SANTA FE IRRIGATION DISTRICT
BOARD OF DIRECTORS SPECIAL MEETING
Santa Fe Irrigation District
5920 Linea del Cielo, Rancho Santa Fe, California 92067
TUESDAY, JULY 20, 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/81372585524?pwd=dEx3aWQ2MkErVTFkT1ozVlhXb0tWUT09
Passcode: 854807
Or One tap mobile :
US: +16699009128,,81372585524#,,,,*854807# or +12532158782,,81372585524#,,,,*854807#
Or Telephone:
Dial(for higher quality, dial a number based on your current location):
US: +1 669 900 9128 or +1 253 215 8782 or +1 346 248 7799 or +1 312 626 6799 or +1 646 558
8656 or +1 301 715 8592 or 877 853 5257 (Toll Free) or 888 475 4499 (Toll Free)
Webinar ID: 813 7258 5524
Passcode: 854807
International numbers available: https://us02web.zoom.us/u/kd1pAqCSvc

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 for receipt no later than 7:30 am on July 20, 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
TPenunuri@sfidwater.org, mailed to the attention of Teresa Penunuri, Public Communications
Officer, 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.


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
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. Consider Adoption of the District’s 2021 Strategic Plan (continued from June 17, 2021)
(pages 3-40)
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.
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DATE:

June 17, 2021 (Continued to July 20, 2021)

TO:

Board of Directors

FROM:

General Manager

SUBJECT:

Consider Adoption of Strategic Plan

RECOMMENDATION:
It is the staff recommendation that the Board of Directors:
1.

Consider adoption of the District’s Strategic Plan, as presented; and

2.

If the Board requests revisions, task the General Manager to incorporate those comments as
appropriate; and

3.

Discuss and approve the Plan with directed revisions (if any), or take other action as
appropriate.

DISCUSSION:
The Board of Directors held workshops to develop the District Strategic Plan (Plan). At previous Board
planning workshops, the District’s Mission and Vision statements and District Values were reviewed and
revised. The Plan provides a brief introduction and description of the development of the document,
followed by the updated Mission and Vision Statements. The following Goals and Objectives represent
core business functions of the District are presented and discussed:
1.
2.
3.
4.
5.

Sustainable, Cost-Effective Water Resources
Effective Engagement with Customers and Stakeholders
Cost-Effective, Resilient Infrastructure and Operations
Motivated, High Performing, Well Supported Staff
Sustainable and Effectively Managed Finances

The Plan describes each goal, discusses key issues and identifies management strategies and objectives.
The Plan represents staff’s implementation approach for achieving the District’s Mission and Vision.
FISCAL IMPACT:
There is no direct fiscal impact associated with the review and discussion of this matter.
Attachment A:
Attachment B:
Attachment C:

Strategic Business Plan
Board Revisions Summary
Staff Meeting Comments

Prepared by:

Albert C. Lau, P. E., General Manager
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July 20, 2021
At the June 17, 2021 Board of Directors’ meeting, the Board directed staff to continue this item to a
to be determined Special Meeting, subsequently scheduled for July 20, 2021.
The Board was invited to provide comments to the Consultant. Mr. Rauch will present the comments
received for Board discussion at the Special Meeting.
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ATTACHMENT "A"
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Introduction
Planning is strategic when it helps move an organization forward from its current situation to its
desired future.

Purpose of the Plan
This 10‐Year Strategic Business Plan is Santa Fe Irrigation District's (SFID’s or District’s) highest‐level
planning document and represents the Board's and Staff’s direction for the future. The Plan
identifies SFIDs mission, vision, and core values while providing a set of goals and objectives that
serve as a framework for decision‐making.
The Plan is also a practical working tool that provides clear direction to the Staff regarding the
Board's goals and objectives and includes an Implementation Plan developed by the Staff to meet
those goals and objectives. As such, the Board and Staff will refer to it regularly as a guide to SFID’s
actions during the period covered.
To keep it fresh and to adapt to changing circumstances, the Plan will be updated periodically and
rolled forward so that there is always a multi‐year guide to the future.

Plan Development
SFID followed a robust planning process, summarized below, that involved a comprehensive
review and discussions about the District's current and upcoming strengths, weaknesses,
opportunities, threats, challenges, and issues that it must address. The process involved the
following steps:


Research and Planning. In preparation for the process, the facilitators reviewed
documents, interviewed the Board, and held focus groups with the SFID Leadership Team
and Staff, which included initial development of core values.



Four Board Workshops. The Board of Directors, General Manager, and legal counsel
participated in four facilitated workshops. Following the last Board workshop, the Executive
Committee met with the General Manager and facilitator to review and comment on the
draft plan.



Leadership Team Engagement. The Leadership Team (Team) engaged throughout the
process: the Team attended the Board workshops; reviewed and commented on the Plan
as it progressed; and developed implementation actions, key performance measures, and
indicators.



All Hands Staff Engagement. A facilitated meeting was held with all members of the Staff
to review the draft plan and provided input.



Public Outreach. Staff published notices in the local press, reached out to local
homeowners’ associations and Solana Beach, published web and social media notices about
the process, and provided updates to neighboring water agencies and the City of San Diego.
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Overview of Santa Fe Irrigation District
Founded in 1923
Santa Fe Irrigation District was founded in 1923 to serve the then largely agricultural area that
would grow to become Solana Beach, Rancho Santa Fe, and Fairbanks Ranch.
Today SFID serves about 20,000 people with over 85% of water used on residential properties
and the remaining 15% or so split among commercial, outdoor irrigation, and institutional and
governmental customers.

Extensive Facilities to Meet Customer Needs
SFID‐Owned Facilities: 160 miles of pipeline, 6‐million‐gallon storage reservoir, pump station, 30
pressure reducing stations, and over 1,200 fire hydrants.
Shared Ownership with San Dieguito Water District: eight miles of pipelines, two pump stations,
13 million‐gallon treated water reservoir, 40 million‐gallon‐per‐day water treatment and filtration
plant, and San Dieguito Reservoir and Dam. SFID operates and manages these joint facilities on
behalf of both agencies.

Water Supply Sources
Santa Fe Irrigation District benefits from a robust portfolio of water sources.
Local Water (~30% of supply). SFID is fortunate to have access to low‐cost local water from Lake
Hodges. The Lake and Dam are owned by the City of San Diego. Both the City and SFID have water
rights in the lake. SFID pays the City a share of the cost to maintain and operate the lake and dam.
The lake level is currently restricted by the California Department of Water Resources Division of
Safety of Dams due to the condition of the Dam. SFID is working with the City of San Diego and
other stakeholders on the long‐term repair or replacement of the Dam.
Imported Water (~65% of supply). SFID joined San Diego County Water Authority (SDCWA) in 1948
and purchases both treated and untreated water from them. SFID benefits from the robust and
diverse water supply developed by SDWCA in recent decades.
Recycled Water (~5% of supply). SFID also purchases recycled water from San Elijo Joint Powers
Authority.

Cost Effective and Quality Service
Thanks to long‐range planning, lean staffing, proactive maintenance and management, the
availability of low‐cost water from Lake Hodges, and other factors, SFID has provided quality
service for decades and keeps its costs in roughly the bottom quartile of all water retailers in San
Diego County.
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Strategic Framework
Santa Fe Irrigation District built the Strategic Business Plan from a series of logical and integrated
components, described below.
Updated Mission. The mission statement explains why the
organization exists. It articulates the organization's essential
work in a brief sentence or two.
Updated Vision. The vision articulates what the organization
will become at a given time in the future. It is the strategic
target that, when achieved, fulfills the organization's mission.
As such, it is at the heart of the strategic planning process.

Mission

Vision

Values
New Values. Values provide guidance when an organization is
faced with challenging decisions that require trade‐offs, help
govern attitudes and behaviors, and generally remain constant
over time. The Board sets values.
Goals. Goals describe broad, primary areas of management,
operations, and planning that need to be addressed to
accomplish the mission. Goals are not connected to timelines.
Objectives. Objectives are specific directions established by
the Board, which expand upon and refine the goals. There
may be multiple objectives for each goal. Objectives are
related to goals but more specific, measurable, attainable, and
have a time frame.
Implementation Plan. The Implementation Plan contains
actions required to accomplish the mission, goals, and
objectives. The actions in the plan are assigned to members of
the Leadership Team and have timelines. There may be multiple
tasks for each objective.

Goals

Objectives

Implementation

Measures

Monitoring & Oversight

Measures. Staff developed measures to provide insights into progress in achieving the objectives.
Progress will be tracked, analyzed, used to adjust course where appropriate, and reported to the
Board.
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Mission
The mission of Santa Fe Irrigation District is to meet the water supply needs of all its customers—
safely, sustainably, reliably, and cost‐effectively.

Vision
Santa Fe Irrigation District will proactively ensure:
Sustainable water supplies — providing, efficiently using, and managing water resources to
cost‐effectively meet long‐term needs.
Reliable infrastructure — planning, improving, and managing facilities to cost‐effectively
meet customer needs.
High performing staff — creative, forward‐thinking staff that provide excellent service in an
inclusive, team‐oriented environment.
Cost‐effective operations — continually improving operations to efficiently deliver quality
services.
Customer focus —transparently communicating and engaging with customers, considering
their interests, and exceeding expectations.
Environmental stewardship —adapting to our changing climate and decreasing our
environmental impact.
Resiliency — planning and preparing for potentially significant events and threats to
mitigate their effects.

DRAFT
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Values
In our actions and decisions, we prioritize:
Teamwork — Our success is built on cooperation, collaboration, and respect for each other, our
customers, communities, and neighboring agencies.
Inclusiveness —Our organization is positive and respectful, we embrace embracing diversity, and
we listenlistening to every voice.
Continuous improvement – We are dedicated to excellence and innovation in everything we do.
Transparency — We communicate freely, report honestly, listen attentively, and make decisions
transparently.
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.

DRAFT
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Goals and Objectives
The following pages contain SFID’s goals and objectives for the coming ten years. Staff
developed implementation actions to fulfill these Board‐level goals and objectives. This Strategic
Business Plan focuses only on key areas where there is a change or a desire for additional clarity
of direction. Numerous existing and ongoing initiatives, programs, and actions are not
incorporated into this Plan.

GOAL 1. Sustainable, Cost‐Effective Water Resources
Strategic Challenge. The San Diego County Water Authority (CWA) provides 70% of SFID’s water
supply. Local supplies from Lake Hodges and the San Elijo Water Recycling Facility provide 30% and
5%, respectively. Lake Hodges will continue to be the lowest‐cost source of water for SFID. The
cost of imported water from the CWA is projected to continue to rise due to investments in aging
infrastructure and inflation. Additionally, as new local water supplies are developed and State
water use restrictions through SB606 and AB1668 are implemented, there will be a reduced
demand for CWA water, resulting in higher costs for agencies that remain reliant on CWA for
supplies. Reduced demands on CWA will also result in more imported water being available to
CWA member agencies, increasing CWA’s water supply resiliency. Uncertainties regarding future
availability of imported water exists due to potential climate change impacts.
Strategic Response. Maximizing and enhancing local water supplies could mitigate long‐term CWA
cost increases and provide additional resiliency resulting from climate change impacts. A potential
agreement with the City of San Diego for increasing SFID’s water supply and storage rights could
lower long‐range water supply costs. Additionally, participating in the regional North County
Water Reuse coalition to develop a viable recycle water or indirect potable reuse project could
result in a more sustainable and reliable water supply with long‐term cost benefits.
Therefore, we will seek to develop and enhance local water supplies first when faced with new
water supply opportunities or options.
The following objectives and implementation actions must be completed to fulfill Goal 1.
OBJECTIVE: 1.1: Minimize long‐range water supply costs.
OBJECTIVE 1.2: Assist customers to achieve water‐use efficiency goals and mandates.
OBJECTIVE 1.3: Balance long‐range water supplies and water use to minimize the need for
cutbacks during droughts or regulatory changes.
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GOAL 2. Effective Engagement with Customers and Stakeholders
Strategic challenges. SFID serves a wide variety of customer classes: single‐family dwellings, multi‐
unit complexes, large estates, commercial, agriculture, and others. Each customer class has
different needs and expectations. Additionally, to successfully provide customers with sustainable,
reliable, and cost‐effective service, SFID must engage effectively with neighboring water and
wastewater agencies and other stakeholders and partners.
Strategic Response. SFID’s Board and staff are committed to maintaining a customer focus in
decision making, being proactive in sharing information, listening to customers to understand their
diverse perspectives, answering questions, and being responsive. It is SFID’s priority to engage
with customers throughout the service area to build customer understanding of important water
issues, programs, and policies. The commitment to engagement also extends to stakeholders:
HOAs, City of Solana Beach, water district managers and board members, the County Water
Authority (CWA), and others. Additionally, SFID will engage through the CWA and 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 our
customers and stakeholders, understand them, and build productive relationships.
The following objectives and implementation actions must be completed to fulfill Goal 2.
OBJECTIVE 2.1: Understand and exceed customer expectations.
OBJECTIVE 2.2: Engage with customers throughout the service area, educate them on pertinent
water issues, and obtain their input to improve service.
OBJECTIVE 2.3: Collaborate with stakeholders to reduce costs and improve service.
OBJECTIVE 2.4: Proactively monitor and engage appropriately in regulations and legislation that
may impact SFID and its customers.

DRAFT

9

Agenda page 13

Special Board of Directors
July 20, 2021

GOAL 3. Cost‐Effective, Resilient Infrastructure and Operations
Strategic challenges. SFID’s $500 million in infrastructure is well maintained and managed, but
substantial investment is required to ensure its long‐term reliability and service. Major projects
identified in the Facility Master Plan and Asset Management Plan include substantial Lake Hodges
Dam repairs, and development of new or updated corporate yard and administrative facilities that
have code compliance issues.
Strategic Response. SFID will continue to proactively rehabilitate, replace, and upgrade
infrastructure and execute planned maintenance to ensure that all system operations are reliable,
safe, and cost effective. SFID will also implement infrastructure and operations response plans to
guide the decision‐making process. The core planning documents will include but are not limited
to Facility Master Plan, Asset Management Plan, Energy Efficiency Management Plan, Drought
Response Plan, and Emergency Preparedness Plan. Additionally, the appropriate plans will be
integrated into the Long‐Range Financial Plan to ensure effective implementation.
Therefore, each day, we must develop and implement thoughtful long‐range facility planning and
effective operations and maintenance.
The following objectives and implementation actions must be completed to fulfill Goal 2.
OBJECTIVE 3.1: Guide all capital infrastructure upgrades and replacements by utilizing long‐
range plans a Long‐Range Facility Master Plan.
OBJECTIVE 3.2: Utilize a long‐range, Comprehensive Asset Management Plan for reliability and
long‐range cost savings.
OBJECTIVE 3.3: Plan and prepare to mitigate significant incidents and threats (fires, droughts,
earthquakes, cyber‐attacks, climate change, pandemics, etc.).
OBJECTIVE 3.4: Utilize technology to enhance efficiency and effectiveness.
OBJECTIVE 3.5: Ensure excellent water quality and regulatory compliance.
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GOAL 4. Motivated, High Performing, Well Supported Staff
Strategic Challenges. Over the last ten years, despite increasingly complex demands of water
management and service, SFID has maintained current staffing levels through efficiency and
creative management. SFID will face upcoming pressures to implement new government
regulations, control internal labor costs, and replace highly experienced retirees in an employment
environment characterized by a shortage of trained and certified workers. As a result, water
agencies are increasingly competing against each other for experienced staff.
Strategic Response. To meet these challenges, SFID will focus on continuing to recruit and retain
experienced staff, provide competitive compensation, develop a succession plan, and support
employees so they can be successful over time.
Therefore, it is critical to identify long‐term staffing needs and levels, and have adequate
recruitment, retention and succession plans and actions.
The following objectives and implementation actions must be completed to fulfill Goal 2.
OBJECTIVE: 4.1: Attract and retain excellent staff.
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GOAL 5. Sustainable and Effectively Managed Finances
Strategic Challenges. SFID is faced with numerous challenges to control costs and ensure fiscal
sustainability. The biggest single cost driver is for the delivery of imported water from the County
Water Authority (CWA) and Metropolitan Water District (MWD). Although the CWA has developed
a Long‐Range Finance Plan to manage and minimize their rate increases over time, they are
projecting an annual increase of three to eight percent annually. MWD is continuing to invest in
and maintain their existing infrastructure, and as a State Water Contractor, they are obligated to
pay approximately 50% of the costs associated with Delta Tunnel and repair the State Water
Project Aqueduct caused by subsidence. These two projects alone will cost billions of dollars that
will be passed on to ratepayers, including SFID.
Additionally,In response to the cost of imported water, local agencies are motivated to invest in
local water supplies and conservation due to reoccurring drought, climate change, and decreased
availability of supplies. As these local projects and conservation actions are implemented, they
reduce the demand on the CWA and MWD, resulting in loss of revenue that must be recovered by
increasing rates.
Santa Fe Irrigation District is also faced with implementing the State’s new water use efficiency
regulations by 2024. The impact of these new regulations is not known at this time but could
require SFID to reduce its annual water demand. The impact on SFID will be a loss of revenue that
will have to be recovered by increasing rates.
Strategic Response. To respond to these challenges, SFID will implement a long‐range financial
planning approach that will consider various scenario projections, including wholesale water rate
increases, lower water demands, capital project implementation, and operational costs. The Board
and staff will use these financial tools to make sound financial decisions, control costs and rates,
ensure generational equity, and maintain financial sustainability over the long term.
Therefore, it is critical to develop long‐term financial plans and to maintain clear and
understandable financial policies and reporting.
The following objectives and implementation actions must be completed to fulfill Goal 2.
OBJECTIVE 5.1: Manage finances based on a comprehensive long‐range financial plan.
OBJECTIVE 5.2: Manage pension liabilities and post‐employment benefits are managed in a
sustainable manner.
OBJECTIVE 5.3 Ensure that SFID reviews rates and charges for all customers on a regular basis for
proper cost recovery and conformance with legal requirements.
OBJECTIVE 5.4: Maintain the credit rating, reserve levels, and other financial metrics identified in
approved financial policies.
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Monitoring and Oversight
Below are the actions that will be taken by the Board, Leadership Team and Staff to ensure that
the plan is implemented and updated over time.
Communicate and Lead
General Manager and Leadership Team meet with all employees to review the Plan and make
sure everyone understands the overall Plan the overall Plan and their parts they are responsible
responsibility within the Plan.for
At least annually to the entire staff, Report progress on strategic goals and objectives at least
annually to the entire staff at least annually to the entire staff.
Publish the Mission, Vision, Values, Goals, and Objectives on the web, posters, handouts and
display them in visible locations. where visible.
Incorporate the Mission, Vision, Values, Goals, and Objectives into the employee handbook and
orientation and training materials for new employees, and Board, and Committee members.
Resource Allocation and Oversight Reflect Goals and Objectives. Allocate Resources to Meet
Strategic Objectives
The budget reflects strategic goals and objectives.
Hiring reflects strategic goals and objectives.
Board Oversight and Monitoring reflects goals and objectives.
Staff will references Strategic Plan items on Board meeting agendas as appropriate.
The Board and Board committees will consider the Strategic Business Plan when deliberating.
Staff provides a report to the Board on the progress of the Strategic Business Plan annually, early
in the budget development process.
Update the Plan
Formal review and update of goals and objectives every three years or as needed.
Staff updates implementation plan as appropriate over time.
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Single‐Page View of the Core Elements of the Strategic Plan
MISSION
VISION
VALUES

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

Reliable Infrastructure

High Performing Staff

Customer Focus

Environmental Stewardship

Resiliency

Teamwork

Inclusiveness

Continuous Improvement

Transparency

Cost Effective Operations
Accountability

Sustainability

The following goals and objectives fulfill the Mission, Vision, and Values

OBJECTIVES

GOALS

1. Sustainable, Cost‐
Effective
Water Resources

2. Effective Engagement
with Customers and
Stakeholders

1.1: Minimize long‐range
water supply costs.

2.1: Understand and exceed
customer expectations.

1.2: Assist customers to
achieve water use efficiency
goals and mandates.

2.2: Engage with customers
throughout the service area,
educate them on pertinent
water issues, and obtain
their input to improve
service.

1.3: Balance long‐range
water supplies and water
use to minimize the need for
cutbacks during droughts or 2.3 Collaborate with
regulatory changes.
stakeholders to reduce costs
and improve service.
2.4: Proactively monitor and
engage appropriately in
regulations and legislation
that may impact SFID and its
customers.

3. Cost‐Effective, Resilient
Infrastructure and
Operations
3.1: Guide all capital
infrastructure upgrades and
replacements by utilizing a
Long‐Range Facility Master
Plan
3.2: Utilize a long‐range,
Comprehensive Asset
Management Plan for
reliability and cost savings.
3.3: Plan and prepare to
mitigate significant incidents
and threats (fires, droughts,
earthquakes, cyber‐attacks,
climate change, pandemics,
etc.).
3.4: Utilize technology to
enhance efficiency and
effectiveness.

4. Motivated, High
Performing, Well Supported
Staff
4.1: Attract and retain
excellent staff.

5. Sustainable and
Effectively Managed
Finances
5.1: Manage finances based
on a comprehensive long‐
range financial plan.
5.2: Manage pension
liabilities and post‐
employment benefits in a
sustainable manner.
5.3: Ensure that the District
reviews rates and charges
for all customers on a
regular basis for proper cost
recovery and conformance
with legal requirements.
5.4: Maintain the credit
rating, reserve levels, and
other financial metrics
identified in approved
financial policies.

2.5: Ensure excellent water
quality and regulatory
compliance.
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Implementation Plan
The implementation plan was developed by staff to fulfill the strategic direction set by the
Board through the Mission, Vision, Values, Goals, and Objectives. It is shown on the following
pages.

Legend to the Implementation Plan
ESM – Engineering Services Manager
ASM – Administration Manager
WTM – Water Treatment Manager
DSM – Distribution Manager
PCO – Public Communications Officer
WTPM – Water Treatment Plant Manager
HR – Human Resources
FY21 – Each fiscal year is July 1 to June 30 of the year named, in this case 2021.
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Appendix 1: Summary of the Environmental Scan
Below is the summary of strengths, needs and challenges developed by throughout the
process.

Internal Strengths

Internal Weaknesses

SFID Enjoys

SFID Can Improve Upon

A Great Agency
Well‐run organization
Good equipment
Past investment in the system
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
Relationship with CWA
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
experiences
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.
Hodges Dam Repair cost and impact on water

External Opportunities
SFID Can Take Advantage of
Regional need for long‐term reliable supplies
Regional surplus treatment space
Other local reservoirs
Shared costs and resources of potential
local/regional water supply project

DRAFT

External Threats
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 from Nor Cal
Differing views of Communities
Challenge of building shared community
understanding and support
Communication & outreach
Perceived equity on the water rate structure
Regulatory
State regulations, legislation, impacts on
imported supplies, conservation mandates,
etc.
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Appendix 2: Issues and Comments by Focus Area

Appendix 2: Issues and Comments by Focus Area
The following pages contain topics, issues, and comments organized by the focus areas
contained in the previous strategic business plan and a new focus area called "Other." This
material is retained as a record of issues and ideas raised in the process.

FOCUS AREA 1: Fiscal Responsibility & Sustainability
FROM ENVIRONMENTAL SCAN
 STRENTH: Low rates


STRENGTH: low‐cost Hodges’ water



CHALLENGE: cost pressures, especially from imported supplies

FROM SUMMARY OF THE INTERVIEWS

Despite progress made on future OPEB liabilities with the three‐tier retirement program, some
believe those benefits are too much.


Some feel the current rate structure is ok and others that it needs to be revisited.



Rates are low, but some are focused on the continuing need to find economies, to keep staffing
slim, and to generally focus on affordability and cost control.



Rates are low, but…several commented that people need to prepare to pay more in the future.



While the public wants low water rates – they would not tolerate it if we ever found ourselves
without water because of a failure to invest adequately.



A few brought up the need for a comprehensive long‐term financial plan to help manage and
buffer costs, shocks, and challenges over time. One pointed to the CWA document that contains
all financial policies, management criteria and other components of a Plan in one document.



Are we at risk from having reserves taken by the state?

FROM MISSION
 Fair and equitable costs
FROM VISION STATEMENTS
 Sustainable, equitable, affordable, and certainty in rates


Financial reserves



Systematic and long‐term business financial planning



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



Community buy‐in on rate structure

FROM CHALLENGES AND OPPORTUNITIES
Rates and Charges
 Adoption of rates and charges that are fair and equitable for all customers


Rate sustainability, affordability

Fiscally Responsible and Sustainable
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Other issues are trumped by maintaining a fiscally responsible District.



[x2] Fiscal sustainability long‐term

FROM EARLY IN THE PROCESS
Water Supply Has Strong Upward Pressure. Currently, water supply takes up about 1/3 of the
budget. It could take up more than ½ of the budget within a decade unless changes are made.


MWD rate increases will be above inflation due to aging infrastructure, Bay Delta Fix, and
member agencies roll off.



CWA rate increases will be above inflation to aging infrastructure, high debt, local supplies
replacing imported water, etc.



Loss of Hodges water raises costs. Mandated decrease in Hodges’ storage increases decreases
SFID's lowest cost water supply.



Hodges seismic repairs will add substantial costs.



Reduced water sales during times of drought, from state regulations, water‐wise landscaping,
etc., lower revenue and put pressure on rates.



Increased state regulations generally increase costs over time.



Climate change increases water management costs by increasing the extremes: more hot and
dry periods and more periods of heavy rainfall and flood.

Capital Improvements about at inflation. Apart from Hodges Costs and potential Indirect Potable
Reuse costs, CIP should stay near inflation. About equivalent to the $5 million per year budgeted in
recent years.
Staffing a little above inflation. Our benefits and staffing costs are in line with the competitive
marketplace, which should be just above inflation. We may not need to add staff unless there is a
decision to increase customer service levels.


SFID will continue to focus on lean staffing to keep costs down.

Some Possible Elements of Fiscal Responsibility


We will need to define what fiscal responsibility and sustainability is: first and foremost,
maintaining low rates? Investing whatever it takes to ensure high quality and reliability of
services? Stable and predictable rates, and/or…?
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FOCUS AREA 2 Infrastructure Reliability & Security
Note: dam repair and water facilities are gathered under water supply)
FROM ENVIRONMENTAL SCAN
 Continuously upgrade infrastructure


New or updated corporate facilities

FROM SUMMARY OF THE INTERVIEWS
 Make sure the Facilities Master Plan and CIP are flexible, adaptive, and cover issues such as
cyber security.


Deferring maintenance to save money in the near‐term costs more in the long‐term. There is a
Board policy question related to the cost and tolerance for risks versus desire for increased
reliability. What level of risk, reliability and cost does SFID want to pay for?

FROM VISION STATEMENTS
 Build, maintain, and operate infrastructure to maximize asset value.


Maintain and invests in infrastructure by methodical planning to maximize asset value and
generational equity.

FROM CHALLENGES AND OPPORTUNITIES
 Focus on good strong infrastructure.


Leverage assets to create opportunities that create sustainability.



Investing in infrastructure or investments that result in cost reductions for our customers

FROM EARLY IN THE PROCESS (THIS IS FOR WHAT IS ALREADY HERE

Issues, Opportunities and Challenges
 Filtration plant upgrades needed. These are built into current rates.


Substantial "Smart" investments needed to maintain current level of service from aging or
inadequate facilities. CIP costs to maintain a reliable system could range from the current ten‐
year average of about $3.6 million per year to an estimated $5 million to $8 million per year in
the coming years.



Note: SFID is about to begin a major Capital Improvement Plan (CIP) and Master Plan. These
studies will systematically evaluate the water system and develop a 10‐year plan for upgrade
and maintenance, along with timing and costs. As the studies unfold, staff will be asking the
board to give direction on the amount to invest in the system that best balances cost, risk, and
service reliability.



The primary venue to discuss this topic will be when the CIP and Master Plan are brought to the
Board. In terms of the Strategic Plan one important issue to clarify with the board is the
expected magnitude of the costs so they are not surprised and reluctant.
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FOCUS AREA 3: Water Supply Diversity & Sustainability
FROM ENVIRONMENTAL SCAN
OPPORTUNITIES:


Regional need for long‐term reliable supplies



Regional surplus treatment space



Other local reservoirs



Water supply opportunities through Hodges and surplus water treatment capacity

FROM SUMMARY OF THE INTERVIEWS
 Water supply is ok. By 2030, San Diego County expects not to buy any water from MWD.


Need to prepare for State standards that are likely to cut back water use.

CENTRAL IMPORTANCE OF HODGES IN LONG‐TERM COST CONTROL AND SUPPLY RELIABILITY


Getting Hodges fixed may be critical to achieving long‐term financial sustainability and local
control. Will require near‐term investment for long‐term savings.



Hodges needs near‐term repairs within two years. Would be good for SFID to control it,
because we will be more focused and efficient than the City which has many competing
priorities. If not done on time we will need to lower the lake more.



The City may be willing to sell water rights because it is focused on Pure Water. It would
require an investment but long‐term owning more Hodges rights would probably save money
and improve water supply reliability.



Repairing the dam could take ten years or more to build and could cost from $150 million to
$280 million. We owe 14% of cost (up to ~$40 million at the high end).

POTABLE REUSE


Potable reuse could provide many benefits: lower long‐term costs, improve quality, increase
local control, and water supply independence, improve reliability, provide 10% more water to
customers. It might allow us to sell water to others and help spread cost of rebuilding Hodges to
others.



San Dieguito Reservoir could use upgrades. 30% of capacity is lost due to solids build up from
treatment solids. Dredging it would increase quality and quantity. It would also be helpful to
treat brackish water and keep solids out.



Having our own treatment plant with excess capacity gives us independence to take raw
water from imported, Hodges’ water, IPR, and to continue serving water when imported
supplies are cut off.

FROM VISION STATEMENTS
 Provide a safe, reliable, drought and disaster tolerant water supply.


Cost‐effective supply



Shared repair/maintenance water transfers



Drought and disaster tolerant sources
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District has developed a locally sustainable water supply portfolio that provides customers with
long‐term certainty regarding cost, availability, and local control.



Certainty and local control



With assistance and guidance from SFID, its customers are using water efficiently.



Develop and manage our water supply portfolio to cost‐effectively meet changing demands and
availability of water supply resources.

Water
Water Quality
 Water quality and regulatory compliance ‐‐ relates to infrastructure and planning.


Tied to succession planning.

Water resources, sustainability
 Any new water supply is more expensive than current costs.


Water transfers / share in repair and maintenance of Hodges (if can find another use for
Hodges. Invest)



[x3] Water use efficiency & Water Supply Sustainability

Water Treatment
 Can we treat cost effectively over time?
FROM EARLY IN THE PROCESS
WHY IS ADDITIONAL WATER NEEDED WITH CONSERVATION AND SUCCESS OF CWA? DO WE NEED
THE WATER?


We do not so much need water for reliability rather for long‐term cost control. We can take
advantage of assets we have. New economy of scale for region. Business opportunity. Help
neighbors for reliability. We may not want or need. Resiliency, reliability, local control, flexibility,
future business opportunities (trades, exchanges)



State will set more strict water use targets (SB 606/AB 1668) with permanent monthly
reporting beginning in 2023 and mandatory limits beginning within a few years after that. We
expect the state to mandate some level of cutbacks.



Potable reuse projects provide 10% credit from state limits. Our customers could use up to
10% more water than initially allocated if we had a potable reuse supply.



There is currently a 57% Cut in Hodges Storage until it is strengthened. This is a 15% cut in our
water supply. Also, a cut in our lowest cost water supply for up to a decade or so.

INCREASING CHALLENGES TO MAINTAIN RELIABILITY AND CONTROL COSTS


Climate change impacts water reliability—with more extreme weather, overall dryer and hotter
but with more years of heavy rainfall as well more drought



Imported water reliability is at some risk. Water from Northern California is at the mercy of
many state mandates and restrictions, especially since much of it must move through the Delta
which is hotly fought over by urban, agricultural users and environmental interests and
impacted by climate change.
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Regional indirect potable reuse (IPR) project could provide numerous benefits: increase local
control, provide a sustainable supply, increase our state allocation form SB 606/AB1668 by 10%,
add cost sharing for Hodges retrofit, and cost less over time than imported supplies.



There is the potential to acquire some or all the City's Hodges rights. There are water supply
benefits and financial costs to this. (note: are we ready for these topics to be public?)

COSTS THAT ARE RISING ABOVE INFLATION


The days of abundant cheap imported water are past. State regulatory, environmental and
water infrastructure costs have been increasing faster than the rate of inflation.



Imported water costs rising: $1,600 today slated to cost up to $3,800 or so in 20 years? ~4.5%
inflation. 5%+ per year



Currently water supply is taking about one‐third of SFID’s budget. If we make no changes in our
water supply mix, it could easily take up half the budget, or more.



Our low‐cost local water supply from Hodges is currently cut about in half due to seismic issues.
Repairing Hodges could take up to $200 million, of which we owe about 15% or, perhaps $30
million.



Desal will cost over $3,000 per acre foot soon (versus $2,800 now), SDG&E is seeking to raise
rates 9.8% currently.



Costs will increase further as some members of the County Water Authority utilize their own
sources like the City's Pure Water program. When they decrease their commitment to imported
water, the remaining members will have to split the contribution that they will roll off.
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FOCUS AREA 4: Organizational & Workforce Development
FROM ENVIRONMENTAL SCAN
STRENGTH: A Great Agency



# applicants shows desirability



Well‐run organization



Good equipment



Past investment in the system

STRENGTH: Lean Staffing Lowers Costs & gets
the Job Done
Quality Product
 Customer service



Making a difference!



"Love my work."

STRENGTH: Great People



Good benefits



Dedicated Board & Staff



# applicants show desirability



Skilled, experienced, knowledgeable staff



STRENGTH: A Great Agency
 Well‐run organization

4. Lean Staffing Lowers Costs & gets the
Job Done



5. Quality Product



Good equipment



Customer service



Past investment in the system

WEAKNESS: Pressure to Increase Staffing
 Employee training & development

STRENGTH: Great People
 Dedicated Board & Staff


May need more staffing/technology to
meet increased demands.



More collaboration opportunities between
departments

Skilled, experienced, knowledgeable staff

STRENGTH: Good Place to Work
 "Love my work."




Good benefits

FROM SUMMARY OF THE INTERVIEWS
 SFID cannot have an ambitious plan without the staff resources to support it. It is a challenge to
do all we need to do with a small staff.


OPEB (Other Post‐Employment Benefits) exceed what others get in the public sector.



There were numerous compliments about the high quality of staff and board confidence in
them.



Need an inclusive environment. There are no women in operations. There may be a shortage of
candidates, but what can we do about that. Need to attract people.

FROM VISION STATEMENTS
 Valued workforce


Treat employees with dignity and equality.



Recognize employees are important to the success of SFID.



Recruit and retain, maximize, and leverage employees' abilities.



Innovative



Inclusive, respectful culture
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Drive accountability within our organization with metrics and KPIs and strive to continuously
improve.



Recruit and maintain a dedicated, knowledgeable, and diverse workforce.

FROM VALUES STATEMENTS
 Continuous Improvement. We strive for excellence by working to innovate and continually
improve in all we do.
FROM CHALLENGES AND OPPORTUNITIES
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.

FROM EARLY IN THE PROCESS (THIS IS FOR WHAT IS ALREADY HERE
 Increased training and employee development needs due to increasing technology and
regulatory requirements.


Competition with other agencies for talent especially for certified positions. There are 400
vacancies in the region and SFID expects up to 35% of staff to retire in five years.



Need to increase interdepartmental collaboration to meet challenges.



Need new or updated corporate facilities.



No significant increase in operation staffing is expected. Current operational responsiveness is
good.



Customer and community service level is adequate. One or two more staff could be helpful to
support AMI, monthly billing, and general service.



It could be beneficial for SFID to take lead roles in Hodges rebuild and/or a potential IPR
program. This could require additional people.



Consider development of staffing and succession plan as a venue to deal with staffing questions.
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FOCUS AREA 5: Community Outreach & Education
FROM ENVIRONMENTAL SCAN
STRENGTH: Strong relationships with regional water /wastewater agencies
CHALLENG: Differing views of Communities
 Challenge of building shared community understanding and support. Communication &
outreach. Perceived equity on water rate structure
WEAKNESS: Communicate and Update
 Communication—internal & external. Public outreach, education & transparency
FROM SUMMARY OF THE INTERVIEWS
 We are always talking about all these outside pressures. Why don't we lobby? Regulations
should reflect our community – for example water use based on land mass.


Staff gets a good response when working and interacting in the community. When people get a
large water bill, they are unhappy, and it is hard to connect the amount of water used to the bill.



The most common comment in the interviews was about differences in perceptions among
some customers, which, is relatively few.



It was noted that SFID should be able to build shared understanding and support.



Most indicated an active desire to bring a shared community wide understanding about tSFID
and a lot of hopefulness that this board would be able to successfully work together.



One person said that we need to bring the silent majority of people together (bypassing the
negative few).



People need to understand the value and what it takes to provide water. Not going to make
everyone happy. It is a process of education and transparency.



There was a universal or near universal comment that SFID can and must do more and do better
at outreach.



Communication has not been adequate. Much more is needed. SFID’s email list is limited. Can
we piggyback on RSF email list?



Must sign up for a portal to engage with leak policy but only 9% of customers are signed up.
Requests for leak reimbursement denied because not on portal. Need a campaign to get people
to sign up and use that AMI tool.



Treatment plant could be a flagship of excellence for SFID’s outreach. Outreach to schools, tours
to demonstrate the dedication of staff working overtime, the training. We are leaders in the
region, doing studies and coming out ahead. High professionalism. Everything is top of the line.
Water is A‐plus. But the grounds, lobby, and visible portions do not reflect that.

FROM VISION STATEMENTS
 Public engagement and transparent decision making


Educate on efficient, sustainable water use.



Community buy‐in, rate approval



Excellent customer‐focused service



Collaborate with neighboring agencies to reduce costs and develop new water resources.
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SFID is considered a trusted and respected partner in the community.



Engage with customers to build a shared understanding of and support for SFID’s programs and
services.



Anticipate and prepare for future regulatory mandates and lobby for our customer best
interests.

FROM VALUES STATEMENTS
 Teamwork & Collaboration. We will best serve our customers and each other by working
collaboratively among staff, with the Board, our communities, and other organizations around
the region.


Communication and Transparency. Two‐way communication and engagement with our
customers, and transparency in reporting and decision‐making are the foundation for fulfilling
the public trust.

FROM CHALLENGES AND OPPORTUNITIES
Collaborative


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

Proactively Influence Regulations
Challenges that will require additional education, communication, and engagement.


Water supply challenges (climate change, potential drought, SB 606/AB1668, Lake Hodges
cutback, Possible potable reuse, possible need for increased conservation, etc.



Needed investments in smart facilities.



Bridging generally differing needs and viewpoints of large and smaller property owners

What direction is needed from the Board in terms of engagement?


The scope and level of effort

Changes needed in SFID’s relationship to the public, especially during a drought.


During the last drought, there was a feeling that SFID was focused on policing customer water
use rather than being helpful. It felt heavy‐handed and came along with increased rates leading
to a frustration that SFID was charging more for less. That is the reality during deep droughts.



SFID needs to be more proactive, helping people to use water efficiently and doing a more
thorough job helping customers understand the water reality in San Diego and across the state.
It would also help if SFID were seen to be lobbying on behalf of the community for regulations
that match the realities of SFID.



Having a plan, like IPR that would help improve water supply reality and control costs would
help customers both in terms of water supply and cost and, importantly, in the sense that SFID is
"doing something" for them.
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FOCUS AREA 6: Water Quality & Regulatory Compliance
FROM SUMMARY OF THE INTERVIEWS
 Water Quality & Regulatory Compliance


Emerging contaminants will be a challenge (are there any identified ones)



Santa Fe Irrigation District could improve water quality and save money with watershed and
source water management. This would involve San Dieguito, Hodges, etc.

FROM VISION STATEMENTS
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.
Santa Fe Irrigation District will adapt and mitigate for potential climate change impacts with cost‐
effective solutions that beneﬁt both the environment and its ratepayers.
Many people want to do everything possible to be environmentally conscious ‐‐ would they be willing
to pay more to be better stewards of the environment?
FROM CHALLENGES AND OPPORTUNITIES
Proactively Influence Regulations
 Influencing the regulatory requirements
Water Treatment
 Can we treat cost‐effectively over time?
FROM EARLY IN THE PROCESS (THIS IS FOR WHAT IS ALREADY HERE
 Santa Fe Irrigation District does need to comply but is there a specific issue or issues here or is
the purpose to round out the plan and make it comprehensive.


This category (water quality and regulatory) as well as staffing and infrastructure are not
strategic and should not be in the plan.
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FOCUS AREA 7: Other
FROM ENVIRONMENTAL SCAN
STRENGTH
 Engaged, productive Board with diversity of experiences
 Shared Board and Staff desire to help unite the service area
FROM VISION STATEMENTS
Identify cost‐effective, efficient mitigating solutions to climate change.
Measures to reduce greenhouse gas emissions.
Allows SFID to adapt to and manage potential impacts from climate change, thereby providing
increased reliability to its customers.
District will adapt and mitigate for potential climate change impacts with cost‐effective solutions that
beneﬁt both the environment and its ratepayers.
Many people want to do everything possible to be environmentally conscious ‐‐ would they be willing
to pay more to be better stewards of the environment?
Near‐term and long‐range planning should incorporate technology.
Effectively manage and is prepared for emergency situations, such as fire, earthquake, or cyber‐attack.
FROM VALUES STATEMENTS
 Environmental stewardship. Shared responsibility for being good environmental stewards.
FROM CHALLENGES AND OPPORTUNITIES
Commitment to Customers
 Customers have no other choice ‐‐ there is a role here for SFID to play given this fact.
 Remain customer‐focused, whether it is rates or preparedness.
Strategic Focus Areas
 [some are not strategic] Strategic focus areas are directly linked to the business plan and
those focus areas.
Environmental
 Many people want to do be environmentally conscious ‐‐ would they pay more to be better
stewards of the environment?
 Environmentally responsible ‐ as much of an opportunity as well as a threat
Vision
 What is our 10‐year vision?
Customer Focused
Board
 Ongoing role of Board working together for best interests of all its customers.
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ATTACHMENT "B"

Draft

DATE:

June 10, 2020

TO:

General Manager and Board of Directors

RE:

Comments from Board on Strategic Business Plan

PAGES: 2

There were a substantial number of minor edits and corrections suggested by the Directors. Simple
grammatical and typographical edits were incorporated without note. More substantive edits are
reflected with red type and strikeouts in the Plan itself. Below are two additional types of comments for
consideration:
1. Detailed comments that from Directors that are incorporated into the plan or answered below.
2. Detailed comments that go beyond what had already been discussed or approved in the
strategic planning process and would need Board direction to Incorporate into the Plan.
Notes from the consultant are in red.

Detailed Comments from Directors That Are Incorporated into the Plan or Answered Here
Director Friehauf
GOAL 1, PAGE 8. It is important under the Strategic Challenge to also highlight the potential impact
climate change will have on imported supplies. This is a documented issue and concern, especially
regarding State Water Project water and Colorado River supplies. A sentence could be added at the end
of the paragraph. Something like: Uncertainties regarding future availability of imported water exists
due to potential climate change impacts. (Incorporated the sentence. Additional commentary is retained
here)
GOAL 2, PAGE 9. I'm uncomfortable using the term "right people" in the sentence, "Therefore, each day,
we must...engage with the right people..." Who are the "right" people. Some in the public might be
offended by the statement. Can we say: "Therefore, each day, we must...engage with our customers and
stakeholders..."? (Incorporated the comment. Additional commentary is retained here)
Director Johnson
I think we should consider use SFID throughout the plan, rather than the District. External readers will
find it easier to understand as the District is not a known reference. (Incorporated with some stylistic
exceptions)
GOAL 4, PAGE 11 SUGGESTS ADDING OBJECTIVES
OBJECTIVE 4.2 Provide opportunities for employees to advance within the organization.
OBJECTIVE 4.3: Cross train employees, when possible, to build a team and increase advancement
opportunities.
(Missing other objectives named in Strategic Response above.) (Staff develop the single objective for
this goal: “Attract and retain excellent staff.” The suggested objectives above are covered in the
work plan)
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MISSING GOAL FOR ENVIRONMENT. (This is covered in the workplan under work plan 3.3b: “Develop
and implement a long‐range energy efficiency management plan to cost‐effectively mitigate the
District’s impact on the environment, potentially decrease energy costs, and improve resiliency”). Also,
staff added “climate change” to Objective 3.3: Plan and prepare to mitigate significant incidents and
threats (fires, droughts, earthquakes, cyber‐attacks, climate change, pandemics, etc.).

Additional Detailed Comments the Board May Consider
Director Creede
GOAL AREA/OBJECTIVES/ACTIONS. – Some dates are way too far in the future and we need interim
check points/progress. For example: FY24, FY25, FY27, FY31. We could not possibly wait that long for
measurable results. We need interim progress reports/status in FY22, with interim annual goals in
addition to the big picture/final goal. (Staff plans to report annually on progress for the entire Strategic
Business Plan. Progress on long‐term goals will be reported to appropriate committees and to the Board
as they progress.)
GOALS. Each goal must be measurable. (Each of the objectives has a measure or a measure will be
developed as part of the task development.)
Director Johnson
I know the actions are to be proposed by staff. However, I think many of the proposed staff actions are
very weak and do not reflect continuous improvement or new thinking. I think the customer service
goals completely missed what the Board wants. I also believe that there is no new thinking around
examining the budget as a whole to reduce costs, but only to raise rates.
GOAL 2, PAGE 9. Change the Goal from Effective Engagement with Customers and Stakeholders to
Customer Focus in Decision Making.
GOAL 2, PAGE 9 SUGGESTS NEW OBJECTIVE. OBJECTIVE 2.3 Implement new programs/systems that
better serve customers.
GOAL 3, PAGE 10 SUGGESTS CHANGE IN WORD IN OBJECTIVE. Cost‐Effective, Resilient Infrastructure
and Operations. Change “Resilient” to “Reliable.”
GOAL 5, PAGE 12, STRATEGIC CHALLENGE, COMMENT ON THIS SENTENCE: “The impact of these new
regulations is not known at this time but could require SFID to reduce its annual water demand. The
impact on SFID will be a loss of revenue that will have to be recovered by increasing rates.” The
comment is: “(Not necessarily ‐there are other budget cuts that can be taken as well).”
OBJECTIVE 5.2, PAGE 12, COMMENT. Objective is “Pension liabilities and post‐employment benefits are
managed in a sustainable manner.” Comment is: “There is no mention of re‐negotiating the MOU in line
with current concerns and costs, particularly with escalating costs for benefits and retirees. We cannot
continue to ask rate payers to cover a shortfall of a $1,000,000+ per year for pensions without
employees giving something too. With so many unknowns, we cannot sign a four‐year agreement with
increases in salary and benefits promised for every year as it is totally fiscally irresponsible. It needs to
be examined and discussed now as we cannot wait until negotiations start.”
ADD NEW OBJECTIVES TO GOAL 5 PAGE 12. “5.5: Explore all cost‐saving options to balance budget,
beyond rate increases."
SINGLE PAGE VIEW, PAGE 14 VISION SUMMARY. Delete “infrastructure” from “Reliable Infrastructure.”
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Draft

DATE:

June 10, 2021

TO:

Al Lau, General Manager SFID

FROM:

Martin Rauch

NO OF PAGES: 2
RE: Summary notes from staff review of Strategic Business Plan

June 4, 2021, Staff meeting to review the Strategic Business Plan draft
On June 4, 2021, approximately 30 staff participated in a facilitated meeting to review and comment
on the strategic plan. The meeting began with a review of all the elements of the Plan. There were a
few comments and questions during this section of the meeting.
The group was then divided into six breakout rooms and asked to answer and then report to the rest
of the group on the following questions:
1. If your group had the power to make up to three changes: what two or three most important
things would your group choose to change or keep the same to make the District better? List
them in priority order: 1, 2, and 3. Why did you choose each?
At the end of the meeting, each of the six breakout groups was asked:
1. What is the single most important thing your group wants the Board to hear as they plan the
District’s long‐term future?
Below is a summary of the comments made by staff at the June 4, 2021 meeting.

Summary of comments from staff
To meet the Board's goals, there needs to be a greater investment in resources of all kinds: Staff,
facilities, field equipment, and office tools.
•

The staff is already stretched. To meet the increase in workload and complexity of projects, there
should be a greater investment in Staff: hiring new Staff, creating a succession plan, increasing
training opportunities for current Staff, and improving benefits and incentives. Staff have left, will
continue to leave, and it will be difficult to hire quality people if benefits and compensation
remain non‐competitive.

•

Improved field equipment and office tools will also improve operational efficiency.

•

Some facilities are outdated and need to be modernized for functionality. They also do not give a
great impression of the District. Improved facilities and equipment will become increasingly
important as the District aims to grow and become a more prominent player.

The District will benefit from improved internal communication


Internally, Staff would benefit from a better organizational structure that fosters communication
and collaboration within and between teams. There is a sense that some departments are too
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siloed — structured in a way that impedes collaboration (e.g., it’s not clear where a person goes
for help when he/she makes up the entire department).


Operationally, the District would benefit from greater communication from top to bottom and
visa‐versa.

Closing comments from Staff: one thing to change or keep the same.
Five of the six groups commented on the need for more investment in people, tools and facilities for
the District to perform effectively.
Two of the groups commented that they want the want the Public to know how efficiently and cost‐
effectively Staff operate and how dedicated they are to their work. Also, that the Board can play a
role in improving public perception by the way they talk about staff at Board meetings and with
members of the community.
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