SANTA FE IRRIGATION DISTRICT
BOARD OF DIRECTORS SPECIAL MEETING
Santa Fe Irrigation District
5920 Linea del Cielo, Rancho Santa Fe, California 92067
THURSDAY, APRIL 8, 2021
8:30 a.m.
Due to the COVID-19 State of Emergency and pursuant waivers to certain Brown Act
provisions under the Governor’s Executive Orders, meetings of the Board and Board
Committees will be conducted via Zoom Meeting (webinar/teleconference) and there will be no
physical location from which members of the public may participate. Instead, the public may
listen and/or view the meeting proceedings and provide public comment and comments on
specific agenda items by following these instructions:
Instructions for Viewing or Listening to the Meeting:


To join from a PC, Mac, iPad, iPhone or Android device, please click or go to this URL to
join the Zoom video conference:

Please click the link below to join the webinar:
https://us02web.zoom.us/j/82212615487?pwd=ZnZLUWFYV085dVRwN202VW1NOXR3dz09
Passcode: 315453
Or One tap mobile :
US: +16699009128,,82212615487#,,,,*315453# or +13462487799,,82212615487#,,,,*315453#
Or Telephone:
Dial(for higher quality, dial a number based on your current location):
US: +1 669 900 9128 or +1 346 248 7799 or +1 253 215 8782 or +1 646 558 8656 or +1 301
715 8592 or +1 312 626 6799 or 888 475 4499 (Toll Free) or 877 853 5257 (Toll Free)
Webinar ID: 822 1261 5487
Passcode: 315453
International numbers available: https://us02web.zoom.us/u/kw2o94Jh7

Instructions for Making Public Comment: Members of the public who wish to address the Board
of Directors under public comment or on specific agenda items may do so in one of the following
ways:



You can send written comments to the Board Secretary for receipt no later than 7:30 am on April
8, 2021 to be read during the appropriate portion of the meeting. Written comments must be
limited to 300 words/ have a reading limit of 3 minutes for each comment and emailed to
kjohnson@sfidwater.org, mailed to the attention of Kim Johnson, Board Secretary, SFID, P. O.
Box 409, Rancho Santa Fe, CA 92067, or physically deposited in the District’s payment drop box
located in the public parking lot at the District’s Administrative Office at 5920 Linea del Cielo,
Rancho Santa Fe, CA, or mail to P. O. Box 409, Rancho Santa Fe, CA 92067.



On Zoom video conference via the web or Zoom App go to Participants list. Hover over your
name and click on “Raise Hand.” This will notify the moderator that you wish to speak during
Oral Communication or during a specific item on the agenda.



On Zoom via phone, you can also raise your hand by pressing *9 when to notify the moderator
that you wish to speak during the current item.

These public comment procedures supersede the District’s standard public comment policies and
procedures to the contrary.
ROLL CALL – CALL MEETING TO ORDER
PLEDGE OF ALLEGIANCE – President Hogan
ORAL COMMUNICATIONS
Opportunity for members of the public to address the Board (Government Code Section 54954.3) Individuals may
address the Board regarding items not appearing on the posted agenda, which are within the subject matter jurisdiction
of the Board, at any time. Comments and inquiries pertaining to items listed on the agenda will be received during the
deliberation of the agenda item. Speakers are asked to state their name, address, and topic, and to observe a time limit
of three (3) minutes each.

DISCUSSION
1. 2021 Strategic Planning Workshop #3 (pages 3-15)
DIRECTORS’ COMMENTS
Director’s comments are comments by Directors concerning District business, which may be of interest to the Board.
They are placed on the Agenda to enable the individual Board members to convey information to the Board and the
public. No action is to be taken on comments made by the Board members.

2. Directors’ Comments
ADJOURNMENT
Any writings or documents provided to a majority of the Board of Directors for any item on this agenda will be made
available for public inspection on the District’s website at www.sfidwater.org
Assistance for the disabled: If you are disabled in any way and need accommodation to participate in the Board meeting, please
call the Board Secretary at (858) 756-2424 for assistance at least three (3) working days prior to the meeting so the necessary
arrangements can be made.

DATE:

April 8, 2021

TO:

Board of Directors

FROM:

General Manager

SUBJECT:

2021 Strategic Planning Workshop #3

DISCUSSION:
The Strategic Business Plan (SBP) is a critical element for establishing policy guidelines for the
District. This workshop is the third in a series of Special Meetings that are proposed through the
remainder of the fiscal year (June 30, 2021). The workshop will be held as a public meeting and
the public will have the opportunity to provide comment and address the Board.
The last Board adopted SBP was completed in 2012. Since 2012, there are many external factors
that have long ranging impacts to the water industry, and specifically, SFID. These factors include:





Extended drought mandates from the state of California and newly adopted regulations
on water use efficiency as a new way of life for Californians;
Aging infrastructure;
Changing workforce;
Rising costs of imported water.

The third workshop will provide the Board the opportunity to:
1.
2.
3.
4.
5.

Comment on updated draft Mission, Vision, and Values
Review, discuss, and comment on proposed strategies
Review, discuss, and comment on proposed objectives
Report on outreach plan and timing
Discuss the next steps in the strategic planning process

Following this workshop, it is anticipated that outreach activities will be initiated.
COMMITTEE ACTION:
This item was not considered at the Committee level.
FISCAL IMPACT:
There is no direct fiscal impact associated with the review of this item.
Attachment A:

Consultant Notes

Prepared by: Albert C. Lau, P. E., General Manager
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ATTACHMENT "A"

2021 Strategic Plan
BOARD OF DIRECTORS
Michael T. Hogan, President
Frank J. Creede
Dana Friehauf
Sandra Johnson
Andrew Menshek
GENERAL MANAGER: Albert C. Lau
NOTE THAT RED TYPE IS EITHER A NOTE OR NEW TEXT. IT SHOULD BE OBVIOUS WHICH FROM THE CONTEXT.
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Topics for the April 8, 2021 Workshop
1. Comment on updated draft Mission, Vision, and Values
2. Review, discuss, and comment on proposed strategies
3. Review, discuss, and comment on proposed objectives
4. Report on outreach plan and timing
5. Next steps in the strategic planning process
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Summary of Environmental Scan
Below is the summary of strengths, needs and challenges developed from the staff and Board
interviews and staff workshops that were presented to the board last October. They have been
slightly reorganized, grouped, and updated.

Internal Strengths

Internal Weaknesses

SFID Enjoys

SFID Can Improve Upon

A Great Agency
Well‐run organization
Good equipment
Past investment in the system
Making a difference!
Great People
Dedicated Board & Staff
Skilled, experienced, knowledgeable staff
Good Place to Work
"Love my work"
Good benefits
# applicants shows desirability
Lean Staffing Lowers Costs & gets the Job Done
Quality Product
Customer service
Low Rates
Top quality & low rates
Local Water Supply Options
Low cost Hodges Water
Opportunities through Hodges
Surplus treatment Capacity
Strong relationships with regional water
/wastewater agencies
Engaged, productive Board with a diversity of
experience
Shared Board and Staff desire to help unite the
service area

Communicate and Update
Communication—internal & external
Public outreach, education & transparency
Pressure to Increase Staffing
Employee training & development
May need more staffing/technology to meet
increased demands
More collaboration opportunities between
departments
Upgrade Facilities
Continuously upgrade infrastructure
New or updated corporate facilities.

External Challenges
SFID Can Be Affected by
Financial Pressures
Increasing costs
Increasing regulations & Mandates
Aging infrastructure
Aging & inadequate facilities
Conservation & environmental issues
Retirements, staffing, and training
Water reliability & local supply
Differing views of Communities
Challenge of building shared community
understanding and support
Communication & outreach
Perceived equity on the water rate structure

External Opportunities
SFID Can Take Advantage of
Regional need for long‐term reliable supplies
Regional surplus treatment space
Other local reservoirs

DRAFT
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Mission
Elements of a Mission Statement
Every good mission statement should at a minimum describe the following.
 The purpose of the organization (PURPOSE)


Whom it serves (WHO)

 How it measures Success or Excellence (SUCCESS)
Consider if the mission statement effectively describes the purpose of the District, whom it serves,
and how it measures success, if it is concise and understandable, and includes any other elements
you believe are important.

Current Mission
Santa Fe Irrigation District will provide its customers with safe and reliable water.

Updated Mission Statement Options
The Mission of Santa Fe Irrigation District is
to:

Explanation of the differences

provide all its customers with safe and
reliable water service at a fair and
competitive price.

Deleted "will." The future tense is odd for a
mission statement.
Added "all" its customers.
Added "fair and competitive price."

meet the water supply needs of all its
customers and the communities it serves at
a fair and competitive cost.

Replaced "water service" with "meet water
supply needs."
Added, "communities it serves." This was
suggested, but to me doesn't add anything.

meet the water supply needs of all its
customers—sustainably, safely, reliably, and
cost‐effectively.

A new approach.
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Consolidated Mission Notes from the Workshop
Purpose
Efficiently steward resources to provide all customers with cost‐effective, clean drinking water
Who
All employees, (all) customers, communities, and resources
Success
Ensure equitable, sustainable low rates
Efficiently steward resources (e.g., SFID employees and board, district and consumer finances,
water sources/supplies, the environment
Obtain local control over resources
Long‐term sustainable
How
Recruit and retain a highly respected, effective workforce
Manage short and long‐term fiscal responsibility and planning
Maintain a diverse, sustainable and cost‐effective supply
Values
Achieve community buy‐in and approval
Efficiently steward resources (e.g., SFID employees and board, district and consumer finances,
water sources/supplies, the environment)
Other
Obtain formal approval

DRAFT
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Vision
The District has an existing vision statement. Because mission and vision form the foundation for
the strategic plan, the consultant asked the group to fully update the vision in light of the current
circumstances and future challenges.

Current Vision
Draft Updated Vision
BLACK TYPE REPRESENTS EXISTING VISION. BLUE TYPE IS NEW TEXT ADDED BASED ON INPUT FROM THE WORKSHOP.

Within the next 10 years, Santa Fe Irrigation District will ensure:
Managing our water supply portfolio to effectively meet changing demands and availability of
water supply. (existing)
Sustainable water supplies — cost‐effectively meeting long‐term needs from a portfolio of
sources.
Building, maintaining and operating infrastructure to maximize asset value. (existing)
Efficient and Reliable Infrastructure — meeting customer needs at the lowest long‐term
cost.
Maintaining a high performing, stable workforce. (existing)
High Performing staff — working in an inclusive, team‐oriented environment.
Demonstrating cost effectiveness and efficiency in District operations and service delivery as
measured by identified standards. (existing)
Cost‐effective operations — providing quality service delivery and value for the rates our
customers pay.
Providing responsive customer service and essential public information. (existing)
Responsive service — that is professional, reliable, and customer‐focused.
Customer Engagement — building shared understanding with our community and
stakeholders and working toward common goals.
Environmental Stewardship — adapting to our changing climate and decreasing our
environmental impacts.
Emergency Preparedness — proactively planning for and mitigating the effects of
droughts, fires, earthquakes, and other events.

DRAFT
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Summary of All Comments Used to Build the Vision Statements
willing to pay more to be better stewards of the
environment?

Water
Provide a safe, reliable, drought and disaster
tolerant water supply

Workforce
Valued workforce

Cost‐effective supply
Shared repair/maintenance water transfers

Treat employees with dignity and equality.

Drought and disaster tolerant sources

Recognize employees are essential to the
success of the District.

District has developed a locally sustainable
water supply portfolio that provides customers
with long‐term certainty concerning cost,
availability, and local control.
Certainty and local control

Recruit and retain, maximize and leverage
employees' abilities.
Innovative
Inclusive, respectful culture

With assistance and guidance from the District,
its customers are using water efficiently.
Infrastructure
Maintain and invests in infrastructure by
methodical planning to maximize asset value
and generational equity.

Drive accountability within our organization
with metrics and KPIs and strive to improve
continuously.
Recruit and maintain a dedicated,
knowledgeable, and diverse workforce.
Engagement and Collaboration
Public engagement

Rates and Finance
Sustainable, equitable, affordable, and
certainty in rates

Transparent decision making

Financial reserves

Educate on efficient, sustainable water use

Systematic and Long term business financial
planning

Community buy‐in, rate approval
Excellent customer‐focused service

Lowest costs among the county. Low Rates.
Efficient. Cost‐Effective

Collaborate with neighboring agencies to
reduce costs and develop new water resources

Community buy‐in on the rate structure.

The District is considered a trusted and
respected partner in the community.

Environment
Identify cost‐effective, efficient mitigating
solutions to climate change.
Measures to reduce greenhouse gas emissions.
Allows the District to adapt to and manage
potential impacts from climate change, thereby
providing increased reliability to its customers.
District will adapt and mitigate potential
climate change impacts with cost‐effective
solutions that beneﬁt both the environment
and its ratepayers.

Regulatory influence
Anticipate and prepare for future regulatory
mandates and lobby for our customer best
interests.
Planning and Technology
Near‐term planning
Long‐range planning
Incorporate technology.

Many people want to do everything possible to
be environmentally conscious ‐‐ would they be

DRAFT
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Values
In simple terms, we can define values as what we consider important—what we believe is right.
In business and government, core values are those that are ingrained, a source of an
organization's distinctiveness, and are not compromised for economic or other gains.
Clearly stating core values helps every employee implement their work in line with the
organization's values. Values statements can be written as questions that can be posed to help
make difficult decisions. For instance, let's imagine a District valued: Protecting and enhancing
the environment. Before deciding, one could ask, will taking this action protect and enhance the
environment? Values can be used to help make hiring decisions by evaluating prospective
employees on shared values.

DRAFT VALUES
BLACK TYPE REPRESENTS EXISTING VISION. BLUE TYPE IS NEW TEXT ADDED BASED ON INPUT FROM THE WORKSHOP.

In Our Actions and Decisions, We Prioritize…
EXISTING SFID VALUES IN BLACK

Teamwork & Collaboration (existing)
Teamwork — We cooperate and collaborate with other agencies, with our community, with
our customers, and with each other.
Inclusiveness — We embrace diversity, our workplace is positive and respectful, and every
voice matters.
Continuous Improvement (existing)
Excellence — We are dedicated to continuous improvement and innovation, and strive for
operational excellence in everything we do.
Accountability & Responsibility (existing)
Transparency — We communicate freely, report honestly, listen attentively, and make
decisions transparently.
Service (existing)
Trust & Integrity (existing)
Accountability — We are all responsible—individually and collectively—for providing cost‐
effective, high‐quality service to our customers.
Sustainability — we are good stewards of our resources and our environment, benefitting
current and future customers.
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Summarized Values Notes
THIS IS A SUMMARY OF THE VALUES DISCUSSION FROM THE LAST WORKSHOP. NUMBERS IN BRACKETS, FOR EXAMPLE
[X6] MEANS A SIMILAR COMMENT WAS MADE SIX TIMES.

Diverse, Positive, Respectful Workplace
[x6] All individuals feel respected, including Board members and the public.
[x5] Instill a climate of trust and integrity (does trust go with integrity?) (Fulfill the public trust)
Inclusivity
Competent
Caring
Dedication
Positive work culture for all individuals, including its Board, employees, and customers.
Diverse employees who feel accepted, fulfilled, and motivated.
Staff
[x3] Promote teamwork rather than silo efforts.
[x2] Continue collaboration to achieve and set the lowest rate structure possible.
Ensure employees are dedicated to agency success.
Retain competent and caring staff.
Engagement, Communication, And Transparency
[x2] Focus on customers as stakeholders
[2] Engage stakeholders via two‐way communication.
Create transparency. 1
Set a foundation to fulfill public trust.
Collaboration and Teamwork
[2] Collaboration 1 1
Teamwork 1 1
Environmental Stewardship
[x3] Ensure sustainability, safe resources.
[x2] Steward resources wisely 1
Incorporate climate change.
Taking care of everything you have
Continuous Improvement, Excellence
[x3] Strive for Excellence.
[x3] Innovative, continuous improvement
Other
Stay focused on the core business.
Identify specific, measurable milestones.
I like the Current Values
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Challenges and Opportunities
Below is a list of key issues and challenges identified in the process that are expected to face the
District in the future. Each participant was asked to Identify a short list of key issues that the
District must effectively respond to if it is to meet its mission and serve its customers.
Finance
Rates and Charges
Adoption of rates and charges that are fair and
equitable for all customers.

Environmental
Many people want to do be environmentally
conscious ‐‐ would they pay more to be better
stewards of the environment?

Rate sustainability, affordability
Fiscally Responsible and Sustainable
Other issues are trumped by maintaining a fiscally
responsible district.
[x2] Fiscal sustainability long‐term
Vision
What is our 10‐year vision?

Environmentally responsible ‐ as much of an
opportunity as well as a threat
Water
Water Quality. Water quality and regulatory
compliance ‐‐ relates to infrastructure and
planning.
Tied to succession planning.
Water resources, sustainability. New supplies are
more expensive than current costs.

Customer Focused
Collaborative
[x3] Collaborate with nearby agencies to reduce
costs and consolidate activities that would
develop new sources of water

Water transfers / share in repair and maintenance
of Hodges.
[x3] Water use efficiency & Water Supply
Sustainability

Proactively Influence Regulations
Influencing the regulatory requirements

Water Treatment. Can we treat cost effectively
over time?

Organization and Workforce Development
Help employees create a more efficient and
sustainable workforce. Succession planning
Importance of Employees
[x2] Our people are our most important asset ‐‐
attract, retain, maximize and leverage their ability
to support initiatives with other efforts.

Commitment to Customers
Customers have no other choice. There is a role
for the District to play given this fact.
Remain customer‐focused, whether it's rates or
preparedness.
Strategic Focus Areas
[some are not strategic] Strategic focus areas are
directly linked to the business plan and those
focus areas.

Good Infrastructure
Focus on good strong infrastructure.
Leverage assets to create opportunities that
create sustainability.
Investing in infrastructure or investments that
result in cost reductions for customers.

Board
Ongoing role of Board working together for best
interests of all its customers.

DRAFT
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Strategies
To achieve the mission and vision, the District will pursue three strategies:
1. INCREASE LOCAL CONTROL OF WATER RESOURCES. The District's lowest cost water supply comes
from its own Hodges Lake; other water sources come from our membership in the County Water
Authority, and they in turn contract for imported water from Metropolitan Water District of Southern
California. Imported water supplies are rising in cost faster than inflation, and we have little control
over that. The farther away from the source, the more expensive the water supply is. Therefore, the
District will seek to maintain as much control as possible by continued active membership in the
County Water Authority, by prioritizing access to Lake Hodges supply, and by seeking to work with
our closest neighbors to explore opportunity to maximize access to local water supplies.
Therefore, when faced with water supply opportunities or options, we will seek to develop and
enhance local water supplies first.
STRATEGIC RESULT: Lower long‐term water supply costs, improved reliability, sustainability, and
greater management flexibility and opportunities due to the greater degree of local control.
2. INCREASE ENGAGEMENT WITH CUSTOMERS & PARNTERS. The District Board and staff are
committed to listening to all customers in order to understand the varying customer perspectives, to
answer questions, and be responsive. In addition, it is a priority to engage with all customers to build
a shared understanding and support for District programs and policies. The commitment to
engagement extends to stakeholders: HOAs, neighboring water district managers and directors, the
County Water Authority (CWA), and others. The District will also engage through CWA and with other
partners to proactively advocate for its customers' interests in regulatory and legislative forums.
Therefore, each day, we must consider if we have done enough to engage with the right people, to
understand them, and help build productive relationships.
STRATEGIC RESULT: Increase District understanding of customers' needs and perspectives; increase
engagement to build understanding and support for the District's programs; enhance productive
working relationships with neighboring and regional partners; , and effectively advocate for our
customers' interests in legislative and regulatory forums.
3. MAXIMIZE VALUE TO CUSTOMERS FOR THE RATES THEY PAY. The District faces many costly
challenges: a share of the cost to strengthen Hodges Dam, rising imported water costs, need for
substantial facility upgrades, and competition for high high‐performing staff. The District will be
disciplined and smart in managing all of its costs efficiently. We will also focus our limited resources
on the highest priorities, so that we can provide excellent service and value to our customers.
Therefore, we are committed to evaluating changing circumstances and delivering the most value to
our ratepayers over the long‐ term.
STRATEGIC RESULT: Rigorously manage all elements of the District to maximize funding for priorities
and so customers receive maximum value for the rates they pay.
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Objectives and Work Plan
At the workshop, the facilitator will present a complete draft set of objectives for the Board to discuss and modify. A few sample objectives are
shown below, organized under the proposed strategies in blue type and by perspectives in the left column: financial, customer & stakeholder,
facility and operating, and staffing & capabilities.
MISSION:

VISION

To achieve the mission and vision, the District will follow three strategies

STRATEGY

Increase Local Control of
Water Resources

Increase Engagement with
Customers and Partners

Maximize Value to Customers
for the Rates They Pay

The following objectives and implementation actions fulfill the strategies, mission, and vision
Financial
Objectives

Long term water supply costs are minimized.
Explore opportunities to maximize access
to local water supplies with neighbors

THE COLORED, BOLDED TYPE IN THESE THREE
COLUMNS ARE SAMPLE OBJECTIVES. THE BLACK
TYPE SHOWS SAMPLE WORK PLAN ITEMS WHICH
ARE THE RESPONSIBILITY OF STAFF TO DEVELOP
LATER IN THE PROCESS.

Service standards are met cost‐effectively.
Develop service standards and implement
through all key plans (CIP, staffing, etc.)

Customer & Help customers improve water use efficiency The District proactively engages in
regulations / legislation that may impact it.
Stakeholder rather than policing conservation cutbacks.
Objectives
Identify key legislation and regulations and
Update conservation programs and be
prepared before new state standards

plan to impact

Facility &
Operating
Objectives

Infrastructure upgrade and replacement is
managed based on long‐term plans.

Staffing &
Capabilities
Objectives

Attract and retain excellent staff

Capital Improvement Plan & Master Plan.

Develop long‐term staffing plan

Values
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