


































































































































































































































B. Preserve Plan Implementation Phasing 

Preserve Plan actions would be implemented incrementally 
over the next 20 years.  Phase I Actions would be 
implemented within the first 1-3 years following Plan 
approval, and are further categorized into high, moderate, 
and low priority projects.  Phase II Actions would be 
implemented during years 4-10 and Phase III during years 
11-20.  

This proposed phasing schedule, which allows the Preserve 
to open as early as 2018, was determined to be the most 
expedient given the many on-the-ground actions that must 
be completed prior to opening to general public use.  These 
actions include:

•	 Design and construction of a new parking area and 
associated amenities near Upper Lake/Alma College, 
formalizing a safe pedestrian crossing of Bear Creek 
Road, and design and construction of a new connector 
trail to existing trails on the west side of the Preserve;

•	 Extensive invasive species management and 
restoration of large, trail-side weed infestation areas;

•	 Vegetation management and high priority 
improvements (erosion control and stream crossings), 
signage and visitor amenities along nearly 15 miles of 
existing trails;

•	 Major improvements to Bear Creek Stables, including 
redevelopment of public areas, installation of 
restrooms and other visitor infrastructure, roadway and 
parking improvements, and pasture restoration;

•	 Cleanup of the former Alma College site to address 
hazards and stabilize structures that may later be used 
by a partner.

In general, Preserve Plan actions are phased to balance 
stewardship and access priorities.  The western Preserve 
zone, which contains the best-preserved redwood stands, 
and an existing road network accessing the full extent of 
the property and view opportunities, received the highest 
priority for public access.  The western zone also has 
somewhat fewer stewardship and road upgrade needs than 
the eastern Preserve, which has a more intensive land-use 
history.  Therefore, Phase I actions focus on opening the 
western Preserve first, within the first three years following 
Plan approval.   The eastern Preserve would remain closed 
to general public use in Phase I (although current Stables 
and other permit-only uses would continue).  

Preserve Phase I Actions

High Priority
•	 Complete road/trail infrastructure upgrades, install 

wayfinding and regulatory signage, and open western 
side of Preserve to hiking and equestrian use

•	 Design and implement at-grade trail crossing, and/or 
undercrossing of Bear Creek Road

•	 Initiate design and construction of water infrastructure 
and other high priority projects at Bear Creek Stables

•	 Finalize stables lease for long-term tenant
•	 Design and construct Alma College parking area
•	 Prepare/finalize cultural resource evaluation, 

stabilization and enhancement plan
•	 Prepare and begin implementing Ponds/Lakes Plan
•	 Survey and provide recommendations for management 

of bat populations
•	 Construct alternate bat habitat structures
•	 Develop long-term management plan for SOD
•	 Reinforce former Alma College site security
•	 Prepare road maintenance plan and begin control of 

high priority weed infestations
•	 Prepare hazardous materials plan
•	 Initiate Webb Creek Bridge replacement for enhanced 

emergency response access

Moderate to Low Priority
•	 Install wildlife-friendly horse water troughs
•	 Develop picnic sites near Alma College and the Stables
•	 Define regional trail connections
•	 Survey and monitor rare plant populations
•	 Implement Upper Lake improvements 

The eastern Preserve will open to general public use within 
Phase II, 4 to 10 years following Preserve Plan approval. 
Major capital improvement projects at Bear Creek Stables 
and to rehabilitated the Alma College cultural landscape 
should be substantially complete, and new northeastern 
zone trails must be constructed (and existing, degraded 
trails decommissioned), prior to opening.  A number of 
resource management projects will address noxious weeds, 
cleanup and restore landfill and other degraded areas, and 
stabilize and enhance the ponds. A new public parking lot 
and other visitor amenities will facilitate greater public use 
of the Stables.  Also in the northeastern zone, several major 
stream crossings will be installed to complete missing 
segments of the future multi-use trail, which is targeted for 
opening in Phase II. These and other Phase II actions are 
listed below.
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Preserve Phase II Actions

High Priority
•	 Construct new trails and stream crossing infrastructure 

in the northeastern zone, including new segments of 
the multi-use trail

•	 Close redundant or oversteep trails to public access 
and restore if feasible

•	 Formalize regional trail connections, and open  
multi-use trail 

•	 Open trails on eastern zone, including former Alma 
College site’s interpretive trail and the Stables Loop 

•	 Continue design and implementation of Stables 
boarder area improvements, public access and visitor 
facilities

•	 Treat invasive species and restore degraded areas
•	 Begin work of stabilization and interpretation at former 

Alma College site

Moderate to Low Priority
•	 Explore alternatives for funding sources and strategic 

partnerships
•	 Implement further lake management 

recommendations
•	 Work with partner agencies to develop wildlife linkages

Phase III of Preserve Plan implementation focuses on 
completing trail connections in the eastern Preserve zone.  
Two new trail segments will link the high-use areas at the 
Stables and Alma College sites to the farther reaches of the 
summit area.  These new trails must be constructed across 
steep, rugged terrain, and existing trails in this zone require 
re-contouring and, in some cases, decommissioning and re-
routing.  A new trail will be constructed in the western zone, 
contouring through the dense redwood forest in the Webb 
Creek drainage.   Final improvements to the Stables and 
the Alma College Cultural Landscape will be completed in 
Phase IIl.  Finally, if demand for additional Preserve parking 
requires, a third parking area near the Stables and Highway 
17 (the lower parking area) will be constructed.

Preserve Phase III Actions

High Priority
•	 Complete southeastern trails and Webb Creek trail
•	 Finalize Stables facilities
•	 Finalize Alma College improvements

Moderate to Low Priority
•	 Construct North parking area
•	 Study feasibility of potential future parking area 4
•	 Develop interpretive programs for rest of Preserve 

areas (outside of Alma College and Stables)

Bear Creek Stables Site Plan
In July 2016, the Board reviewed the Bear Creek Stables 
site design alternatives and corresponding preliminary 
phasing scenarios and selected Phased Alternative A2 
as the preferred alternative.  This alternative includes 
necessary improvements for the existing Stables facilities 
and a new caretaker residence, and would accommodate 
62 boarded horses. Public access improvements would 
include a livery stables (for public program horses) visitor 
information kiosk, visitor parking, restroom and a public 
open air riding arena. Pasture areas would be fully restored 
to natural landscape and the paddock area would be rebuilt 
for improved drainage and equestrian health and safety.  

As described in Chapter 3, the improvements for Bear 
Creek Stables will be implemented in phases, subject 
to funding availability. High priority and lower priority 
components of the Stables plan are identified in Table 
03-6 and in Figure 03-8B. Potential phasing of the selected 
alternative is provided below.  However, the actions, 
phasing, and funding source are subject to change during 
the planning and permitting process.
 
Stables High Priority Improvements - $4.5M  
(includes water system)
•	 Demolition of structures and stabilization of old stables 

building
•	 Hillside restoration
•	 Public access area restroom
•	 New public access area livery stable and arena
•	 Limited improvements to roads (gravel), parking, hay 

barn, manure dump (public area)
•	 Interim improvements to existing boarder area (new 

fencing, shelters, footing, drainage improvements)

Stables Lower Priority Improvements - $3.4M
•	 Replacement of caretaker house/office 
•	 Additional road upgrades: asphalt roads and  

parking areas
•	 Replacement of hay barn
•	 New maintenance/storage building
•	 New vehicle/horse trailer parking lot
•	 Restore old stables building 
•	 Additional improvements to reconfigure boarder area; 

upgrade paddocks, shelters, boarder arena and round 
pen; and add restroom
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Alma College Cultural Landscape 
Rehabilitation Plan Implementation Guidelines
Proposed rehabilitation actions for Alma College Cultural 
Landscape are shown in Figure 03-9B.  In general, these 
proposed actions enhance the overall site for interpretive 
purposes.  Some buildings are proposed for partial 
demolition (leaving foundations in place at grade), while 
other, more structurally-sound buildings would be retained, 
stabilized, and made available for potential re-use by a 
partner organization. 

The proposed actions, phasing, and conceptual-level cost 
estimates are shown below.  The site would be ready to 
open to public access following Phase IA, however, Phase I 
in its entirety (i.e. Phases IA, IB, and IC) is required for the 
full project to comply with the Secretary’s Standards for 
Rehabilitation of Cultural Landscapes.  In other words, full 
implementation of Phase I actions adequately balances 
cultural resource stewardship with the adverse impacts 
associated with building demolition and construction of 
a new parking lot within the Alma College complex.  It is 
anticipated that compliance with the Secretary’s Standards 
will, at a minimum, be required by the County of Santa 
Clara (County) as a condition of Phase IA permit issuance.  
However, this will not be known until the District begins 
to consult with the County and/or a permit application is 
submitted (note: the County Historical Heritage Commission 
would likely review a future permit application).
 
Alma College Phase IA: Clean Up - $1.3M  
(Measure AA Funded)
•	 Demolition of garage, classroom, and 1950 library 

buildings; partial demolition of 1934 library
•	 Stabilization and security measures to retain carport 

structure for bat habitat
•	 Safety and security (includes fencing and limited 

structural stabilization) 
•	 Hazardous materials remediation
•	 Vegetation management 

Alma College Phase IB: Minimal Stabilization and 
Rehabilitation (Measure AA Funded) - $2.9M
•	 Stabilization of chapel 
•	 Rehabilitation of shrines, lily pond and Roman plunge 

hardscape
•	 Minimal native vegetation planting
•	 Interpretive elements  

Dense understory at the Preserve
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Dramatic Madrone trunk at Bear Creek Redwoods Preserve
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Alma College Phase IC: Minimal Stabilization and 
Rehabilitation (District General Fund or Grant Funded) 
- $3.2M
•	 Careful placement of native plantings to convey historic 

landscape
•	 Stabilization of 1934 library roof
•	 Stabilization of north retaining wall 
•	 Fire suppression water (hydrant system utilizing Upper 

Lake as source)

Alma College Phase II: Enhanced Public Access - $4M 
(Partner and/or Grant Funded)
•	 Rehabilitation of 1909 chapel for re-use, including 

utilities
•	 Modifications to 1934 library roof for use as an open 

air pavilion
•	 Restroom facility and related infrastructure 

Preservation Maintenance or Monitoring Plan 
The compliance of the Alma College Site Cultural Landscape 
Rehabilitation Plan under the Secretary of the Interiors 
Standards for Rehabilitation heavily relies on ensuring that 
future individual projects identified in the Rehabilitation 
Plan also comply with the Standards. It is necessary to 
adopt a Preservation Maintenance or Monitoring Plan that 
will guide future work on the site. 
 
The Preservation Maintenance or Monitoring Plan will have 
to outline specifications for removal, retention, stabilization, 
preservation, rehabilitation, and restoration of the site, 
and will have to be be formulated by a team with a firm 
understanding of preservation maintenance techniques 
that would allow the property owner to address issues 
relating to building or landscape failure, stabilization, and 
rehabilitation without negatively impacting the property’s 
existing character. 
 
The Maintenance or Monitoring Plan should also include 
specifications for the treatment of unexpected discovery of 
archaeological evidence during the rehabilitation.    

Qualified Professionals  
In order to implement the Alma College Site Cultural 
Landscape Rehabilitation Plan in a manner that is 
compliant with the Standards, qualified professionals who 
meet or exceed the Standards outlined by the National Park 
Service should be retained at the individual project-level. 
 
The preservation professional may lead the project, or work 
as a consultant to a larger team including experts in other 
fields. However, the preservation professional must be 
consulted in all aspects relating to the removal, retention, 
and rehabilitation of character-defining features at the 
former Alma College site. Furthermore, the preservation 
professional should be responsible for monitoring 
compliance with the above.
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C. Implementation Actions Summary

The following Implementation Actions Summary included in Table 4-1 is a part of the Preserve Plan and 
contains a summary of the information needed to implement it.  The Preserve Plan recommendations 
and guidelines were combined and/or summarized to create actions that correspond to the Plan’s 
Goals and Objectives, included in the Preserve Plan chapter (Table 3-1). Actions are organized 
according to the four elements of Public Use and Facilities, Natural Resource Management, Cultural 
Resource Management, and Maintenance and Operations, and the Preserve’s two key areas, the Bear 
Creek Stables and Alma College.

The Implementation Actions Summary is not intended as a commitment or approval to implement any 
specific recommendation or guideline, nor suggests or prescribes any specific partnership or funding.  
This table is for planning purposes only.  It is not intended as a guide to public lands, trails, or facilities.  

Priority
The Preserve Plan prioritizes each action based on its 
level of importance in fulfilling the Preserve’s vision. 
Some actions are also prioritized depending on whether 
these actions are dependent on the implementation of 
previous actions. For example, the proposed Bear Creek 
Road crossing near Alma College is given priority over the 
implementation of the multi-use trail, because the crossing 
must first be in place before the multi-use trail can be 
opened to cyclists. The priorities are divided as follows:
•	 High (H)		  Highest priority action
•	 Moderate (M)	 Second highest priority action
•	 Low	 (L)		  Third highest priority action

Phase
The Plan is long-range with an approximate 15-year horizon. 
Three main phases have been identified as described 
below.  If applicable, the “to be determined” phase 
accounts for those projects that are clearly beyond the 
District’s control.
•	 Phase I		  Years 1 to 3
•	 Phase II		  Years 4 to 10
•	 Phase III	 	 Years 11 to 20
•	 TBD	 Outside factors will determine schedule	

Table 4-1 contains the following information:

Goals and Objectives 
The Goals and Objectives are overarching principles that 
apply Preserve-wide and serve as a framework for the 
creation of more specific Actions tailored to each Plan zone, 
as outlined in Table  3-1.  Several Goals and Objectives 
do not appear in the Implementation Actions Summary 
because specific Actions have not yet been identified within 
them.  The Preserve Plan is a living document, with actions 
being added as they are identified.  Some new actions will 
require amendment and subsequent environmental review.

Action Description
Table 4-1 below briefly describes the scope of work for 
proposed action. When appropriate, actions are organized 
by geographic zones within the Preserve. Several Actions 
apply Preserve-wide and thus are not divided into the 
smaller zones. For additional information on each action, 
please refer to Chapter 3, Preserve Plan.
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Cost
An approximation of the expected 
implementation cost for each action is 
also included when applicable. For capital 
improvement projects, the cost includes 
consultant fees to complete the design and 
prepare construction plans and technical 
specifications. Operational and long-term 
maintenance expenses are not included in the 
cost column.  Based on the work required and 
anticipated high visitor use of the Preserve, 
it is anticipated that the following additional 
staff will be required to implement the Plan 
and operate the Preserve: three maintenance 
personnel (two Open Space Technicians 
and one Supervisor), two Ranger staff, one 
Natural Resources Department staff (Resource 
Specialist I), and one Capital Project Manager.  
Staffing will be phased, with the Supervisor, 
Resource Specialist, one Ranger, one OST, and 
the Capitol Project Manager added in Phase I.  
Annual costs for these new positions represent 
the operational cost of many ongoing Preserve 
management actions.

In Phase I, these operational costs total 
$531,015 annually, increasing to $740,137 
annually in Phase II as the second OST and 
Ranger positions are added.  These positions are 
included in the 40 new positions recommended 
by the  Financial and
Operational Sustainability Model (FOSM).   Costs 
given are in 2016 dollars.

Long-term maintenance costs of major 
capital projects, such as new water system 
infrastructure, the renovated Bear Creek Stables 
site, and the rehabilitated chapel at Alma 
College, are also not included.  The long-term 
cost of owning and operating a building or 
other infrastructure, also known as total cost 
of ownership, is determined through a life cycle 
cost analysis.  This analysis assumes multiple 
project design options can meet programmatic 
needs and achieve acceptable performance, 
and that these options have differing initial 
costs, operating costs, maintenance costs, 
and possibly different life cycles.  Therefore, life 
cycle cost analysis is performed during design 
development for capital projects and is part of 
the project decision-making process.  

Table 4-0 summarizes estimated Preserve Plan 
costs per phase. 

Funding 
This column includes District funding, General Fund 
and Measure AA monies (MAA). 

TABLE 4-0  Preserve Plan Costs per Phase, in Millions

Funding Source PHASE I PHASE II PHASE III
Total Costs 
(escalated)

General Fund $2.30 $5.10 $1.87 $9.27

Measure AA $4.26 $11.94 $3.54 $19.74*

Tenant/Partner $0.00 $1.80 $4.31 $6.11

TOTAL $6.56 $18.84 $9.72 $35.12

* Does not include projected $3M land acquisition costs. 
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C. Conclusions and Next Steps

The Preserve Plan proposes additional, realigned and improved public access and trail opportunities, 
as well as new parking and restroom facilities, while protecting and improving native habitats, existing 
cultural resources, and building new partnerships with local stewards of this unique piece of land.  At 
the heart of the Plan, is the goal of opening the Preserve to broader public use, removing the existing 
permit system and allowing access throughout the Preserve.   

Many subsequent steps will follow the completion and approval of the Preserve Plan, including 
detailed planning and design, implementation, and operations. Completion of the Phase I projects that 
address critical resource management issues must occur before the District can open new areas to 
public recreation. Ongoing natural resource management and monitoring, along with periodic Preserve 
Plan reviews and updates, will ensure that Bear Creek Redwoods achieves the vision of balancing 
stewardship of the Preserve’s unique ecological, cultural, and historical resources with public recreation.

Planning and design for Phase I trail and infrastructure improvements is underway.  With approval of 
the Preserve Plan and certification of the EIR, on-the ground construction can be initiated.  Resource 
management projects prescribed by the Bear Creek Redwoods Integrated Pest Management (IPM) 
Plan conform to guidelines in the District-wide IPM Program and EIR, and are currently ongoing.  A 
feasibility study and schematic designs for the Bear Creek Stables improvements will be initiated 
immediately following Preserve Plan approval.  Finally, permitting consultation with Santa Clara County 
for the Alma College Landscape Rehabilitation Plan will formally begin following approval of the Plan.  
Development of each of these major projects will be guided by the Planning and Natural Resources 
Committee, and the full Board of Directors, in a public process.  

Furthermore, the District develops, reviews, and approves detailed budgets for each fiscal year
on a yearly basis. As such, budgets to support future Master Plan implementation will be developed  
by District staff and reviewed and approved by the District’s Board of Directors each year.

Trail in the meadow
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