glance: Convening for Action 
in the Cowichan Region between 2018 and 2022 
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A Solid Foundation for DWWP Framework  

“In October 2018, Cowichan electors passed a referendum (by a 

decisive 58% in favour) to implement the new Drinking Water & 

Watershed Protection regional service. This was the culmination of 

more than a decade of collaboration to build capacity in the 

stewardship sector and enhance decision-making,” states Kate Miller. 

 

DWWP is a Work-in-Progress 

The DWWP service function resulted from a change in direction in 

2015 when CVRD moved away from the concept of a regional water 

authority. The DWWP is the vehicle to address longstanding surface 

and groundwater concerns. Implementation is slower than anticipated.

Convening for 
Action in the 
Cowichan Region 
from 2018 thru 2022 

Figure E1 is adapted 
from the timeline 
introduced in Part B. It 
highlights inter-regional 
contributions by CVRD 
during this 5-yr period. 

Ongoing collaboration 
with IREI partners has a 
dual focus – Blue 
Ecology and EAP. 

1.  Voter Approval of the DWWP Service Function: 
2018 Referendum is a Watershed Moment 



 

 

Drinking Water & Watershed Protection in the Cowichan Region: Adapt to a Changing Climate 

Pa
ge

8
9

 

Poised for Action in the Cowichan Region: “In 2018, we felt the 

time was right for a referendum. We had completed the work necessary 

to build a solid foundation for the proposed Drinking Water & 

Watershed Protection regional service,” stated Kate Miller in her panel 

presentation at the second forum in the Watershed Moments Symposia 

Series, held in Parksville in April 2019.   

“Our communities have been with us all the way through this process, 

to build the need for local government to be there for them as a 

warehouse, as it were, as a component of a long-term water strategy. 

Local government has a specific role in the community and so do the 

other partners. And so, the referendum passed.” 

“In recent years, the communities in the Cowichan region had come 

together at the regional level and said, for us to manage where we want 

to go in the future, we need to understand where we are now so that 

we can put in place strategic processes.”  

“What we really want at the end is success. To understand where we 

are now helps us understand where we have been, and to be clear 

about where we want to go.” 

Agriculture Potential: “The region undertook a long-term strategy to 

understand agricultural water use. We wanted to understand the 

potential of all land, not just that currently designated for agricultural 

use, because at some future time it may be needed for agriculture.” 

 

Water Database: “In the early 2000s, we started building a database 

for water quality and water supply. CVRD staff built the database in 

collaboration with the Ministry of Environment and with help from 

community stewardship groups. There is an appetite for volunteering 

and a desire on their part to understand watershed systems.” 

 

Watershed Atlas: “CVRD has developed tools to share information 

effectively. How do we take information that is buried in filing cabinets 

and historic records and make it live again? It all needs to be put into 

a publicly available framework. We have done that.” 

 

Climate Change Projections and Application: “Rather than simply 

saying, the climate is changing, we are looking at the impacts of climate 

change. We need to understand specifically how is it changing, how is 

it different from one part of our region to the next, and how is it 

impacting on our infrastructure and our ability as a local government to 

provide key services? We undertook downscale climate projections for 

our region at an 800-metre grid cell level so that we would understand 

what would happen at the top and bottom of watersheds.” 

Risks to our region 

"We looked at what are 

the risks to our region, 

at both the watershed 

and community scales, 

so that we could make 

strategic investments in 

the most appropriate 

places, with the tools 

that we have.” 

       Kate Miller, 2019 
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Handing off the “Intergenerational Baton” -
What It Means in a CVRD Context 

Brian Carruthers retired as CVRD Chief Administrative Officer (CAO) 

in June 2014. Several weeks before his last day of work, he sat down 

for an interview about his perspective on inter-regional collaboration as 

well as his insights regarding the “story behind the story” of the 

Drinking Water & Watershed Protection regional service. 

 

Reflections on Succession 

“I have mixed feelings about succession because I think we always try 

to maintain what we had, we are always worried about losing the 

institutional knowledge, and losing the history. We should not be afraid 

of that, however, because the DWWP foundation is sound,” he said. 

“But things change. When new people bring new ideas, we trust they 

build on the success that has happened. So, we should not be afraid 

of people moving on and new people stepping in to pick up the baton.” 

“Yes, they are likely to have a different perception. And they are not 

likely to have the same history as those who have been part of the 

DWWP journey. New people will bring different experiences. There will 

also be a different Board with different priorities. It is an evolution, that 

is what it is in terms of how we progress.”  

“History is important. It is important to understand how we got to where 

we are. And we need to celebrate that work. But I think it is equally 

exciting to go into the next chapter and have new people, with new 

ideas. Let’s face it. The world around us is changing and we must adapt 

accordingly.” 

“So, the foundation the DWWP has provided for the region as a whole, 

and the impetus it has provided, has allowed CVRD staff to evolve and 

to continue to grow and do good work.” 
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The Story Behind the Story of the DWWP 

“In the beginning, our focus was on the Cowichan, and we were looking 

at a service specifically for the Cowichan watershed,” recalled Brian 

Carruthers.  

“We had actually tabled a bylaw when it was determined that we had 

omitted portions of North Cowichan that received benefit from the 

Cowichan River water supplied by Catalyst to the Crofton area. That 

put a stop to that initiative until we could correct the boundary issue.” 

“And that is when we determined that, for us to move forward and have 

success with this, we needed to do it on a regional level. We needed 

to go beyond the Cowichan River watershed.” 

“Until that point, the Cowichan had been the focus through the 

Cowichan Watershed Board and water shortage issue. We realized 

that it had to be a regional service just as the Regional District of 

Nanaimo had done with its DWWP.” 

Figure E2 provides context for this change in direction. It shows the 

locations and sizes of watersheds within the region.  

 

Going beyond the Cowichan 

“That is when the work started to scope out what this service would 

look like. Essentially it dealt with a lot of the issues that the original 

watershed governance study had talked about, but without the broad 

governance body that would include First Nations and others.” 

“The first attempt was confined to being more of a CVRD service. And 

more output-oriented in terms of gathering good information to make 

decisions. It is not a governance model. It is a service delivery model 

to protect water and watersheds.” 

 

About the DWWP  

"It is not a governance 

model. It is a service 

delivery model to 

protect water and 

watersheds.” 

       Brian Carruthers 
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Figure E2 – Watersheds in the Cowichan Region  
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DWWP framework evolved through an adaptive process: 

“When you talk about history and what got us to where we are today, 

it was obstacles that we ran into during our early attempts to tackle the 

problem that caused us to re-tool and re-examine our approach. And 

through this adaptive process, we ended up going down the road that 

we did with the DWWP,” explained Brian Carruthers. 

“Initially, the DWWP was a challenging initiative for the community to 

grasp because scope of the proposed service was outside of what 

most people would consider a core service of a regional district.” 

 

Compromises established how much to invest in DWWP: “Our first 

iteration of the DWWP bylaw had a substantial requisition in to provide 

the funding necessary to meet all the objectives of the service. We 

would have had a budget of $1.5 million per year to do the basic work.” 

“We pared it down considerably due to the lack of Board appetite for 

taxation. At the end of the day, a compromise at the Board table landed 

on $750,000. There was some concern in the community that $750,000 

was not enough. And there were others that were concerned that it was 

still too much to do something that the Province of BC is ultimately 

responsible for. But we found a compromise.” 

“In broad strokes, that it is the kind of journey to get here. We have 

done the best we can with the limited amount of money that has been 

requisitioned. Arguably, $750,000 is not sufficient to do everything that 

needs to be done in the region. But it is a good start.” 

 

A work plan was developed through a consultative process: “We 

convened an implementation group after the service was established, 

to prioritise the work of the DWWP so that we could put our efforts into 

the most important aspects of the work. The group developed the work 

plan for the DWWP to move forward.” 

About the journey 

"Obstacles that we ran 

into during our early 

attempts to tackle the 

problem caused us to 

re-tool and re-examine 

our approach.” 

       Brian Carruthers 



 

 

Drinking Water & Watershed Protection in the Cowichan Region: Adapt to a Changing Climate 

Pa
ge

9
4

 

Startup Challenges 

“Our biggest challenge in the last two years, on top of COVID, has been 

staffing and just being able to recruit the necessary staff to fully 

implement the program. We just cannot find a suitable candidate for 

DWWP Coordinator,” Brian Carruthers added. 

“The CVRD is trying to rollout various aspects of the DWWP program 

at the same time as we are in high gear on the Cowichan Weir project 

in terms of weir design, shoreline impact assessment, and then 

preparing for a joint water licence application with Cowichan Tribes.” 

“Unfortunately, due to no lack of desire, we have been unable to 

implement the DWWP to the full extent that we would like.”  

 

Cowichan River is the spine of the water management issue: 

“I come at the issue from a bureaucratic, administrative approach. That 

is not to say I have not lived and breathed this for my entire tenure, 

because I have lived it. Water and asset management have been the 

two biggest issues facing CVRD, and they are tied together.” 

“The water issue has been driven by the Cowichan River. That has 

been, and is, constantly the spine of the issue, metaphorically and 

literally. Everything revolves around the Cowichan River in the 

Cowichan Valley. And much of our effort is spent on addressing issues 

in the Cowichan, sometimes at the expense of other issues.”  

“Four years after the 2018 referendum, we have not made as much 

progress on the DWWP as everyone would have liked. A lot of that has 

to do with the fact that much of our attention has been focused on the 

Cowichan. That is a story in itself, particularly when I think about the 

Cowichan River story as a whole and the partnership between CVRD 

and Cowichan Tribes, Catalyst, and Cowichan Watershed Board.” 

 

Process and progress take time: “The partnership got us to the point 

where we have the funding to do the Water Use Plan. And we also got 

funding to do the weir design. Now Cowichan Tribes has the funding 

to do the construction. Those are the three key steps that we identified 

8 years ago that we needed to tackle. And we have literally ticked each 

one of those boxes. That is a measure of success.” 

“But, again, that underscores the reality of where much of our focus 

has been. In terms of the broader DWWP, we have a lot of work to do, 

and I am not sure what the future looks like, honestly, in terms of 

moving that forward. A shortage of skilled labour is an issue. That is 

our biggest inhibitor. Yet the water issues are not getting any less in 

terms of the impacts of drought, depleting aquifers, and flooding.” 

Story in a nutshell 

"The DWWP is a story of 

ups and downs. And 

running into obstacles 

and resistance, but 

always keeping the end-

result in mind. And that 

is, making sure we have 

enough water in our 

region to satisfy a 

growing region. And 

that is what has always 

kept us focused on 

moving this forward.” 

       Brian Carruthers 
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Competing Demands and Shifting Priorities 

“It takes time to make things happen, and during my time with CVRD, 

I have worked with three Regional Boards. And there will be a new 

Board this October. That is four during the span of this window that we 

are calling the pre-decade for the DWWP,” mused Brian Carruthers. 

“With that turnover comes changing views. The passion and the drive 

for water and watershed protection may not be as strong as it was 

when I first got here in 2014. There are differing opinions around the 

Board table, and our relationships with our partners have changed over 

the years as people have changed.” 

 

Competing demands have slowed DWWP implementation: 

“Although opinions and relationships change over time, the DWWP 

service now exists as a legal function, and it is funded. This enables 

handing off the water baton from one administration to the next. So, I 

believe the DWWP service will outlive the various Boards to come.” 

“And because the DWWP service function is a bylaw with committed 

funding, I believe this ensures that CVRD will be able to keep the 

initiative moving forward despite shifting priorities. I believe everyone 

around the current Board table would acknowledge that water and 

watershed protection is an important initiative in all their areas.” 

“Because so many other issues and needs have hit local governments 

in recent years, our priorities have shifted. Our focus has shifted. This 

operational reality characterizes the current situation in CVRD rather 

than there being diminishing political or community support for water.” 

“The problems related to drought and flood extremes have not gone 

away. Every Director knows that they have issues with water in their 

respective jurisdictions. I think it is just competing demands that have 

slowed our progress.” 

 

Other high priorities for the CVRD: “When I started in 2014, water 

was the primary focus. Now, when I look at what is driving the agenda 

at the CVRD, asset management is a huge issue.  After working on it 

for the past 6 years, we are just now getting into implementation.” 

“Emergency management has also emerged as a big issue. In 2021, 

CVRD activated the emergency operations centre 7 times. In the past, 

it might have been once per year. That is driving what we are doing.” 

“At the same time, CVRD is completely revamping the OCP (Official 

Community Plan) by harmonizing nine plans into one. It is a massive 

undertaking. This has been 5 years in the making.”

A perfect storm of 
competing demands 
that shift priorities 

"It is almost a perfect 

storm where we have all 

these competing 

demands that CVRD is 

trying to implement and 

advance all at the same 

time. The DWWP is now 

not the only issue in the 

Cowichan region. It is 

one of many that CVRD 

is having to find time 

and prioritize in terms 

of resources and moving 

it forward.” 

       Brian Carruthers 
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Power of Partnerships  

“CVRD as an organization has been successful to date, whether it is 

the DWWP or the Cowichan Weir initiative, because of our 

partnerships with Cowichan Tribes and other First Nations, Catalyst 

Paper, and the non-government organizations who support us,” stated 

Brian Carruthers in a reflective moment. 

“Those partnerships are important. And I believe those partnerships 

have waned over the last couple of years. A lot of that is to do with 

COVID because, until mid-year in 2022, we were not able to get 

together in person and we did not meet as groups other than virtually.” 

“One must never underestimate the importance of group meetings 

where people have sidebar conversations over coffee, and all of those 

things that come with those in-person gatherings.” 

 

Spend time to get partnerships back on track: “After two-plus 

years of everyone working in isolation and meeting virtually, my sense 

is that there is work for CVRD to do to rebuild our partnerships because 

we have lost touch with each other.”  

“During that time, people have moved on and Cowichan Tribes have a 

new chief. Things have changed in so many workplaces and I have 

observed some tensions arising from the lack of communication, and 

from the lack of one-on-one contact.” 

“If I had to give some advice to my successor, I would say spend some 

time getting those partnerships back on track. And have facetime with 

those folks to re-establish that common, mutual will to move things 

forward. We all have become very isolated due to COVID. We need to 

get back to a place where we are interacting.” 

 

Brian Carruthers closing thoughts on his tenure with CVRD: 

“In 2014, I had lots of time to devote to water. It was one of those files 

that I was interested in, and I made it a personal priority. Over the 

course of eight years, my time was so spread between other conflicting 

priorities, that I simply did not have the time to spend on the water file, 

to advocate, and to move it along.”  

“I think back often to when I first started at CVRD and how I would love 

to go back to those times when I had the luxury of time to travel around 

the region and attend meetings with First Nations and others, and work 

on advancing the drinking water and watershed protection initiative. I 

don’t know where I would find the time today to do the work that I have 

done in the past,” concluded Brian Carruthers.

DWWP is a story of 
commitment, 
dedication, and 
resilience 

"Everybody who was 

involved in the DWWP 

initiative put their hearts 

and souls into it to get a 

positive referendum 

outcome. And this 

continues as Kate Miller 

and others develop the 

implementation 

strategy. In my case, I 

put my reputation on the 

line in front of many 

public meetings when 

there were hostile 

individuals who thought 

we were just creating a 

bureaucracy and wasting 

taxpayer dollars.” 

       Brian Carruthers 
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Towards a “Spirit of Stewardship” Culture 

“When I think about the various places that I have lived, there are 

differences in what we can call the spirit of stewardship that exists 

in various communities,” observes Keith Lawrence. “Why is it different 

in one community versus another? And how do we even know that it is 

different? What is the indicator?” he wonders. 

“Each of us has a sense that a community has a measure of 

stewardship spirit. And how do build that spirit in communities that still 

need it? Even in the Cowichan region, we have some areas that have 

more stewardship involvement than others.” 

“The Cowichan watershed is a great example of community 

involvement. Given the number of organizations, one needs to create 

a mind map to understand it, because the stewardship network is an 

ecosystem in and of itself. In some other watersheds, however, there 

may be nobody engaged in water resource stewardship.” 

 

Growing a Stewardship Culture 

“Thinking more broadly, how do we enhance that spirit of stewardship 

everywhere? How do we enhance that responsibility that people 

everywhere can have towards the watershed that they live in, work in, 

and play in?” 

“Within the Cowichan region especially, we do have that stronger 

sense of stewardship. To be clear, every place has some level of 

stewardship. The question is how do we grow it more in others? There 

are great people doing great work in every part of the province. But 

how do we enable that? It is more than a rhetorical question.”

2.  Engagement of Community thru Stewardship 

What a “spirit of 
stewardship” culture 
makes possible 

"Engagement of 
community through 
stewardship is a credible 

formula to be encouraged 
and mainstreamed at 
every opportunity.” 

“Collaboration taps into 
the passion and ingenuity 

of volunteers who are 
driven by commitment.” 

“Collaboration, teamwork 
and a recognition that the 

whole is greater than the 
sum of its parts is the 

energy that stokes 
creativity and 
determination.” 

“When this combination 

of citizen talent is aligned 

with a local government 
that is both visionary and 

focused, outstanding 

achievements are not only 
possible, but realistic.” 

       Eric Bonham, 2019 
          Partnership for Water  
           Sustainability in BC 
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“Top-Down & Bottom-Up” Model for Collaboration 

“When I first joined CVRD, watershed governance was top of mind for 

some folks. We were working on a program to collaborate with various 

organizations to look at watershed and groundwater governance. We 

were trying to understand the problems with the current governance 

framework which was informal and identify a framework that could work 

going forward,” Keith Lawrence continues. 

“Every time we would have workshops and forums that brought 

together folks that were all on the same page --- that we need to act, 

that we need to develop plans and strategies to respond to the 

impacts which we know are only going to increase --- there was 

an energy in the room. At the end of the day, folks were willing to 

commit to the solutions.” 

 

Progress is happening: “My first glimpse of that was that through 

the workshops that we had for the Watershed Governance Study. We 

had folks from across all the sectors, including our neighbouring inter-

regional partners who I had met through the IREI program.” 

“We had folks who had the interests and the skills that are needed. The 

challenge is that they might not always have the tools and resources 

they need to carry out the work. We have also seen a similar level of 

participation and collaboration through the IREI projects themselves.” 

“In these sessions, we shared what we had been doing. As you listen 

to what folks are saying, you have that Aha Moment when you realize, 

yes, we have been having some successes across the board. There is 

progress happening and we can continue to make it happen. And so, 

it was very encouraging to see that across the various regions. Again, 

it is about how we build that capacity going forward.” 

 

About the path forward: “Throughout my time here at CVRD, we 

have seen the increase in pressure due to an increasing population. 

We have also seen increasing climate impacts in the past decade. 

Going forward, the challenges will be capacity and aging infrastructure, 

and climate impacts that we are still seeking to understand. New 

threats to our water resources could emerge. There could be existing 

threats which may increase in ways we have not yet anticipated.”  

“Watershed management issues and concerns are linked to so many 

sets of concerns and service areas that we deal with as an 

organization. The level of dialogue that we are having with First 

Nations, for example, also needs to happen across all departments and 

divisions within the CVRD,” concludes Keith Lawrence.   

Absorb the wisdom, 
harness the energy 

"We work with all of 
these partners 
throughout the region, 
and it is about being able 
to harness that collective 
wisdom and those oral 
histories as well. So, it is 
up each one of us in local 
government to maintain 
that energy and deliver 
the oral history in other 
settings to inform other 
audiences who may not 
yet have a shared 
understanding of the 
concerns and hopes for 
our watersheds. For 
example, while we are 
experiencing extreme 
heat waves, folks may be 
glad to have warmer 
water in our lakes for 
recreation.  However, 
they may not be aware 
that the higher water 
temperatures are 
harmful for aquatic life.   
When we are delivering 
our messages, it is 
important to be aware of 
this lack of shared 
understanding. It means 
we need to innovate in 
terms of our 
communication 
approaches.” 

       Keith Lawrence 
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The Power of Collaborative Leadership 

The CVRD is midway through the First Decade of DWWP 

Implementation. Constructed over decades, the foundation is solid. 

The DWWP is the platform for a building blocks process that is ongoing 

to achieve the Cowichan region’s water sustainability mission.  

Reflecting on the past three decades, the track record of success in 

the Cowichan region is attributable to “collaborative leadership”. 

This powers collaboration within the region and between regions. 

Collaborative leadership uses the power of influence rather than 

positional authority to engage and align individuals and organizations 

within a network and deliver results across organizational boundaries.  

 

Guiding principles for collaborative leadership 

 

What to expect in the second half of the first decade of 

DWWP implementation: From the inter-regional perspective, 

Cowichan collaboration under the IREI banner now has two principal 

areas of focus going forward: 

3.  A Look Ahead: The Next Five Years 

EAP, the Ecological Accounting Process, a BC Strategy 

for Community Investment in Stream Systems 

Blue Ecology, a Pathway to Water Reconciliation in the 

Cowichan Region 

Collaborative 
Leadership 

"The network emerges 

around a common goal, 

rather than a particular 

program or organizational 

model. The community 

mobilizes the resources 

from throughout the 

network and based on 

existing relationships in the 

community.”  

“The solution is emergent 

and comes from the 

community members 

themselves, rather than 

being pushed from the top 

down.” 

“And finally, once a 

network is up and running 

and proves itself to be 

effective, it becomes the 

primary vehicle for change, 

rather than the individual 

organizations themselves.” 

       Dr. Jane Wei-Skillern, 
       Haas Business School,  
        U of California at Berkeley 
        & 
        advisor to the Partnership  
        for Water Sustainability i 
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EAP, the Ecological Accounting Process,    
a BC Strategy for Community Investment   
in Stream Systems 

During the period 2016 through 2022, the Ecological Accounting 

Process evolved through a building blocks process. The Bings / 

Menzies Creek case study in the Municipality of North Cowichan was 

the 7th of nine EAP projects. Each resulted in breakthroughs in building 

an understanding of what matters and what matters most.  

Viewed through the EAP lens, the strategic importance of the Bings / 

Menzies Creek project as a building block is that it culminated in the 

concept of the Riparian Deficit as the environmental equivalent of the 

Infrastructure Liability (gap or deficit). This is a powerful outcome.  

EAP is about ensuring that streams survive in an urbanizing setting. 

The riparian deficit concept adds balance to the asset management 

conversation by giving equal weight to the environmental protection 

perspective and associated financial case for stream systems.  

 

Now What: Train the next generation of    
land use, GIS and drainage professionals 

Figure E3 illustrates the process that is underway to embed the EAP 

program in the Mount Arrowsmith Biosphere Region Research Institute 

(MABRRI) over a 3-year period transition period, with the Partnership 

for Water Sustainability providing guidance and oversight. 

Three willing local governments (North Cowichan, Regional District of 

Nanaimo, and City of Nanaimo) are collaborating as the Ecological 

Accounting Process Partnership. The desired outcome is that 

knowledge of EAP is maintained and passed on to the next generations 

of planners and municipal staff. It is also viewed as an opportunity for 

local and regional governments to leverage the process to 

operationalize Natural Asset Management for Sustainable 

Drainage Service Delivery and address the Riparian Deficit.
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Figure E3 – Mainstream EAP to tackle the Riparian Deficit 
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Blue Ecology, a Pathway to Water 
Reconciliation in the Cowichan Region 

Watershed Moments began as an annual symposia series. In 2020, 

however, the COVID pandemic changed everything. The Partnership 

pivoted and reimagined an approach that combined elements of a TED 

Talk with Zoom and YouTube technology. The result is a set of legacy 

video educational resources that showcase stories that the Partnership 

hopes will inspire collaboration for some time to come.  

The foregoing is the context for the next evolution in the reimagining 

process, a collaboration with First Nations framed as Blue Ecology in 

the Cowichan. Introduced in Part A, Blue Ecology is a water-first 

approach to interweaving Indigenous knowledge and Western science.  

In lieu of a symposium, the “big idea” is to produce a Blue Ecology 

Circle Tour video, with stops at five First Nations communities, with 

host themes for the stops based on the five Blue Ecology principles: 

Spirit, Harmony, Respect, Unity, and Balance. It is still early days. 

 

 

 

 

 

 

 

 

Blue Ecology process - stalled or in limbo? 

“There are so many factors coming into play that muddy the waters. 

Stalled means that you still want to move forward but you just have to 

overcome a logistical issue and move forward. Whereas limbo means 

everyone is not quite sure of the ground they are on. In answer to the 

question, is the Blue Ecology process stalled or in limbo, I believe it is 

merely stalled,” said Brian Carruthers in a contemplative moment. 

“If you are looking for a relevant analogy, think in terms of the flywheel 

concept. It takes a lot of energy to get it going. Once you get it spinning, 

it does not take as much energy, but you must keep it going. It is much 

the same with cultural change. It is a reinforcing cycle, and that is a lot 

of what we are talking about. So much depends on personal 

relationships or interactions. And that is the way it has always been.” 

Towards Water 
Reconciliation 
“It’s more important to 
get it right than to get it 
done” 

   Paul Chapman, Chair 
   Watershed Moments Team 

   June 2021 presentation   
   To CVRD Board 
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Look Back to See Ahead  

“The DWWP certainly is one of the most challenging portfolios I have 

ever managed. Every day I am learning something new. And I am 

realizing that I have much more to learn. It is a portfolio that is ever-

changing. Even in the 6 months that I have been with the CVRD, it has 

changed,” states Clayton Postings. 

 

Know your history; learn from history 

“We do not want to lose the oral history. It is essential for us to have a 

true understanding of what has happened and why decisions were 

made, or not made. For the past 6 months, that is how I have spent my 

time - asking questions to understand why we are where we are today. 

The situation that we at CVRD are addressing is very complex. Now I 

appreciate why change does not happen overnight. It takes time.” 

“Front of mind for me when I am having conversations during my 

learning process is achieving the dual objective - how we work together 

to protect the health and wellness of the community at the same time 

as our actions protect the health and wellness of watersheds.” 

“The web of partners and groups is complex. But everyone at the table 

is talking the same language in terms of where we need to go. It is 

pretty cool that we are on the same page. That is the foundation and 

confirms there has been consistency in the conversation.” 

 

Intergenerational 
baton for DWWP 
has been passed to 
Clayton Postings 

Clayton Postings joined 

the CVRD in May 2022 

as General Manager of 

Strategic Services. His 

portfolio encompasses 

the DWWP and 

Emergency Services 

Management.  

Clayton’s learning curve 

has been steep as he 

had to absorb and make 

sense of am immense 

amount of work that has 

been completed over 

decades. His reflections 

provide relevant context 

for what it means in 

practice to look back to 

see ahead. 
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DWWP connection with Emergency Management 

“The other thing that I would say about the DWWP is the connection 

now with emergency management and planning,” continues Clayton 

Postings. “We are in one of the worst drought years in history and that 

leads to the question - what do we do, not only in the sense of 

watershed, but also emergency.” 

“The impacts of a changing climate are now affecting people on a day-

to-day basis. How does the fact that we are in an emergency situation 

help us plan for the future? This way of thinking and questioning was 

typically not top of mind 10 years ago. The world around us has 

changed. We are seeing that emergency measures are in front us, they 

are happening on a more regular basis, and they are much more 

extreme.” Figure E4 (next page) is an introduction to the new reality. 

“The new Ministry of Emergency Management and Climate Readiness 

is part of the provincial response, with a focus on what municipalities 

and regional districts are doing to prepare for climate extremes.” 

 

Hazard Risk Vulnerability Assessment: “Across the region, it is 

a really interesting conversation about vulnerability and emergency 

management. My experience is that we typically talk about bridges, 

power stations, etc. Well, in the regional conversation to date, water 

has been the driving concern. It is about drought levels, flooding levels, 

and how we manage them. 

“We have just started the assessment process. And 3 of the top 5 

vulnerabilities relate to water and how we manage the resource to 

make sure it is there for many years to come and in difficult situations. 

The three vulnerabilities are drought, flood, sea level rise.” 

“Looking back, CVRD definitely made the right decision to have the 

DWWP as a priority program within the region. And now it is   

interconnecting with many other aspects of the CVRD organization. 

Water is connected to every single thing we do. Every municipality. 

Every utility. In some way it is connected.” 

“Water is connected to 
every single thing we 

do. Every municipality. 
Every utility. In some 
way it is connected.” 

          Clayton Postings 
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Figure E4 – An introduction to the new climate reality 
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Everyone needs to be at the table 

“When I reflect on the consensus finding that 3 of the top 5 hazard 

vulnerabilities in the Cowichan region are water-related, it drives home 

the message that THIS IS BIG AND WIDE in scope. It is scary and 

sometimes a little bit overwhelming,” comments Clayton Postings.  

“This thought is top of mind for me as CVRD moves forward with our 

emergency management planning. Everyone must be at the table. 

Departments or divisions that typically have not been at the table for 

this conversation are now at the table.” 

“Having conversations changes the level of awareness of everyone. It 

also demonstrates the importance across the region, and for CVRD as 

an organization, that everyone understand how we are supporting 

DWWP initiatives through an emergency management lens.” 

 

 

Vision for the Regional Team Approach: Observations by 

Clayton Postings about “everyone being at the table” brings the 

conversation full circle to the vision and objectives for the “regional 

team approach” circa 2008. Achieving this outcome is the raison d'être 

for collaboration through the IREI. The regional team approach seeks 

to align actions at three scales: provincial, regional, and local.  

Looking ahead, then, emergency management has emerged as a 

lynchpin driver for the regional team approach in the Cowichan region. 

“The phrase everything is connected refers to water and emergency 

management. We want to be resilient,” emphasizes Clayton Postings. 

“Terms that we use for emergency management, such as resilient 

management planning, align with terms used in the environmental 

services side of my portfolio. The language is very much the same.” 

 

When everyone is at 
the table, one learns 
thru conservations 

“I feel that my comfort 

level in answering 

questions about a lot of 

things in local 

government is pretty 

strong. But I am learning 

very quickly that 

watersheds and water 

sustainability is an area 

where maybe I will never 

learn it all. It is a test for 

me because I need to 

take the time to think 

about things. And to 

really understand, I must 

talk to the right people 

and residents who know 

the oral history.” 

“Take that history and 

factor it into engineering 

when creating models. 

Oral history is an 

important piece that we 

intend to build on.” 

“I have lived in the 

Cowichan region for 10 

years. I can see that 

things have changed!” 
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Concluding reflections on how the Cowichan 
region prioritises what the future looks like 

“We do have a path forward with the DWWP, but capacity continues to 

be a challenge,” continues Clayton Postings. “We would love to do it 

all, but it comes down to having the organizational capability to deliver 

when qualified water professionals are in short supply.” 

“With our limited resources, it is absolutely essential that we know and 

understand what the priorities are so that CVRD can be effective as an 

organization. If we all share a clear understanding of what the priorities 

are, and we stay focussed, we will be able to move them forward. With 

success will come momentum, even when the steps are little ones.” 

“Looking ahead 5 years, my #1 goal in supporting the new board is to 

understand their priorities. Then staff can give them good information, 

sound advice and recommendations so that they can provide direction. 

Then we can act on that direction and deliver in a timely manner.” 

 

 

Dealing with uncertainty and managing risk: We close the 

Cowichan story with Figure E5 because the equation represents the 

essence of water balance thinking. It was developed two decades ago 

to inform BC’s Drought Response Plan for water supply and stream 

integrity in a changing climate.  

“A really important piece is sustainable service delivery and how 

we manage both natural assets and engineered assets as an 

interconnected system.” 

“When I talk about the next 5 years of prioritizing, it is about dealing 

with uncertainty and managing risk in the context of how natural and 

engineered assets work together. As of 2022, we are at the end of the 

beginning. The journey continues,” concludes Clayton Postings. 

 

Adapting to a 
changing climate 

There is no silver bullet. 

Communities need to do 

many little things. Over 

time the cumulative 

benefits of doing many 

things do add up. 
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Figure E5 – Dealing with Uncertainty & Managing Risk 

Water OUT = Water IN equation provides context for the challenge ahead: 
Both sides of the equation are variable. This is a key takeaway. It means there are multiple 

what if combinations and permutations to consider. As a result, the inherent variability 

creates uncertainty which in turn creates risk. 

Climate change is exacerbating vulnerability on the ‘IN side’ of the equation. Thus, it makes 

sense to build in resiliency on the ‘OUT side’. There is no silver bullet. Communities need to 

do many little things related to land development and infrastructure servicing practices. 

Over time the cumulative benefits of doing many things do add up. 
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A creekshed is an integrated system:  
The need to protect headwater streams and groundwater 

resources in BC requires that communities expand their view - 

from one that looks at a site in isolation - to one that considers 

HOW all sites, the creekshed landscape, streams and foreshores, 

groundwater aquifers…and PEOPLE….function as a whole system. 

“THINK LIKE A 

CREEKSHED” 

watershed boundary 

creeks 

creekshed 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

                                                                                     


