





REPORT ON OUTCOMES FROM SANTA FE IRRIGATION DISTRICT
BOARD OF DIRECTORS STRATEGIC PLANNING WORKSHOP
April 10-11,2007
PROJECT LEVEL DISCUSSIONS
ATTACHMENT C

The following boxes represent the results of these project level discussions

Long Range Plan/Financial Plan

Mission /Vision: Yes — - District Management
- Administration
- Infrastructure
- Customer Service

Direction to Staff:  High Priority
* Take plan/process to Finance Committee, Board
* Develop Asset Management Plan
» Multi-year expenditure plan

Infrastructure Replacement

Mission /Vision: Yes - Water Resources
- Infrastructure
- Customer Service

Direction to Staff: * High priority
* Continue to develop
* Integrate to long-term plan
* Includes Plant delivery system

Lake Hodges

Mission /Vision: Yes — - Water Resources
- Customer Service
- Infrastructure
- Relationships
- Administration

Direction to Staff:  High Priority
« Establish efficient communications on status;
Staff to Board
 Continue in current direction
* Create a standing report?
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Corporate Yard/Office Facilities

Mission /Vision: Yes —

Direction to Staff:

- Superior Workforce
- Infrastructure

* Delegate this issue to the Water Resources
Committee to develop recommendation for full
Board consideration

Desalination

Mission /Vision: Yes —

Direction to Staff:

- Water Resource
- Innovation
- Customer Service

* Options/Impacts report to Board in May/June
* Negotiate an Agreement with Poseidon

Parks & Recreation (this item was parked yet was the subject of some discussion. The
Board chose to take no action on this item at this time)

Mission /Vision:

* Potentially in the future

Direction: * N/A
Del Mar Service
Mission /Vision: «TBD

Direction:

» Respond to Del Mar City Staff requesting study
to articulate their proposal for evaluation

* No action until District has some response to
review
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RATES DISCUSSION

The Board had lengthy discussion regarding rates and how to deal with the current annual
operating deficit. It was made clear that the current rate increase policy will use up the
Rate Stabilization Reserve Fund within three years and become unacceptably low in the
upcoming fiscal year. Additionally, the current rate increase methodology was
determined to be detrimental regarding annualized capital replacements. The table below
shows the discussion points that outlined the Board’s deliberations.

Options

Impacts

1. Identify and discriminate pass-thru
items
(Action) - Have Counsel advise

- Potential Prop. 218 issue

2. Incremental rate increases

- Enduring political impacts
- Stabilization acct. (unacceptable burn
rate and near term burn up)

3. Bite the bullet (one-time large rate
increase)

- One-time political impact
- Need PR to best achieve buy-in
- Save partial stabilization reserve

PARKED ITEMS

Some items were also parked for discussion later in the workshop. The items below were

discussed without action.

* Public Involvement
- public value
- public education

- customer surveys may be needed
- what issues trigger public involvement?

* Direction on Parks & Recreation powers

- Legal powers not established

- Who provides/meets this need, who should provide for this need?
- Is there an identifiable advantage to the District’s ratepayers for getting

so involved?

 Eventual mergers

- Board remained neutral on mergers while acknowledging the
possibility as an eventuality that may someday come.

- Add Del Mar?

Agenda page 13




* Desalination in a larger sense
- Board recognized that someday desalination may need a larger
commitment from the District and comprise a greater portion of the
local water sources for the service area and others.

DISCUSSION AND CONSULTANT OBSERVATIONS

District Strategic Plan

The Board of Directors reviewed and discussed the District Mission Statement and
Strategic Objectives/Goals in the 2005 District Strategic Plan. While there was some
discussion of minor wording revisions, it was concluded that the Mission Statement and
Strategic Objectives remain valid and they were reaffirmed by the Board members. The
existing Mission Statement was utilized as a focus point to evaluate and test subsequent
items considered during the workshop.

Project level discussion items (listed above) were discussed and prioritized and will be
incorporated into the staff update of their work plan (the Blue Plan). It is important to
remember that some of these projects can easily be spread over a term longer than the
two years formerly established. It is our recommendation that the District move toward a
5-year Strategic Plan to achieve better continuity and stabilization of direction and
integration of repair/refurbishments and projects. A 5-year Plan will better help the
District establish the directional trend that it seeks.

Additionally, it is important that the District plan to conduct a similar workshop in one
year, perhaps beginning earlier in the year, maybe February or March. The format should
remain open for discussions, as was this one, which was well received by the Directors.
At next year’s workshop Staff should be prepared to ask for more specifics regarding
each project and drive the Board to consider a 5-year Plan.

We recommend Staff and the Consultant meet for 3-4 hours at least two or three weeks
prior to the workshop to better focus the discussions. It would also be helpful for the
Consultant to meet with each Board member at that same visit, again to better prepare
and focus the workshop activities.

Projects
The projects selected as priority for the 2007/2008 year were of wide variety and scope.

It is clear that some can be concluded with little effort and time and will no doubt be
completed soon. It is important that Staff remains vigilant in communicating to the
Board the status of these projects and works toward deliberate closure on each.

One project, the Long Term Plan and Financial Plan, is quite important and indeed “the”
priority for the 2007/2008 year. Significant time must be provided for planning the scope,
assumptions, and approach on this plan. This plan is of such importance that the Staff
and Board should set aside particular time to assure the effort gets launched correctly.
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One or two meetings of the Board may be required to assure clarity and direction. As part
of that meeting/workshop scope definition and assumptions must be made clear.
Additionally, it is important that a clear communication plan be crafted to assure the
Board is provided with status updates, as appropriate, during the development of the Plan.
Staff should carefully integrate the Plan to the asset management system for future
replacement, CIP, and any studies that are currently being conducted.

Rates

The discussion on rates was an important element of the workshop since it was clear that
the Board would entertain taking another approach to needed rate increases than the
current incremental method. It was clear from the discussion that the Board would
consider a one-time catch-up rate increase. This allows the District to consider needed
projects, infrastructure improvements, and reduces the drawdown of the rate stabilization
reserve before the policy-defined bottom is reached.

This discussion also pointed out that a review of District reserve policies should be
considered as a means to assure a clear understanding of the policies, staff allocation
assumptions, and account floor and ceiling policies.

Further observations/recommendations for consideration

Staff should consider bringing this synopsis to the Board/appropriate committees as soon
as practical to tone check directions and determinations. Rate decisions should be
considered soon so the sense of clarity by the Board at the workshop is not lost. Staff
should outline clear options regarding the rate related decisions, the impacts of each
option, and the pertinent related discussions from the workshop.

Due to the high level of importance of the Long Range Plan, from both Staff and Board
perspectives, a process consultant should be considered to guide the early processes and
discussions to insure the direction is clear and the full set of assumptions are clear to all
as the process begins. A consultant would allow a more neutral approach to the processes
and drive clarity sooner, allowing the process to get a good start. A clear schedule of Plan
milestones should be developed to guide the Plan to completion.
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No.

Action

Dept.

%
Complete

Comments

253

Optimize distribution system performance

Objective 3.0 Finance: Maintain a sound financial condition,

establish reasonable customer rates, and achieve a prudent
balance among District revenues, expenses, and reserves.

0&M

50%

3.1 Prepare and maintain an updated multi-year financial master plan.

311 Update Long Range Financial Master Plan to ensure District has financial resources to fund | Administration | 0% Pending development of CIP costs
operations and capital needs

3.2 Establish customer rates adequate to provide quality water services.

3.21 Conduct Water Rate Study to ensure fair and adequate revenues to meet District needs. Administration | 100% Updated in 2007 with 3-year rate
Include recycled water rates, capacity fees nexus, and base meter fees adjustments

3.3 Provide regular, understandable and meaningful financial information for
Board review.

3.4 Periodically review and update the District’'s reserve and investment policies
and situation.

343 Evaluate use of financial services (investments, banking, etc.) to ensure efficiency and Administration | 100% New auditor retained in 2007; other
effectiveness services are evaluated on ongoing

basis

3.5 Meet all applicable regulatory and audit requirements.

New Prepare Comprehensive Annual Financial Report and submit to Government Finance Administration | 100% Awarded Certificate of Achievement for
Officers Association Excellence in Financial Reporting

New Prepare cost allocation model for joint facilities and implement Administration | 100%

New Complete GASB 45 valuation report (OPEB liability) Administration | 100%

New Refund 1999 Water Revenue Bonds to take advantage of favorable market conditions Administration | 100%
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No.

Action

Objective 4.0 Relationships: Build understanding and support for District

activities among customers and involved agencies, and seek opportunities
for mutually beneficial cooperative efforts.

Dept.

%
Complete

Comments

4.1 Measure customer satisfaction and obtain customer input on District services and rates.

411 Develop a customer service plan to ensure that we are obtaining customer feedback on service and Administration | 5% Created customer
continually improving service in a measurable way. For example: feedback cards, surveys, and an feedback cards
accessible customer service database by type. Include peer and partner agencies as well as retail
customers.

4.2 Develop and implement an overall outreach and communications plan for customers
and neighbor agencies

421 Develop a Customer Outreach Program. Incorporate branding strategies such as common use of logos Administration | 30% Developed outreach
and colors, URL to signs and vehicles, newsletters. Goal is to develop understanding and support of water program for
issues and the District. Consider tours, etc construction projects,

expanded use of
website to promote
programs, established
partnership with various
HOAs and City of
Solana Beach to
increase outreach
avenues, established
informal speaker’s
bureau, increased press
releases

New Update District website and establish employee intranet Administration | 100%

4.3 Avoid surprising the public by providing a proactive outreach and education program
on recycled water, water rates, water supply, and other important issues.

4.3 and 4.4 combined

4.4 Identify where opportunities and threats exist related to relationships, and develop
effective interactions that help promote positive outcomes.

New Participate on Lake Hodges Reoperation Technical Advisory Committee Plant 100%
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No. Action Dept. % Comments
Complete

4.5 Continuously monitor and improve customer service.

45.1 4.3 4.4 and 4.5 combined (See 4.2.1)

Objective 5.0 Administration and Management: Institute policies, business

practices and management that carry out District operations in an effective
and efficient manner.

5.1 Implement and continuously improve business practices that support District operations

in an effective and efficient manner.

511 Establish District-wide Benchmarking Criteria and implement measurements. Administration | 15% Participated in AWWA
survey and respond bi-
annually to CUWCC
BMP reporting

512 Conduct a Compensation and Classification Study to ensure appropriate regional labor market positioning | Administration | 0% Scheduled for FY09

and establish internal equity for all District job classifications.

513 Evaluate and update/create District policies and procedures. Include update of purchasing Administration | 40% General Provisions,

policies/procedures, forms, job descriptions, standby program, vehicle use, finance tracking system, etc. Director, Employment,
Purchasing, Reserve
Funds, Claims Handling,
and Capitalization
policies completed

5.1.4 | Explore and develop collaborative interdepartmental work teams Administration | 15% Technology team

New Adopt Water Agency Standard Specifications (WASS) Engineering 100%

5.2 Maintain an effective, efficient and stable workforce, recognizing employees as one of

the District’s greatest assets.

5.2.2 Develop a Mgmt. Succession Plan to maintain adequate staff levels Administration | 0% Scheduled for FY09

5.2.3 | Update Employee Manual to maintain current and effective practices. Include organizational Administration | 100% Approved by Board as

communications part of MOU
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No. Action Dept. % Comments
Complete
5.2.4 | Develop an Employee Training and Development Program. Provide incentives for District employees that | Administration | 50% Target Safety online
advance their certifications (distribution, treatment, cross-connection, management, etc.) to ensure an training established, all
efficient and motivated work force required safety trainings
scheduled and provided,
supervisors academy
enrollment ongoing
New Negotiate three-year memorandum of understanding with employee association Administration | 100% Reduced long-term
retiree health liability,
established employee
contribution to CalPERS
5.3 Make provisions to assure that staff can accomplish the District's objectives and goals
in an effective and efficient manner.
53.1 Evaluate reorganization opportunities Administration | 50% Reorganized
Administrative and
Engineering
Departments;
Distribution Department
ongoing
5.4 Cultivate and maintain ethics education and ethical practices.
542 Develop a District Wide Ethics Policy/Program to comply with requirements and to ensure that the Administration | 100% Included as part of
District's business is conducted to a high ethical standard employment policies and
New Establish bi-ennial training for Designated Employees and Directors to meet AB 1234 requirement Administration | 100%
5.5 Implement appropriate opportunities for outsourcing.
55.1 Evaluate and identify outsourcing opportunities and implement as appropriate to improve cost Administration | 80% Outsourcing traffic
effectiveness control, vehicle
maintenance,
landscaping, and
janitorial services at
Plant
5.6 Develop and implement an appropriate risk management program.
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No.

Action

Dept.

Complete

%

Comments

5.6.1

Develop a comprehensive Risk Mgmt Program. Include compliance audit, safety program audit, HAZMAT
business plan, emergency operations plans, and training.

Administration

35%

Updated Emergency
Response Plan, Injury
and lliness Prevention
Plan, and Risk
Management Plan.
Performed safety and
compliance audit and
implemented
recommendations.
Performed process
safety analysis at Plant.
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ATTACHMENT E

OVERVIEW of SDCWA STRATEGIC PLAN

Objectives:

e |dentify business factors that will affect SDCWA Board over the next 25 years

e Update Mission, Vision, values, and guiding principles

e ldentify and develop a limited number of key result areas (KRA) on which to
focus

e Provide clear policy direction for organization

Analysis of Business Trends:

Technology and Energy

Climate Change

Intergovernmental arena

Limited traditional water supplies
Increasing cost of water

Conveyance and environmental issues
Desalination

Water Reuse

. Current water allocations

10. Integrated Public Policy

11. Human Resource and workforce planning

CooNo~WNE

Key Result Areas:

1. Water Supply Diversification
a. Conservation
b. Desalination
c. Non —potable reuse
d. Water transfers

2. Leadership
a. Political influence
b. Regional growth and development
c. Public awareness
d. Workforce planning

3. Asset Management
a. Facilities planning
b. Capital financing
c. Facilities O&M

Set Objectives for Key Result Areas

Established Monitoring and Evaluation Process
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