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Good Morning!
What kind of panda do you feel like today?
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Hello and reflection: 
what brings you to this space today? 

Jessica Ludy
Flood Risk Program Manager
San Francisco District

Emily Marcil
Lead Planner
Detroit District



Why we are here today...
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Flood safety Whole-community well-being, 
including unhoused 
communities

Interagency collaboratio
n

Systemic barriers to 
flood resilience



Outline

• US Army Corps of Engineers Background
• Project Overview 
• Findings 
• Actions for Change
• Discussion



Who are we and what do we do?
U.S. Army Corps of Engineers San Francisco District



1. We implement water resource projects:
- Ecosystem Restoration
- Navigation
- Flood Risk Management
- Multipurpose

2. We permit projects along waterways

3. We operate and maintain water infrastructure (federal ship channels, dams) 

4. We support state emergency management and response activities

US Army Corps of Engineers Missions

Project funded: Congressionally authorized + congressionally appropriated. 



National Silver Jackets 
Interagency Program
• State-led collaboration with federal & local 

agencies, community partners
• Technical assistance to communities to reduce 

flood risk across the disaster cycle

• Whole of government and community approach. Before

DuringAfter

Operations/
Maintenance

Flood Risk Management Cycle



Our work affects and is affected by 
all communities living in and near 
water resources infrastructure.

• We build and manage infrastructure

• Our local partners are concerned about 
levee performance & safety

• Issue is growing nationally and we are 
concerned
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Why are we involved in this discussion?



Administrative priorities for environmental justice 
call for centering the experiences of marginalized 
communities in our work
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Benchland Camp, San Lorenzo River, 2021-2022



What did we do?
The project



Levee

Flood Risk

Infrastructure 
Risks

Increased 
chance of 

failure

Loss of 
federal 

support after 
infrastructure 

damage

Damage to 
infrastructure

Levee

The Problem as it came to us



Unsheltered Flood Resilience Project
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Goals
• Improve the life safety, public health and long-term well-being for 

unsheltered individuals and households before, during, and after floods
• Help flood and water agencies build the capacity and resources they 

need to manage flood risk at this interface

Approach:  Workshops
• Center the needs of flood-prone unsheltered communities across the 

flood risk management cycle
• Increase collaboration & knowledge exchange between & across 

disciplines and agencies
• Identify barriers
• Develop set of care-centered flood risk management recommendation



Workshop #1 – Los Angeles, July 19, 2022
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• Parks & recreation
• Public works
• Water resources managers/dam operators
• County social services
• Law enforcement

Participation

• Breakout session 
• Jam board

Format

• Identify local needs and future actions for care-driven FRM response

Goals



Workshop #2 - San Francisco Bay Area – Nov 9, 2022
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•flood risk & emergency managers
•health & social services
•environmental interests
• grassroots orgs for usheltered communities
•state & federal agencies

Participation

•Subject matter experts in issues of homelessness
•Infrastructure operators & managers
•State and federal agencies (California Of. Emerg. Svc, HUD, USACE)

Format: Panel Discussion

•Shared understanding of lived experience of flood-prone unsheltered 
communities

•Shared understanding of risks to levee safety and infrastructure
•Identify care-informed actions & resources to move the needle

Goals



What did we learn?
Outcomes



Levee

Flood Risk
Unhoused 
communities 
in waterways

Global contributors to homelessness in waterways:
Systemic inequity; lack of affordable housing & health care; low wages; lack 

of shelter resources;  safety concerns; & restrictive rules at shelters

Environmental 
Risks

Habitat 
degradation 

Fires

Water 
quality

Loss of 
newly 

planted 
areas

Infrastructure 
Risks

Increased 
chance of 

failure

Lack of social 
service 

workers/
training

Damage to 
infrastructure

Safety of 
maintenance 

crews

Clogging from 
tarps, tents, 

shopping 
carts, make 

flooding worse
Protected 

Community 
Risks

Flooded 
infrastructure

Heightened 
life safety risk

Levee

Unsheltered 
Risks

Loss of 
belongings

Separation 
from loved 

ones

Injury, 
illness, 

targeted 
violence, 

death

UNSHELTERED PEOPLE LIVING IN WATERWAYS



Los Angeles Workshop Findings

18

Coordinating 
evacuations and 
outreach to camps

Hiring staff with social 
work and behavioral 
health expertise 

Consistent levee repair 
and O/M

What they are doing What else is needed

Information and clarity on 
various agency roles and 
responsibilities.

Pre-storm coordination on 
clean up and rapid 
permitting.

Multijurisdictional 
coordination in advance.

More staff, shelter space, 
and resources to connect 
individuals during a flood.



Bay Area Workshop Findings: Panel 1
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Experience of unhoused people living in & near waterways

• Majority of people experiencing homelessness in SF 
Bay Area are 25, single, and unemployed

• Shelters may not be a preferred solution (mistrust, 
fear of assault, stringent rules, separation from 
partner/pets)

• Flood impacts are traumatic, often there is no 
individual capacity for flood preparedness

• Recognize homelessness is an experience, not an 
identity 



Bay Area Workshop Findings: Panel 2
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Managing flood risk infrastructure w. presence of unhoused 
people
• Encampments in flood safety infrastructure pose threats to 

those living in the infrastructure, the infrastructure itself, and 
operators

• Some communities dig into levee systems for shelter, creating 
expensive repairs

• Water quality and environmental degradation concerns from 
household debris and human waste

• Clean up activities are not well funded
• Some cities/water districts would like to-down coverage for 

moving folks out of high-risk flood areas



Bay Area Workshop Findings: Panel 3
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Care-driven floodplain and flood risk management
• Focuses on reducing trauma while safeguarding lives and 

belongings
• Centers needs of the individual rather than government agenda
• Disasters disproportionately impact to people with disabilities 

and functional or access needs 
• Trust-based relationships with unhoused communities are 

essential – work with groups and agencies who have a 
preestablished relationship

• Need collaborative, community-oriented solutions that bring 
individuals with lived experience to the table



Actions for change
Next Steps 



Project products and next steps
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• Project Summary Report

• Internal protocol + Phone tree*

• Follow on proposals for other 
regions.

• Connecting w. unlikely agencies to 
brainstorm and elevate discussion, 
creative problem solving.



USACE – Los Angeles Area Dam Operations Protocol
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Ongoing

• Perform regular 
outreach with known  
camps

• Work with law 
enforcement 
agencies to remove 
high danger camps 
withing FRM projects

• Perform regular 
maintenance on 
channels and dams 
to ensure each 
project is working as 
authorized

After

• Assess damage

• Clean up excess 
trash and debris 

• Coordinated call with 
various agencies to 
see what unsheltered 
communities were 
evacuated (AAR). 

During

• Reservoir operation 
center activates

• Monitor water levels

• Specific dams 
activated

• Channel watch may 
be activated

Immediately Before

• Notification within 
USACE from 
reservoir regulation 
center

• O&M team activation

• Activate dams and 
channel watch

• Call local law 
enforcement 
agencies with 
jurisdictions with 
encampments that 
may be in danger



Ongoing and 
future efforts

2025 Proposal Las Vegas

Nevada Silver Jackets Webinar

2024 San Diego Workshop

2024 Sacramento Workshop

2026 * Hopeful tentative 
specific plan and tabletop 
exercise in South Bay Area



San Diego Workshop April 2024 – 
Key (additional/new) takeaways

• Homelessness is a policy choice and a failure of system rather than a failure of 
the individual.

• Emergency housing should include options for individuals, families, and safe 
places for people not wanting to be in a facility.

• When conducting outreach to connect people with housing and resources, 
practice neighborhood-based, trust-based, and persistent outreach strategies.
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7 actions for care-informed floodplain 
management (& hazard mitigation) 

Use humanizing 
and respectful 
language to and 
about. 

1
Leverage all 
resources to 
improve outcomes 
in unsheltered 
communities 
during floods.

2
Integrate 
unsheltered and 
functional needs 
into Emergency 
Action Plans

3
Contact HUD 
Continuum of 
Care Providers

4
Build trust and 
coordinate w. orgs 
who work 
regularly w. 
unhoused 
communities

5
Bring unsheltered 
communities to 
the table

6
Connect with 
Interagency 
Council on 
Homelessness
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Additional Resources

HUD Disaster Recovery Homelessness Toolkit

When Crisis Collide: Supporting the Homeless 
Through Community Resiliency and Service 
Coordination
HUD Region IX

• National Association of Flood and Stormwater 
Management Agencies (NAFSMA) is engaged.

• Interagency Council on Homelessness is working 
this issue.
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• People internal and external to the Corps are eager for this type of information.

• Lots of people care about this, were inspired by this, and wanted to have more 
workshops, etc.

• This work can inform more of USACE activities, and all types of hazard mitigation 
activities. 

• Requests for presentations/findings, and for additional projects. 

• Prepare for reluctance and discomfort in being involved– “It’s not my responsibility”

Post workshops: What are we hearing?



Look ahead
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Parting words: yes/and

Either/or thinking limits our solutions.

Systems thinking presents a systems opportunity for 
the future we all want.



Reflection and thank you for showing up:

What is something you learned that you can put into action? 

Does something you learned make you feel stuck? 

Who in your community helps you feel unstuck?

Jessica.J.Ludy@usace.army.mil Emily.M.Marcil@usace.army.mil

mailto:Jessica.J.Ludy@usace.army.mil
mailto:Jessica.J.Ludy@usace.army.mil


Extra slides



Technical Assistance programs provide funding for Corps staff to work 
with communities and agencies on water supply, water quality, flood risk 
management, coastal storm risk management and ecosystem restoration 
planning efforts. 



Planning Assistance to States 
and Tribes 

• Develop plans and products to 
support state water resource 
planning priorities related to water 
quality, water supply, quality, 
flood risk management, climate 
adaptation,  etc.

• 50% Federal; 50% Non-Federal. 
Up to $665,000 cost-share waiver 
for tribes; 100% Federal if 
benefitting disadvantaged 
communities*

• Rolling funding requests

• Typically 12 – 24 mos.

• Project budget ~$400k - $1m

• Study and communicate flood 
risk; identify solutions for local 
flood risk management 
challenges.

• 100% Federal cost share. 
Sponsor can contribute funds to 
increase scope. 

• Rolling funding requests

• Typically 12 – 24 mos. 

• Project budget up to ~$250k

• Convene interagency (local, 
state, federal) partners to develop 
flood risk management solutions 
with shared responsibilities.

• 100% Federal cost share

• Annual application deadline 
March 31. Funding typically 
granted in October. 

• Typically 12 – 18 mos.

• Project budget up to ~$150k

Floodplain Management Services Silver Jackets Interagency Program

Technical Assistance and Planning Support Programs 

*As defined by Water Resources and Development Act 2022, Section 160 and implementation guidance 2023. 

https://www.spn.usace.army.mil/Missions/Projects-and-Programs/Planning-Assistance-to-States/
https://www.spn.usace.army.mil/Missions/Projects-and-Programs/Planning-Assistance-to-States/
https://www.spn.usace.army.mil/Missions/Projects-and-Programs/Floodplain-Management-Services/
https://www.iwr.usace.army.mil/Silver-Jackets/State-Teams/California/


How to request Technical Assistance and Planning Support funding

Identify your flood risk management or water resource need

Work with San Francisco District to identify best funding program

Submit project letter of request to San Francisco District (templates available)  

Work with San Francisco District to develop funding request

Submit funding request! *Wait time varies based on program 

If funding is granted… 

Write formal project scope and budget 

Start Project
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