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To:  Edwards Aquifer Habitat Conservation Plan Implementing Committee 

From:  Edwards Aquifer Habitat Conservation Plan Budget Work Group 

Date:  September 3, 2026 

 
Overview: 
 
On September 3, 2026, an annual meeting of the Edwards Aquifer Habitat Conservation 
Plan (EAHCP) Budget Work Group was held to receive a report from Edwards Aquifer 
Authority (EAA) staff pertaining to the EAA’s Financial Forecast and to make 
recommendations regarding the EAHCP program budget. The Budget Work Group has 
been charged by the EAHCP Implementing Committee to “collaborate with and inform 
the EAA budget process, as it relates to the EAHCP, EAHCP Reserve and EAHCP Aquifer 
Management Fee and to address fiscal issues as they arise and are referred by the 
Implementing Committee.” 
 
Members of this Work Group include:  

• Roland Ruiz, EAA designee (Chair) 
• Robert Mace, EAHCP Implementing Committee (IC) Member (Texas State 

University) 
• Myron Hess, EAHCP Stakeholder member (Living Waters Project) 
• Benjamin Benzaquen, San Antonio Water System designee  
• Adam Yablonski, EAHCP Stakeholder member, Medina County Farm Bureau 

 
Work Group Discussions:  
 
 EAA staff presented information on the following items at the meeting:  

• Receive presentation and consider possible action associated with the EAHCP ITP 
Forecast 
 

 
Financial Forecast (2027):   
 
EAA staff presented a projected Financial Forecast for the EAA, including both the EAA 
General Operations and Habitat Conservation Program budgets. A detailed illustration 
was given of how the 7.1 Budget compares to actual expenses (Table 7.1A) thus far and 
as projected through 2027.  Excluding costs for additional triggering events of VISPO or 
ASR recovery in 2027, the current projections show the EAHCP will be about $31.8 
million under budget by the end of 2027.  
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A comparative look at the combined EAA/EAHCP expense projections through 2027 was 
provided. The EAA operating budget is forecasted to incur a small increase in 2027 
whereas the EAHCP budget is projected to see a sharp decline as it reaches the end of 
the current Incidental Take Permit (ITP). By design, this decline in EAHCP budget is 
largely a result of the expected decrease in programmatic expenses but, as noted above, 
it does not provide for any additional VISPO trigger occurrences after 2026 (for 
forbearance in 2027 or 2028) or any ASR recovery expenses.  
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A concise look into the Reserve Fund Projections was provided for the Workgroup to 
discuss the combined EAA Aquifer Management Fee (AMF) rate and Reserve Forecast. In 
recent years, the Work Group has been consistently evaluating the declining AMF portion 
allocated to HCP vs. EAA operations and any correlating, negative effect on the reserve 
balance. Similar to 2026, the EAA has proposed a $7 overall increase to the combined 
AMF rate for 2027, going from $97 to $104. As discussed in previous years, this increase 
is in response to current inflationary costs and maintaining a combination of fund 
reserves capable of absorbing future potential VISPO trigger events.   
 
It is noteworthy to add that the HCP Program AMF rate portion is projected to slightly 
decrease to $34 in 2027, from $35 in 2026, which is based on projections that HCP 
Program expenses are expected to significantly decrease as we near the end of the 
current ITP. With this decrease in programmatic costs, which is premised on the 
assumptions noted above regarding no additional VISPO forbearance events in 2027 or 
2028 and no ASR recovery expenses, the HCP Reserve Fund balance is projected to be 
approximately $5.8 million at the end of 2027. The overall EAA General Reserve Fund, 
which can be used to help cover EAHCP expenses, is projected to be at just over $21 
million at that point, based on the same assumptions. The EAA staff indicates its intent 
to continue to evaluate program expenses and how they affect the reserve fund each 
year.  
 

 
 
EAA staff provided additional information regarding current trigger probabilities for 
both VISPO and ASR. Given aquifer conditions as of July 1, 2026 (642.8 ft msl), the 
probability of a VISPO trigger for 2026, with forbearance in 2027, was characterized at 
approximately 11%. It was noted that based on historical frequency of occurrence of over 
91 years on record in which the J-17 index well was above 640 ft msl on July 1st, 74 of 
those years did not result in a VISPO trigger threshold on Oct 1st.  The cost of a potential 
VISPO trigger for forbearance in 2027 is not currently included in the 2027 proposed 
budget.  The determination of whether VISPO forbearance is triggered for 2027 trigger 
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will be made by October 1, 2026, based on J-17 levels.  ASR forbearance will be triggered 
for 2026, given that the 10-year rolling recharge average as of June 1, 2026 fell to 
464,000 AF, which is below the 500,000 AF criterion.  Furthermore, the chance of 
additional ASR forbearance is 94% for 2027 and 87% for 2028. It was noted that, because 
of the structure of ASR forbearance agreements, which build forbearance payments into 
the annual rate, ASR forbearance does not automatically result in additional program 
costs. Additional program costs potentially would be incurred if J-17 levels fell below 
630 feet msl before the 10-year rolling recharge average recovered to above 500,000 AF, 
resulting in ASR recovery expenses. 
 
At the end of the meeting, Workgroup members noted uncertainty about how the VISPO 
and ASR springflow protection programs will be structured during the ITP transition 
phase and beyond.  Hence, the EAA was requested to provide additional clarity on the 
EAA’s approach towards this and EAA staff provided the following statement that was 
not provided at the workgroup meeting: 
 
As the EAHCP and associated ITP near expiration, the EAA has been working to secure 
long-term leases of groundwater rights to be used to bridge the gap as the permittees 
transition to a new EAHCP.  Leasing rights will continue to be the focus of the organization 
during 2026 and early 2027.  In the meantime, the EAA is working to consider some 
economic studies to help determine the appropriate price points for forbearance 
agreements as we move into the future.  The plan is to have several forbearance contract 
options hit the market in the summer of 2027 so that at least a good portion of contracts 
can be in place before the issuance of the new EAHCP/ITP. 
 
In the meantime, the organization will continue to explore alternative avenues to control 
groundwater rights that can work in harmony with leases and forbearance agreements 
to help meet the goals of the EAHCP. 
 
Findings: 

• The current financial projections and cost estimates presented to the Budget 

Work Group indicate an adequate budget for the EAHCP program for fiscal year 

2027. 

• The work group acknowledged that there will be a proposed $7 overall AMF rate 

increase in 2027 coinciding with a $1 decrease in the HCP Program allocation.  

• The work group understands that even with the EAHCP Budget Reserve Fund 

decreasing over the final years of the current ITP, any future potential trigger-

based expenditures prior to the end of the current ITP will be addressed through 

the toggling, and/or adjustment, of AMF Rates and usage of the EAA General 

Reserve fund. 

Recommendations: 

The Work Group makes no formal recommendations for the EAHCP Implementing 

Committee to forward to the EAA Board this year. 



 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

APPENDIX A 

SLIDE PRESENTATIONS 



EAHCP BUDGET WORK GROUP

SEPTEMBER 3, 2026



CHARGE OF THE EAHCP BUDGET 
WORK GROUP

Collaborate with and inform the EAA Budget Process, as 
it relates to the EAHCP, EAHCP reserve and EAHCP 
aquifer management fee.

Address fiscal issues as they arise and are referred by the 
Implementing Committee.
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EAHCP 7.1A ANALYSIS 
AND FORECAST
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Aquifer Storage & Recovery, 
$104,295,000 - 40%

Regional Water Conservation, 
$19,730,000 - 8%

VISPO,
 $62,580,000 - 24%

Program Management, 
$11,250,000 - 4%

Refugia, 
 $25,178,955 - 10%

Modeling & Research, 
 $6,450,000 - 2%

San Marcos Springs, 
$16,394,000 - 6%

Comal Springs, 
$16,030,000 - 6%

Aquifer Storage & Recovery

Regional Water Conservation

VISPO

Program Management

Refugia

Modeling & Research

San Marcos Springs

Comal Springs

EAHCP Table 7.1
"BIG PICTURE"
2013-2027 $261,907,955
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7.1 ADJUSTED
“TABLE 7.1A”

TRACKS ACTUALS FOR CLOSED YEARS AND 
FORECASTED PERIODS THROUGH THE END OF THE ITP.

5



TABLE 7.1 AND TABLE 7.1A COMPARISON 
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$31.8m



PROGRAM TOTALS| TABLE 7.1 AND TABLE 7.1A COMPARISON 
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EDWARDS AQUIFER AUTHORITY

TABLE 7.1 AND TABLE 7.1A COMPARISON 
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CITY OF SAN MARCOS/TEXAS STATE UNIVERSITY

TABLE 7.1 AND TABLE 7.1A COMPARISON 
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TABLE 7.1 AND TABLE 7.1A COMPARISON 
CITY OF NEW BRAUNFELS
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EXPENSE PROJECTIONS

Note: Percentages indicate year-to-year percentage change in budget/forecast.
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RESERVE FUND PROJECTIONS

12



Rate & Reserve Forecast

11

Forecasted Ending Reserves (in Millions)

Must be accompanied by oral discussion for full presentation.

Municipal & Industrial AMF rates

$62 $70 $78
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2026-B 2027-F 2028-F 2029-F 2030-F 2031-F

General Fund: Aquifer Management Fee EAHCP Fund: Program Aquifer Management Fee EAA Aquifer Management Fee

$120
$129

$139

2026-Est 2027-F 2028-F 2029-F 2030-F 2031-F
General Fund $24.5 $21.4 $19.7
EAHCP Fund $7.2 $5.9 $1.5
EAA All Funds $18.9 $12.4 $2.8
Total $31.7 $27.2 $21.1 $18.9 $12.4 $2.8

$97
$112

$104



EAHCP DROUGHT PROBABILITIES:  VISPO & ASR FORBEARANCE
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VISPO FORBEARANCE
 VISPO Trigger: “If, on October 1st of a year, the J-17 Index well water level 

is at or below 635 feet msl, the General Manager of the EAA shall issue a 
notice of a Forbearance Year. A Forbearance Year commences on January 
1st of the year following the year in which the General Manager issued a 
notice of a Forbearance Year.”

• As of July 1, 2026, the water level in J-17 was 642.8 ft msl. Over the 91 years on 
record, when J-17 was above 640 ft msl on July 1 (74 times) VISPO was not 
triggered.

o Thus, the probability of reaching the VISPO trigger in 2026, for 
forbearance in 2027, is about 11% or less, based on the historical 
frequency of occurrence.



EAHCP DROUGHT PROBABILITIES:  VISPO & ASR FORBEARANCE

14

ASR FORBEARANCE
 ASR Trigger: “If, on June 1st of a year, the Ten-year Rolling Average of the Estimated 

Annual Recharge to the Aquifer is equal to or less than 500,000 AF/annum, the General 
Manager of the EAA shall issue a notice of a Forbearance Year. A Forbearance Year 
commences on January 1st of the year following the year in which the General Manager 
issued a notice of a Forbearance Year.”

• The June 1, 2026, 10-year rolling average recharge, based on recharge estimates for 
years 2016–2025, was 464,600 acre-feet.

• Probability of an ASR Forbearance Year for years 2027 – 2029:
• 1 or more ASR forbearance years >95% percent 
• 2027: 94% 
• 2028: 87%

• Recharge in 2026 would have to be at least 1,575,000 AF to raise the 10-year 
average to 500,000 AF. Recharge has reached or exceeded 1,575,000 AF in only 5 of 
the 91 years on record.



QUESTIONS?

THANK YOU!
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2026 EAHCP Budget Work Group 

Meeting Agenda 
Thursday, September 3, 2026 

11:00 a.m.  - 12:00 p.m. 
 

 

 

1. Confirm attendance  

 

2. Public comment  

 

3. Receive presentation and consider possible action associated with the EAHCP 

ITP Forecast 

 

4.       Public comment 

 

5.       Future meetings 

 

6.  Adjourn 
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2026 EAHCP Budget Work Group 

Meeting Minutes 
Thursday, September 3, 2026 

 

Members of this Work Group include Roland Ruiz (Chair - Edwards Aquifer Authority, 
Benjamin Benzaquen (San Antonio Water System),), Adam Yablonski (Medina County 
Farm Bureau), Myron Hess (Texas Living Waters Project), and Robert Mace (Texas State 
University).  
 

1. Confirm attendance. 
Roland Ruiz called the meeting to order at 11:00 a.m.  All Work Group members 

were present. 

 

2. Public comment. 

 There were no comments from the public.  

 

3. Receive presentation and consider possible action associated with the EAA’s 
Financial Forecast (2027)  
 
EAA Controller Shelly Hendrix presented the EAA’s financial forecast that was 

presented to the EAA Board on 7-14-26.  That forecast provided an overview of 

how the EAHCP budget is allocated amongst its various programs and expense 

categories.  It should be noted that the forecast is predicated on assumptions 

about future expenses, rate considerations & reserves.  A comparative look at 

the projections between Table 7.1 and Table 7.1A indicates expected cumulative 

expenditures at $31.8 million below Table 7.1 values for the EAHCP through 

2027 at a total of $230 million. These forecast updates are based on estimates 

of expenditures through the end of 2027, including the 2027 proposed EAHCP 

budget.  

 

It was noted that the proposed 2027 Budget does not include suspension 

payments for a VISPO trigger, although that formal determination of a 

suspension is made on Oct 1st each year. If triggered on Oct 1st, EAA staff will 

adjust the budget accordingly before it goes before the EAA Board for adoption 

in November 2026. 

 

The combined EAA General Operations/EAHCP expense projections through 

2027 were provided.  The annual expenses for EAA General Operations are 

projected to hold steady at approximately $28 million whereas the EAHCP 

expenses are forecasted at $13.7 million in 2027. However, those amounts 

would change with additional VISPO suspension and/or ASR recovery.  
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Myron asked if the current VISPO forbearance agreements in place are set to 

expire at the end of 2027.  Shelly clarified that they will terminate on January 1, 

2029, covering any forbearance needed in 2028.  Myron further inquired if these 

current agreements are enough to meet to reach our VISPO program goal and 

EAA Deputy GM Marc Friberg commented that we are just a little short of this 

goal but that the EAA has leased additional water to address this deficit during 

the permit roll-over timeframe. Marc further remarked that the EAA will be 

using non-EAHCP budgeted funds to serve as a bridge between ITP permits for 

any potential VISPO triggers.  Roland added that a buffer is intentionally being 

built into the EAA Reserve Fund to cover such expenditures. Marc also 

acknowledged that expense projections for forbearance-type projects under the 

renewed EAHCP term are still being developed. 

 

The EAHCP Budget Reserve Fund projections were presented to the Work Group. 

The combined AMF rate is proposed to increase from $97 to $104 in 2027.  This 

marks the 4th consecutive year of AMF rate increases, which is a result of the 

decision made in 2023 to intentionally raise rates to prepare for the permit 

rollover and its associated costs. It should be noted that there is an annual 8% 

cap on any increase in the combined AMF rate.  Ben asked Shelly if she could 

share the future rate projections (beyond 2027) that was recently shared with 

the EAA Board.  Shelly obliged and provided the Rate and Reserve forecast 

information through 2031.  She gave the caveat that the projections provided 

are conservatively budgeted for future expenses and any future savings will be 

returned to the EAA Reserve fund.   

 

Myron compared the reserve fund balance projections given at last year’s 

meeting to actual values in the presentation and asked about the drivers for the 

increases from about $22.4 million projected for the General Reserve to about 

$29 million shown as actuals for FY 2025 and for an increase of almost $4 

million for the EAHCP Reserve as actuals for FY 2025 compared to projected. 

Shelly replied that it is simply due to cost savings, such as salaries/benefits 

savings or projected contractual costs being lower than expected.  Marc added 

that some strategic use of long-term leases in lieu of VISPO forbearance also 

contributed to the savings. Those reserve fund balances are being built up to 

help in bridging the transition to the next iteration of the HCP. 

 

The Drought Probabilities for VISPO and ASR Forbearance for 2027 were 

provided to the Work Group.  For VISPO, it was noted that as of July 1, 2026, 

water levels in J-17 were fairly low (642.8 ft msl). Using this same scenario when 

J-17 was above 640 ft msl on July 1 over the 91 years on record, 74 of those 

years would not have resulted in a VISPO trigger level  at or below 635 ft msl on 

October 1st. Thus, the probability of reaching the VISPO trigger in 2026, for 

forbearance in 2027, is about 11% or less based on the historical frequency of 

occurrence.  It was reiterated that if water levels reach the VISPO trigger level on 
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October 1, the EAA will include the VISPO forbearance payments in the 

projected 2027 expenditures. 

 

For ASR Forbearance, it has been determined that there is a 100% chance of 

forbearance in 2027 because the rolling 10-year average recharge value was 

464,000 AF as determined on June 1st for the 10-year period ending 12/31/2025 

which sits below the ASR forbearance trigger amount of 500,000 AF. It would 

require at least 1,575,000 AF in recharge for 2026 to raise the 10-year average 

back above 500,000 AF and that amount of recharge has only happened in 5 of 

the 91 years on record, which makes additional ASR forbearance in 2028 

extremely likely. For the 2027 – 2029 period, there is a 95% probability that 

there will be one or more additional ASR forbearance year.  More specifically, 

there is a 94% chance of triggering in 2027 for forbearance in 2028 and an 87% 

chance of triggering in 2028 for forbearance in 2029. Marc confirmed that 

current ASR forbearance agreements do not result in additional payments 

during forbearance years because compensation for forbearance is built into the 

regular annual payments. 

 

Shelly also noted that there is a secondary trigger for the ASR program for 

additional forbearance that would raise Operations and Maintenance (O&M) 

withdrawal cost considerations.  Ben requested more clarification on this and 

Marc stated that if the 10-year rolling average falls below 500,000 AF and the 

J17 index well hits 630 msl in the same year, SAWS could be subjected to 

additional forbearance obligations, with the EAA paying for the associated 

withdrawal/recovery costs consistent with an existing interlocal agreement.   

 

Myron asked if future ASR and VISPO agreements beyond 2027 are being 

considered now, which Marc stated that this process has already begun, with 

intentions to have all ASR forbearance-type agreements/leases formally set-up 

at the beginning of 2027 to begin in 2028 and beyond. Existing ASR forbearance 

agreements will cover forbearance occurring in 2027 and 2028. 

 

Roland asked if there is anything that the Work Group would like to pose as a 

formal recommendation to the Implementing Committee. Robert stated that he 

did not feel that any recommendations should be made. Myron agreed that 

based on the information provided there did not appear to be a need for 

specific recommendations to be forwarded to the EAA Board. He also suggested 

it would be greatly beneficial if Marc could incorporate an additional summary 

in the Budget Work Group final report of the approach that the EAA is taking 

towards securing future forbearance-type agreements. 

 

After discussion, Budget Work Group members acknowledged that a Final 

Report would be developed with assistance from Damon and finalized through 

email communications without any recommendations for specific action by the 

Implementing Committee with the Final Report to be provided to the 

Implementing Committee at their next meeting on October 8, 2026.   



    

4 
 

 

4. Public comment 

There were no comments from the public.  

 

5. Future meetings 

No date was set for any additional Work Group meetings in 2026.  

 

6. Adjourn – 11:34 a.m.  
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