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Welcome to the State Water Board 
UPWARD Advisory Group Meeting

We will start shortly.



California Water Boards

2 Updating Water Rights Data for 
California (UPWARD) Advisory Group 
Meeting

Agenda
1. Welcome
2. Meeting Logistics
3. Introductions
4. Project Overview
5. Feedback Activities 
6. Q&A

September 19, 2023
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• Questions during the meeting?
• Raise your hand or type it into the chat

• This meeting is being recorded
• The recording will be made public
• Do not share any sensitive information

• Please mute your microphone when not speaking

• Technical difficulty?
• Type into chat
• Email UPWARD@waterboards.ca.gov

Logistics

mailto:UPWARD@waterboards.ca.gov


Ways to Engage

• UPWARD Advisory Group: details this summer

• UPWARD Website: www.waterboards.ca.gov/upward

• Email comments and questions to: UPWARD@waterboards.ca.gov
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Message from Deputy Director,
Erik Ekdahl 5



Staff Introductions
•Jennifer Hernandez, Advisory Group Coordinator
•Craig Altare, Advisory Group Technical Support
•Jeff Parks, Product Owner
•Brent Vanderburgh, Project Director
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Group Member Introductions

•Please Introduce yourself:
•What is your name?
•Why did you join the Advisory Group?
•What would you like from this experience?
•Coffee, tea, or other favorite beverage?

…lets shoot for 60 sec per member...
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Charter Expectations

Attend Meetings

UPWARD@Waterboards.ca.gov

Provide Feedback

Unique Perspectives



Role of the UPWARD Advisory Group
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PROJECT  PLAYERS



Data Management Unit

Deputy Director,

 Division of Water Rights
Erik Ekdahl

Telemetry Research Unit

Laurel Dodgen

Data Modernization and 
Governance Section

Brent Vanderburgh

Tyler Gee

Jacob Pasner

Andrew Hill

Craig Altare

Giancarlo Restreppo

Darin Einhell

Madjid Delkash

Kathy Troung

Jennifer Hernandez

Marina Velasquez

Sanjeet Singh

Jason Baker

Jeffrey Parks

Division of Water Rights Change 
Champions

Stephen Severon



And Many More !!

Deputy Director/CIO, 
Division of  Information 

Technology

Kathy Owen
Business 

Management Branch

Cheryl Holden

Special Projects 
Branch

Kiranmai Kesireddy 

Mischa Matsunami

Alexandru Talpasanu

John Carotta

Jonnel Medina

Division of Information Technology 
Change Champions



Independent Project Oversight (IPO) 
Staff

• Renée Evans

• Eric B. Aguilar, MBA, PMP



Contractors

Project Management Consultant

System Integrator (software developer)



Sub-Contractors

GIS Map interfaces Most other Interfaces



Independent Verification and 
Validation (IV&V)



Who are the UPWARD Advisory 
Group members

Geographically dispersed

Varied water rights interests

Various water data users

Diverse group of individuals representing:



Now on to UPWARD project 
details...



WHY DO WE NEED TO MODERNIZE?

eWRIMS

DIVISION DATA NEEDS
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Changes Over the Years
Technology has changed quickly – so has the Division of Water Rights

Other 
Division 

Work
Applications, Permits, Enforcement

WRIMS 
Database
(<100 staff)

1990s
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Changes Over the Years
Technology has changed quickly – so has the Division of Water Rights

Other 
Division 

Work
Applications, Permits, Enforcement

Other
Division Work

Applications, Permits, Licensing, 
Enforcement

WRIMS 
Database
(<100 staff)

eWRIMS 
Database
(120 staff)

1990s

2006
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Changes Over the Years
Technology has changed quickly – so has the Division of Water Rights

Other 
Division 

Work
Applications, Permits, Enforcement

Other
Division Work

Applications, Permits, Licensing, 
Enforcement

Other Division Work
Applications, 

Permits, Licensing, 
Enforcement

WRIMS 
Database
(<100 staff)

eWRIMS 
Database
(120 staff)

UPWARD 
Project
(250 staff)

1990s

2006

2023



Specific Challenges

• Little or no system documentation, unknown columns and fields

• Inability to relate tabular records with geospatial data, no geospatial 
place of use boundaries!

• Siloed systems cannot efficiently analyze large batches of data

• Electronic Water Rights Information Management System (eWRIMS) 
and Report Management System (RMS) are from 2007 and 2011, based 
on proprietary architecture that is inflexible to expansion, and does not 
connect to other core databases.



• Data stored in multiple locations with redundant efforts
• Cannot perform consistent QA/QC on mixed data 

sources!

• Paper records (7 Million pages, dating back to 1890’s)
• Inequitable access to records

• New mandates and programs require new functionality, current 
systems are not flexible

Specific Challenges Cont.



UPWARD Vision

Improve Partners’ Ability to Utilize Data 
and Make Effective Data-Driven Decisions

Provide external stakeholders (e.g., local 
jurisdictions, community water boards) with 
increased usability, transparency, and access to 
the data collected by Water Boards, including less 
reliance on paper records.

Enhance Water Boards’ Reporting and 
Decision-Making Capabilities

Improve Water Boards’ ability to generate valuable 
insights and enable data-driven decision making 
(e.g., quality and timeliness of data).

Increase Operational Efficiency

Better equip the Water Boards’ personnel to 
address current and future operational needs and 
reduce overall time and cost.

Improve the Water Boards’ Customer 
Experience

Improve the Water Boards' ability to interact with 
reporters and the public by creating effective 
communication interfaces and comment tracking.

Enhance Compliance & Enforcement

Update the core water rights data management 
system (and business practices) to support the 
Water Boards' mission by leveraging new 
technology to help identify compliance issues 
and enforce regulations.

Mitigate Risk

Mitigate the Water Boards' security risk by 
decreasing the reliance on aged technology 
and ensuring modern security practices are 
followed.



UPWARD Macro Goals

Digitize legacy paper documents

A technology upgrade to streamline and improve data processes throughout 
the Division of Water Rights…

Establish data governance

Replace aging data systems



UPWARD Procurement Timeline

• July 2021 – Funds Acquired, First Team Meeting
• October 2021 – Gartner (External Project Manager) Hired
• Fall/Winter 2021 – Project Requirements and Solicitation 

Development, Internal Hiring
• December 2021 – Public Solicitation of contractors
• February 2022 – Vendors Selected for Proof of Concept
• Fall 2022 – Contract Negotiations
• February 2023 – Contract Award to Deloitte
• March 2023 – Project Kick-Off!

 

Highly Expedited Process – 20 Months to Kickoff! 
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CalWATRS Main Functions

CalWATRS is the IT project part of UPWARD
Goodbye eWRIMS/RMS...

California Water Accounting, Tracking, and Reporting System
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For Division Staff 
• Cases and workflows
• Import of data directly from 

paperless forms
• Improved data visualizations
• Integrated electronic documents
• Improved public help system
• Geospatial enhancement to data

For Water Right Owners/Public
• User Accounts!

o Access to your own records
• Paperless Forms
• Improved communications with 

Division
• Single login for applications, 

change requests, annual reports



CalWATRS High-Level Timeline
Phase 1 – Foundation of new system (Spring 2023- Spring 2024)

• Discovery of current processes, design of future processes
• Developing intake forms and staff workflows

Phase 2 – Minimum Viable Product (Spring 2024 – Spring 2025)
• Build out full public, water right holder, and staff interfaces
• Final testing of new system, data conversion
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CalWATRS goes live, old systems no longer used (Spring 2025)

Future Enhancements, Ongoing Maintenance (2025 – 2028)



Phase 1 Timeline

Phase 1 Implementation
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Phase 1 
Demo

5/13/24

*Sprint 7 has an extra week due to the Federal holidays around Christmas and New Years 

Project 
Initiation

Product Increment 2

PI 2 Story 
Grooming

Product Increment 1

Sprint 1 Sprint 2 Sprint 3 Hardening 
Sprint 4 Sprint 6 Sprint 7* Hardening 

Sprint 8

SIT SIT SIT / 
Regression

UAT UAT

Training Training

Data 
Conversion

Complete Digitization

Complete OCR Documents

Pilot

Sprint 1 
Pre-Build

Approve 
Backlog

DemoFirst Public 
Meeting

Initial 
Advisory 
Group 

Meeting

Next 
Advisory 
Group 

Meeting

Discovery / Sprint 0

Design

Sprint 5

SIT SIT SIT / 
Regression

Product Increment 2Product Increment 1

Sprint 2Sprint 1 Sprint 3 Hardening 
Sprint 4Sprint 2

Mock Conversion



eWRIMS Currently
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eWRIMS Currently
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CalWATRS Mockups

33



CalWATRS Mockups
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CalWATRS Mockups
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Before we do a few 
interactive activities...any 
questions or comments so 

far?



Mentimeter
Activities

Please take out your cell phones

Use your phone's camera to follow the QR 
code to activity



Jamboard
Activity

https://jamboard.google.com/d/17LfDNHNn1a
TGB4fMeB5zLFAbPPeFo1RUPGQYDG8zVJc/e
dit?usp=sharing

https://jamboard.google.com/d/17LfDNHNn1aTGB4fMeB5zLFAbPPeFo1RUPGQYDG8zVJc/edit?usp=sharing%E2%80%8B
https://jamboard.google.com/d/17LfDNHNn1aTGB4fMeB5zLFAbPPeFo1RUPGQYDG8zVJc/edit?usp=sharing%E2%80%8B
https://jamboard.google.com/d/17LfDNHNn1aTGB4fMeB5zLFAbPPeFo1RUPGQYDG8zVJc/edit?usp=sharing%E2%80%8B
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UPWARD Meeting
Questions and Open Discussion

Zoom: Raise your hand
Phone: Press *9 to raise/lower your hand and *6 to unmute
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