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1. Discuss Strategic Planning
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In accordance with the Americans with Disabilities Act, if you need special assistance (i.e. auxiliary aids
or services) in order to participate in this public meeting, please contact the Clerk of the Board, Melissa
McMullen, and (209) 532-5536 ext. 510. Notifications 48 hours prior to the start of the meeting will
enable the Clerk to make reasonable accommodations to ensure accessibility to this public meeting.

Finance Committee
Meeting of February 24, 2022
Item #1
Title of Item: Discuss Strategic Planning
Recommendation:
Provide staff guidance on whether to initiate a new comprehensive strategic planning effort in
2022.
Background:
The district’s existing strategic plan (Plan) was completed in early spring of 2019 by the TUD
Board of Directors and staff through a series of facilitated public workshops. The Plan was
adopted by the Board on June 11, 2019. Prior to this, the most recent strategic plan was from
2008.
On April 14, 2020, executive management provided a strategic plan update to the Board of
Directors who then unanimously adopted the FY 2020/2021 Strategic Plan on June 9, 2020.
On May 6, 2021, at the request of the Board President, the Board and staff participated in a
strategic priorities workshop with Lisa Beutler of Stantec to focus on strategic priorities and
establish a shared perspective on goals and objectives.
Discussion
A strategic plan serves as a guide for planning and decision making for executing its mission
today and into the future. The 2019 strategic plan was developed to be a living document to
be reviewed regularly and revised as needed to better serve the District and Tuolumne
County. While the Plan has been updated and the Board has participated in strategic
priorities workshop, there has been turnover at the Board and executive management levels
since the original Plan was adopted in 2019.
TUD received a proposal for the completion of a comprehensive strategic planning effort from
GEI Consultants.
Attachments:
1. Tuolumne Utilities District 2019 Strategic Plan and FY 2020-2021 Update
2. Setting Strategic Priorities Board Workshop report
3. GEI Comprehensive Strategic Planning Effort Proposal

Tuolumne Utilities District
2020 STRATEGIC PLAN UPDATE
REPORT TO THE BOARD OF DIRECTORS SUMMARIZING STRATEGIC PLAN
PROJECTS TOWARD ACHIEVING GOALS AND OBJECTIVES

2019 STRATEGIC PLAN

Board of Directors
Bob Rucker, Board President
Jeff Kerns, Board Vice President
Barbara Balen
Ron Kopf
Ron Ringen


Edwin R. Pattison, General Manager
Management Team
Erik Johnson, District Engineer
Don Perkins, Operations Director

Steve Sheffield, Finance Director
Abby Parcon, Administrative Services Director

TUOLUMNE UTILITIES DISTRICT
2019 STRATEGIC PLAN
A GREAT COMMUNITY
WITH A BIG HEART

T

UOLUMNE COUNTY IS A MAJOR GATEWAY
to the Sierra. The area enjoys the accessibility
and full beauty and four distinct seasons. Tuolumne is known for its two historic state parks,
Columbia and Jamestown, numerous recreational
areas and for its amazing people who care about
their neighbors. California living in a great community to raise a family. The communities within
Tuolumne County are small enough to know your
neighbors and large enough to have the amenities
found in small metro communities. Residents enjoy the amazing opportunity of living near Yosemite National Park and taking advantage all the
outdoor recreational opportunities that the region
provides. Tuolumne Utilities District provides water and wastewater services to most of the residents of Tuolumne County.
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PURPOSE
This Strategic Plan (Plan) exists to empower Tuolumne Utilities District (TUD/District) to
set overall goals and develop a plan to achieve them. District Board of Directors and Staff
took a step back from the day-to-day operations to evaluate where the District is headed and
how best to organize District objectives and priorities.
The Plan was formed in early spring of 2019 by the District’s Board of Directors and staff
through a series of public workshops which facilitated public participation with the understanding that the Plan is to be a living document that will be reviewed regularly and revised
as needed to better serve the District and Tuolumne County. The Plan was purposefully
fashioned as a succinct, workable document so that it can be easily referenced to: Generate
focused goals, adopt comprehensive objectives, communicate values and develop a path to
help establish the best use of our resources to accomplish District goals and objectives.

THE ORGANIZATION
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California Gold Rush of 1849. The TUD service area is
located 148 miles east of San Francisco and is nestled in
the picturesque and historic central Sierra foothills. The
historic, gravity-fed water delivery system that is integrated into the rural lifestyle of the community presents
strategic challenges and benefits. Following approval by
Tuolumne County voters, TUD was formed in 1992 by
consolidating two existing water agencies. TUD has
since acquired additional water and wastewater systems, in varying conditions, previously owned and operated by predecessor agencies. The District provides water and wastewater services throughout much of Tuolumne County (Population approximately 52,000), including the City of Sonora and covers a broad range of
topography. The District continues to prioritize and fund
capital improvement projects in an effort to improve
water and wastewater infrastructure.
The water system is diverse and varied with approximately 95% of the water the District distributes originating from the South Fork Stanislaus River and is impounded in Pacific Gas and Electric Company’s (PG&E)
Lyons and Pinecrest Reservoirs. PG&E owns and operates a canal and flume system to convey water from Lyons Reservoir to the Phoenix Powerhouse. The District
owns and operates a total of 72 miles of ditch, flume,
pipe, and tunnel infrastructure that diverts water from
the PG&E system at various locations. The majority of
TUD’s customers reside in or near the community of Sonora and additionally serves customers in several other
surrounding communities. The District utilizes approximately 140 miles of wastewater pipeline to collect up to
500 million gallons of wastewater per year. The Sonora
Regional Wastewater Treatment Plant was constructed
in the late 1970s and on average treats 1.4 Million Gallons Per Day (MGD). TUD also has a regional reclamation system for the reuse of effluent for irrigation on
pasture lands.

TOP TUD BOARD
PRIORITIES
INCLUDE:

› Secure Water Supply
› Secure surface water
supply from New
Melones

› Regional Septage Receiving Facility Upgrade

› Regional Wastewater
Treatment Plant Upgrade

› Sonora Regional Water
Treatment Plant Consolidation

DISTRICT SERVICES
The District is a water and wastewater utility that has 587 raw water connections, 14,105 water connections and 6,184 wastewater connections. District’s services are generally described as
follows:

Water Supply
TUD receives water supply from the Sierra Snowpack. This water is delivered to TUD starting
at the South Fork of the Stanislaus River at Lyons Reservoir via the Tuolumne Main Canal by
agreement with Pacific Gas and Electric Company (PG&E). PG&E owns and operates Pinecrest
Lake, Lyons Reservoir and the Tuolumne Main Canal. In the summertime, TUD normally receives stored water first from Lyons Reservoir, then second from water stored in Pinecrest
Lake. Approximately, 95% of TUD’s customers receive water supplied through the Main Canal
into the ditch conveyance system and 5% of water is supplied through wells. “End of Spill” is a
point in time that occurs after the snow has melted and flow in the River has subsided to where
the flow out of Lyons Reservoir exceeds the flow into it. The “End of Spill” occurs at the end of
the spring snow-melt runoff which typically occurs about July 1st or later. At this point in time,
water stored in Lyons Reservoir is relied upon to supply Tuolumne County through the summer
until labor day. However, Lyons Reservoir is relatively small and only holds enough water to
support normal Tuolumne County water needs for about 65 days. After Labor Day water is normally drawn down from Pinecrest Lake to supplement Lyons Reservoir through the fall and
early winter.

Ditch System/Raw Water Delivery
The TUD ditch system is extremely unique and unlike any other water conveyance system.
Each year the District undertakes the repair and maintenance of its 72 miles, 1850’s era, ditch
system in order to deliver water to domestic and agricultural users that rely on raw water delivery for limited non-potable purposes. The maintenance and upkeep is required in all weather
conditions to keep the water flowing, including the very labor intensive activity of “floating
snow” when necessary. The ditch system represents a significant investment in raw water
transmission by the District for its customers. Staff monitors and calibrates ditch water flows
throughout the year and especially during the summer months to ensure reliability. Continual,
year-round maintenance and upkeep is required to keep the ditch system service ready. Staff
also maintains the Phoenix Lake dam which is owned by the District and annually inspected by
the state Division of Safety of Dams.

Water Treatment
The District operates 11 permitted water systems including 3 groundwater systems, 15 water
treatment plants, 78 treated water storage tanks and reservoirs, 51 booster stations. There are
approximately 50 wells in varying state’s of activity.

Potable Water Distribution
With respect to treated water, staff also maintains the distribution network ensuring that water distribution mains are maintained in working order. Water distribution staff performs routine maintenance including flushing of water mains that helps maintain underground pipes
over the long term. The District’s flushing program is integral to maintain infrastructure in
good working order and for the provision of clean drinking water. TUD’s distribution staff has
a great deal of contact with the public.

Wastewater Collections
The District operates and maintains 140 miles of sewer collection system, 30 sewer lift stations
collecting approximately 1.3 million gallons of wastewater each day and sent for treatment to
the Sonora Regional Wastewater Treatment Plant. Flushing and video assessment are critical
and labor-intensive preventable maintenance activities required to prevent spills and/or
breaks. Infiltration and inflow (I&I) are another critical aspect of wastewater collection that is
continuously being addressed and integrated. Wastewater collection is highly regulated by both
the federal and state governments requiring that District operations adhere to mandated
standards.

Wastewater/Sewer Treatment
The District provides wastewater collection, treatment, and disposal services to the majority of
the population of Tuolumne County. The District owns and operates the Sonora Regional
Wastewater Treatment Plant, a conventional trickling filter secondary wastewater treatment
plant that treats approximately 1.3 million gallons of wastewater each day. The Sonora Regional Wastewater Treatment Plant was originally constructed in the late 1970’s. The District also
operates the Twain Harte Wastewater Treatment Facility and transfers that effluent by way of
an interceptor line to the Sonora Regional Wastewater Treatment Plant for final processing.
The District also operates the county’s only septage receiving facility and serves neighboring
counties. Wastewater treatment is highly regulated by both the federal and state governments
requiring that District operations adhere to mandated standards. The District’s Quartz Reservoir is managed by wastewater staff and provides reclaimed water to agricultural interests for
production of hay and alfalfa as feed for cattle.

MISSION, VISION & CORE VALUES
Mission
Provide Responsible Water and Wastewater Services for our Customers
with Great Customer Service in a Socially, Financially and Environmentally Responsive Manner at a fair value.

Vision
Sustainable Water Resources; Safe, Secure and High-Quality Water; Effective Collection, Treatment and Disposal of Wastewater and best use of TUD
Properties for community Benefit.

Core Values
Leadership
The District is proactive in forwarding & protecting the interests of our customers and the community.
Stewardship
The District supports “Best Management” practices, respects the rich cultural history of our community and manages resources on a sustainable basis for future generations.
Transparency & Open Communication
Information freely flows to and from all levels of the organization, respect
and thoughtful consideration is given to each other’s differences and opinions, and all participants are provided the same information.
Collaboration & Community Engagement
Board & District Staff listen and openly share ideas to achieve better decisions and outcomes with our customers and partners.
Organizational Integrity
Respect, Commitment, Responsibility, Ethical Behavior, Safety, High Quality Customer Service, Teamwork & Accountability are the hallmark of the
organization.
Highly Effective and Safe Workforce
The District supports well-qualified, trained and committed employees who
work safely and give their best to get the job done and provide the best customer service available.

STRATEGIC GOALS
Strategic Goals are the result of the major undertaking where District Staff and Board of Directors met to discuss where the District is now, where does it want to go and how it plans to get
there. Staff and Members of the Board looked into opportunities, challenges and needed investment that are likely to arise in the future. Strategic goals were developed as a result of this collaborative process.

1. Enhance and improve water
security

5. Follow best financial management &
fiscal planning practices

2. Improve wastewater collection,
6. Provide great customer and commutreatment, and recycled water use
nity services practices
through facility modernization
7. Pursue environmental stewardship
3. Develop partnerships for the benopportunities and community proefit of the community
grams
4. Enhance programs to promote organization efficiency and development

Goal 1 Enhance and improve water security
Strategy 1. Advance, defend and expand District control over water supply.
Action 1
Pursue water rights, water contracts, area of origin rights and/or other methods
to improve water supply reliability.
Action 2
Pursue emergency water supplies through water transfers and/or water
contracts to mitigate potential impacts of droughts, fires and other catastrophic
events.
Action 3
Consider acquisition and development of water storage and conveyance facilities.
Action 4
Manage and defend against State and Federal regulatory actions that
potentially harm the Districts ability to provide a reliable water supply.
Action 5
Educate legislative and community leaders on District water supply issues and
engage appropriate professionals to assist in securing a more reliable water
supply.
Strategy 2. Reduce system losses and improve water system efficiencies to meet
multiple community benefits.
Action 1
Identify areas of potential system failure and/or frequent leak maintenance to
prioritize repairs, improvements and/or upgrades.
Action 2
Identify and pursue active pressure zone management to improve reliability and
efficiency.
Action 3
Conduct studies on the raw water delivery system to improve efficiency and
identify construction methods to maintain and enhance the cultural, recreational
and historical integrity of the system.
Action 4
Pursue necessary maintenance and efficiency improvements to the raw and
treated water conveyance systems.
Action 5
Implement Capital Improvement Plan (CIP) and Capital Outlay Budget.
Strategy 3. Consolidate water treatment plants to improve efficiencies and
reliability and reduce maintenance and operations costs.
Action 1
Complete land acquisition and preliminary engineering identified in the Treated
Water System Optimization Plan (TWSOP).
Action 2
Identify and prioritize improvements to existing infrastructure that will require
upgrades and/or replacement to accommodate TWSOP.
Action 3
Seek State and Federal appropriations for TWSOP implementation.
Action 4
Implement Capital Improvement Plan (CIP) and Capital Outlay Budget.
Strategy 4. Enhance and optimize water storage facilities and provide back-up
power supplies at pumping and other critical facilities.
Action 1
Identify, prioritize and implement repairs, upgrades and/or consolidation of
water storage tanks.
Action 2
Identify, prioritize and implement back-up power supply systems at pump
stations and other critical facilities.
Action 3
Plan and develop strategically located storage regulating reservoirs to provide
multiple benefits to the raw water conveyance system.
Action 4
Implement Capital Improvement Plan (CIP) and Capital Outlay Budget.
Strategy 5. Promote water conservation and water use efficiency programs.
Action 1
Maintain and enhance existing water conservation programs and partnerships.
Action 2
Provide customer outreach and assistance in implementing water conservation.
Action 3
Develop and maintain a community landscape native plant demonstration
garden.

Goal 2 Improve wastewater collection, treatment, and recycled
water use through facility modernization.
Strategy 1. Upgrade and/or replace outdated and inefficient wastewater treatment
facilities.
Action 1
Upgrade regional septage receiving facilities.
Action 2
Replace and upgrade sludge drying equipment and facilities.
Action 3
Identify, prioritize and implement wastewater treatment plant (WWTP)
equipment and facility upgrades and improvements, including, but not limited
to, improved security, road construction, lighting, administrative facilities,
treatment processes, storm water conveyance, and other equipment and
facilities.
Action 4
Prepare Title 22 Report and apply for new wastewater treatment and disposal
permit (Waste Discharge Requirements – “WDR”).
Action 5
Identify and obtain easements and rights-of-way for district facilities where
required.
Action 6
Implement Capital Improvement Plan (CIP) and Capital Outlay Budget.
Strategy 2. Repair and/or replace aging wastewater collection pipelines, Twain
Harte Interceptor and lift stations to avoid sewer spills.
Action 1
Prioritize and implement a plan to repair and/or replace collection system
infrastructure.
Action 2
Prioritize and implement a plan to repair and/or replace Twain Harte
Interceptor and to determine what customers can connect to these systems.
Action 3
Prioritize and implement a plan to repair, improve and/or replace wastewater
collection system lift stations.
Action 4
Identify potential areas for new customer connections due to failing private
systems.
Strategy 3. Secure long-term recycled water reclamation sites.
Action 1
Through land purchases, easements, programs and/or contracts, obtain longterm rights to recycle treated effluent for beneficial uses.
Action 2
Implement Capital Improvement Plan (CIP) and Capital Outlay Budget.

Goal 3 Develop partnerships for the benefit of the community.
Strategy 1. Coordinate work with local agencies (City, County, special & school
districts, Tribes, community organizations, etc.).
Action 1
Work closely with local agencies to coordinate construction projects to maximize
cost savings and reduce public inconvenience.
Action 2
Set-up periodic multi-agency meetings with staff and elected officials to
establish local priorities and to make plans for joint activities.
Action 3
Seek local, Tribal, Regional, State and Federal partnerships to obtain grant
funding for multiple benefits.
Strategy 2. Work with regional agencies and industry associations to further
District goals and priorities.
Action 1
Work closely with Mountain Counties Water Resources Association (MCWRA),
the Association of California Water Agencies (ACWA), Water Environment
Federation (WEF), California Special Districts Association (CSDA) and other
industry organizations to promote District interests.
Action 2
Cultivate leadership roles for District Directors in regional and industry
associations and committees to maximize District involvement in key issues of
importance.
Action 3
Seek regional partnerships to obtain grant funding for multiple benefits.
Strategy 3. Work with local, state and federal agencies and elected officials on
permitting, grant programs, water rights, and regulatory/legislative issues.
Action 1
Work closely with Department of Water Resources (DWR), the Bureau of
Reclamation, the U. S. Department of Agriculture (USDA), United States Army
Corp of Engineers and other water purveyors on obtaining grant funding for
facilities and on obtaining water rights.
Action 2
Seek new operational permits and grant funding for facility consolidation and
upgrades through State and Federal agencies.
Action 3
Seek local, state and regional partnerships to obtain grant funding for projects
that provide multiple benefits to the community.
Action 4
Continuously monitor regulatory issues, legislation and environmental
standards in coordination with local, state and federal agencies.
Action 5
Acquire consulting expertise to promote District interest in legislative and
regulatory issues and assistance in securing State, Federal and Private grant
funding.
Strategy 4. Coordinate land use and water/wastewater resources planning with
Local, Tribal, Regional, State and Federal planning agencies.
Action 1
Coordinate General Plan and other mandatory and optional planning document
updates and implementation with City and County.
Action 2
Seek special district representation on LAFCO with other local agencies.

Goal 4 Enhance Programs to promote Organizational Efficiency
and Development.
Strategy 1. Use the Joint Labor - Management Committee (JLMC) to improve
organizational communication and decision-making.
Action 1
Schedule regular meetings of the JLMC to discuss issues and activities.
Action 2
Seek input from JLMC members on employee training, succession planning, job
functions and other employee issues.
Strategy 2. Prioritize employee job training/cross-training to improve employee
skills and organizational flexibility.
Action 1
Utilize department, District wide and outside trainers in developing curriculum
to train and cross-train employees.
Action 2
Develop incentives for employees to train and cross-train.
Action 3
Human Resources Department to maintain and develop training records, job
descriptions and training guidelines to enhance succession planning
opportunities.
Strategy 3. Maintain active Safety Training, Emergency Preparedness and Risk
Management Programs.
Action 1
Prioritize safety training and develop incentives for participation.
Action 2
Human Resources Department to maintain safety records and coordinate safety
training program guidelines.
Action 3
Continue to evaluate District wide risks and conditions at facilities to enhance
safety and security.
Action 4
Coordinate with Local, Tribal, Regional, State and Federal agencies on
emergency preparedness, response and recovery.
Strategy 4. Support and enhance Board, Management and Staff educational and
leadership opportunities to better serve the community.
Action 1
Encourage participation at local, regional and state-wide events that provide
Board, Management and Staff training and leadership opportunities.
Action 2
Create opportunities for joint Board – Management training sessions.
Strategy 5. Identify policies and procedures to improve efficiency in District
communication and organizational performance.
Action 1
Perform comprehensive update of District wide policies and procedures.

Goal 5 Follow Best Financial Management & Fiscal Planning
Practices
Strategy 1. Identify and prioritize projects through the Capital Improvement Plan
and Budget.
Action 1
Annually review the Capital Improvement Plan in order to adjust and reprioritize projects and construction activities to determine progress in
completing priority capital projects.
Action 2
Annually review and update the budget.
Strategy 2. Determine appropriate grant funding opportunities, priorities and
partners.
Action 1
Submit grant applications for high priority projects to maximize rate payer
funds with eligible grants.
Action 2
Coordinate grant applications with local, private, regional and state
agencies/organizations to obtain multiple community benefits and enhance
chances for grant award.
Strategy 3. Identify areas to reduce costs, increase revenues, consolidate services
and improve efficiencies to provide cost-effective services.
Action 1
Analyze District organization and methods of service delivery to determine if
cost savings and consolidations are feasible.
Action 2
Seek methods to improve efficiencies and reduce lead-time on designing and
constructing capital improvements.
Action 3
Explore revenue enhancements by analyzing current return on investments,
conducting a Proposition 218 study in calendar year 2020, seek grant funding
where appropriate, identifying the cost/benefit of extending services to new
customers and investigating a District-wide assessment district.
Action 4
Implement new technology and computer hardware and software to improve
internal accounting and project management, as well as asset management,
mapping, and maintenance and repair of equipment and facilities.
Action 5
Review current District policies and procedures with an eye on improving
efficiencies.
Strategy 4. Maintain a structurally balanced budget, utilize user fees to cover the
cost of services provided, maintain adequate reserves in all funds, and maintain
financial Records in accordance with Generally Accepted Accounting Principles
(GAAP).
Action 1
Review current policies and procedures for consistency with Best Management
Practices.
Action 2
Revise and update budgetary, financial and administrative policies and bring
revised/new policies to the Board for adoption.

Goal 6 Provide Great Customer and Community Service Practices
Strategy 1. Maintain a high-level of customer service as a top priority for the
District.
Action 1
Provide customer service training for new employees, as well as on-going
training for existing employees.
Action 2
Develop, identify and promote activities and policies that focus on customer
relationships, treating customers with respect, responding to customer inquiries
in a timely manner and listening to what customers have to say.
Strategy 2. Provide a high-level of community outreach and engagement in respect
to District activities, projects and issues.
Action 1
Maintain an active website with up-to-date information on District activities,
issues and projects.
Action 2
Provide for community feedback, review and response to comments received as a
result of outreach activities.
Action 3
Issue periodic newsletters, surveys, notices and other materials to inform and
seek input from members of the public, local agencies, community organizations
and stakeholders.
Action 4
Enhance, develop and market programs that benefit District customers.

Goal 7 Pursue Environmental Stewardship Opportunities and
Community Programs
Strategy 1. Identify projects, activities and programs with multiple community
benefits and prioritize for implementation.
Action 1
Seek Local, Tribal, Regional, State and Federal partners to improve project
success and community involvement.
Action 2
Seek community input and partnerships to manage community activities on
District properties and facilities where appropriate.
Strategy 2. Provide community outreach in the early stages of project or program
development.
Action 1
During the initial stages of project and/or program development identify
communities of potential impact and seek consultation and input.
Action 2
During the initial stages of project and/or program development identify
community and agency partnerships that will allow for greater community
benefits.
Strategy 3. Use resources efficiently, reduce waste and minimize negative impacts to
the environment.
Action 1
Practice resource conservation by making the most efficient use of resources and
energy saving devices when developing District projects.
Action 2
Practice pollution prevention by minimizing contamination to the environment
through thoughtful project design and the incorporation of redundant systems
and backup energy supplies.
Action 3
Incorporate occupational health and safety considerations into projects and
facilities where employees will be working.

PLAN REVIEW, REVISIONS & REPORTING
The District will review this Plan annually to ensure that it continues to be accurate and best
serve the needs of the District. All revisions must be approved by the Board of Directors. A record of revisions is kept on the Table of Contents page.
At the end of each fiscal year, the General Manager will prepare a brief report for the Board of
Directors summarizing the progress that has been made toward attaining the District’s goals
and objectives. Reports will be included in the Appendix of this Plan.
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TUD Mission Statement:
Provide Responsible Water and Wastewater Services for
our Customers with Great Customer Service in a Socially,
Financially and Environmentally Responsive Manner
at a Fair Value.
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TUD Vision:
Sustainable Water Resources; Safe, Secure and HighQuality Water; Effective Collection, Treatment and
Disposal of Wastewater and best use of TUD Properties
for Community Benefit.
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TUD Core Values:
Leadership
The District is proactive in forwarding & protecting the interests of our
customers and the community.
Stewardship
The District supports “Best Management” practices, respects the rich
cultural history of our community and manages resources on a
sustainable basis for future generations.
Transparency & Open Communication
Information freely flows to and from all levels of the organization, respect
and thoughtful consideration is given to each other’s differences and
opinions, and all participants are provided the same information.
4
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TUD Core Values (Continued):
Collaboration & Community Engagement
Board & District Staff listen and openly share ideas to achieve better
decisions and outcomes with our customers and partners.
Organizational Integrity
Respect, Commitment, Responsibility, Ethical Behavior, Safety, High
Quality Customer Service, Teamwork & Accountability are the hallmark of
the organization.
Highly Effective and Safe Workforce
The District supports well-qualified, trained and committed employees who
work safely and give their best to get the job done and provide the best
customer service available.
5
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Strategic Goals:
1.)
2.)
3.)
4.)
5.)
6.)
7.)

Enhance and improve water security
Improve wastewater collection, treatment, and recycled water
use through facility modernization
Develop partnerships for the benefit of the community
Enhance programs to promote organization efficiency and
development
Follow best financial management & fiscal planning practices
Provide great customer and community services practices
Pursue environmental stewardship opportunities and community
programs
6
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GOAL #1: Enhance and Improve Water Security
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Goal 1: Enhance and Improve Water Security

Strategic Planning

Strategy 1: Advance, defend and expand District
control over water supply
Actions Status
•
•
•
•
•
•

Pursuing US Bureau of Reclamation contract for water
from New Melones
Draft purchase and sales agreement with Pacific Gas &
Electric Company (PG&E)
Draft State Water Resources Control Board (SWRCB)
401 certification for Pinecrest Lake
Phoenix Lake sediment removal
Executed, completed and continue forest health and
watershed fuels reduction projects
Secured legislative advocates

Pinecrest Lake
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Goal 1: Enhance and Improve Water Security

Strategic Planning

Strategy 2: Reduce system losses and improve water
system efficiencies to meet multiple community benefits
Actions Status
•
•
•
•
•
•
•

Adopted Capital Improvement Plan (CIP)
Completed $5.6 million of water/wastewater CIP projects
Updated Emergency Response Plan (ERP)
Consolidate distribution systems
Improve water system interconnections
Improve raw water efficiencies: Ditch modernization study,
Stantec ditch sustainability and ditch maintenance CEQA
Raw water magnetic meter installations – Water Smart grant

Willow Springs Water Distribution
Improvements Project
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Goal 1: Enhance and Improve Water Security

Strategic Planning

Strategy 3: Upgrade and/or consolidate water
treatment plants to improve efficiencies and
reliability and reduce maintenance and operation
costs
Actions Status
•
•
•
•
•
•

Capital Improvement Plan implementation (CIP)
Sierra Pines Regional Water Treatment Facility
Consolidation Project preliminary design completed
Sonora Regional Water Treatment Plant draft
purchase and sales agreement relocation
Preliminary design and environmental for water
transmission system to support consolidation
Transmission distribution improvements
Water storage tank consolidation plan

Future Sierra Pines Regional
Water Treatment Facility
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Goal 1: Enhance and Improve Water Security

Strategic Planning

Strategy 4: Enhance and optimize water storage
facilities and provide back-up power supplies at pumping
and other critical facilities
Actions Status
•
•
•
•
•

Capital Improvement Plan implementation (CIP)
Public Safety Power Shutoff (PSPS) back up power
generation program
Pursuing, applied and received grant funding for fixed-base
and mobile power generation systems generators
Improve water system interconnections
Water storage tank and booster pump consolidation

Generator staged at Ridgewood
Water Pump Station
11

11

Goal 1: Enhance and Improve Water Security

Strategic Planning

Strategy 5: Promote water conservation and water use
efficiency programs
Actions Status
•
•
•
•
•
•

Partnered with the Tuolumne County Resource Conservation
District to promote a toilet rebate program
Implementation of water meter evaluation, water meter
calibration and replacement program
Third grade school water conservation program
Public outreach campaign including website posts, On Tap
newsletter, Facebook, etc.
Monthly and annual water conservation reporting to the State
Tracking and participation in state and federal emerging
legislation
12
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GOAL #2: Improve Wastewater Collection, Treatment,
and Recycled Water Use Through Facility
Modernization

13
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Goal 2: Improve Wastewater Collection, Treatment, and
Recycled
Strategic
Planning Water Use Through Facility Modernization
Strategy 1: Upgrade and/or replace outdated and
inefficient wastewater treatment facilities
Actions Status
•
•
•
•

Preliminary design completed for the Sonora Regional
Wastewater Treatment Facility (SRWWTF)
Funding applications submitted for SRWWTF
improvements: US Department of Agriculture (USDA) and
State Water Resources Control Board (SWRCB)
California Environmental Quality Act (CEQA) completed
and National Environmental Policy Act (NEPA) in process
Final design for SRWWTF in process

14
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Goal 2: Improve Wastewater Collection, Treatment, and
Recycled
Strategic
Planning Water Use Through Facility Modernization
Strategy 2: Repair and/or replace aging wastewater
collection pipelines, Twain Harte Interceptor and lift
stations to avoid sewer spills
Actions Status
•
•
•
•

Twain Harte Interceptor condition assessment and
strategic inspections underway
Cured-in-place-pipe (CIPP) lining projects identified
CIP lift station rehabilitation
Pursue funding of projects identified in the TuolumneStanislaus Integrated Regional Water Management
Authority (T-S IRWMA)
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Goal 2: Improve Wastewater Collection, Treatment, and
Recycled
Strategic
Planning Water Use Through Facility Modernization
Strategy 3: Secure long-term recycled water reclamation sites
Actions Status
•
•
•

Recycled water agreement with Teleli Golf Club
West Ranch property acquisition for reclamation system expansion
Continuing to work with west side ranches

16

16

8

GOAL #3: Develop Partnerships for the Benefit of the
Community

17
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Goal 3: Develop Partnerships for the
Benefit of the Community
Strategic Planning
Strategy 1: Coordinate work with local agencies (City,
County, Special & School Districts, Tribes, Community
Organizations, etc.)
Actions Status
•
•

•
•
•

Coordinating projects with Tuolumne County’s Community
Resource Agency and the City of Sonora
Agency collaboration and coordination on projects with Twain Harte
Community Services District, Twain Harte Valley Mutual Water,
Mueller Mutual Water, Jamestown Sanitary District, The Tuolumne
Band of Me-Wuk Indians, Cal-Fire, US Forest Service, etc
Collaborating with the Tuolumne City Sanitary District on a joint
water/sewer project and fire flow improvement
Project coordination on a water service for Curtis Creek Elementary
Fire resilience and watershed improvement efforts

18
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Goal 3: Develop Partnerships for the
Benefit of the Community
Strategic Planning
Strategy 2: Work with regional agencies and industry
associations to further District goals and priorities
Actions Status
•

•
•
•

The District actively participates in the Association of California
Water Agencies (ACWA), Mountain Counties Water Resource
Association, California Special Districts Association (CSDA),
Water Environment Federation (WEF), Tuolumne-Stanislaus
IRWMA, Yosemite Stanislaus Solutions (YSS), and others
TUD Board appoints representatives to serve on various
association committees
The District offers letters of support to various partner agencies
on water and wastewater issues benefiting the District
Collaborating with local and regional agencies for grant funding
19
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Goal 3: Develop Partnerships for the
Benefit of the Community
Strategic Planning
Strategy 3: Work with local, state and federal
agencies and elected officials on permitting, grant
programs, water rights and regulatory/legislative
issues
Actions Status
•
•

•

Secured legislative advocates
Submitted multiple grant applications to the US
Department of Agriculture, State Water Resources Control
Board (SWRCB), Bureau of Reclamation (BOR), and
Community Development Block Grant (CDBG)
Successfully obtained grants for the Cuesta Heights Water
Consolidation Project and the Lyons-South Fork Stanislaus
Watershed Resiliency Project

20
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Goal 3: Develop Partnerships for the
Benefit of the Community
Strategic Planning
Strategy 4: Coordinate land use and
water/wastewater resources planning with Local,
Tribal, Regional and State planning agencies
Actions Status
•
•
•

District submitted comments to the recently approved
Tuolumne County General Plan
District will participate in future County and City of Sonora
zoning and land use planning documents
Coordinating planning efforts with Tuolumne Band of MeWuk Indians to improve fire flow for the Reservation and
extend water services for future developments

21
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GOAL #4: Enhance Programs to Promote Organizational
Efficiency and Development
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Goal 4: Enhance Programs to Promote Organizational
Efficiency and Development
Strategic Planning
Strategy 1: Use the Joint Labor – Management Committee
(JLMC) to improve organizational communication and
decision-making
Actions Status
•
•

Quarterly JLMC meetings held intended to:
 Encourage and foster open communication
 Address matters of mutual concern
Discuss and enhance mutual understanding of TUD
human and financial resources

23
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Goal 4: Enhance Programs to Promote Organizational
Efficiency and Development
Strategic Planning
Strategy 2: Prioritize employee job training/cross-training
to improve employee skills and organizational flexibility
Actions Status
•
•
•
•
•

Updating job descriptions for requirements, expectations and
career track progression
Utility worker classifications cross-training across operations
departments greater flexibility and knowledge transfer
Revising and updating annual employee goals
Implementing succession plan, including supervisory and
employee development training, annual safety plan of
action, etc.
Updated and completed department Standard Operating
Procedures (SOP)
24
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Goal 4: Enhance Programs to Promote Organizational
Efficiency and Development
Strategic Planning
Strategy 3: Maintain active Safety Training, Emergency
Preparedness and Risk Management Programs
Actions Status
•
•
•
•
•
•

Annual Safety Plan of Action
Safety incentives and safety slogan contest
Site safety inspections conducted by staff, annual site safety
inspections audit by safety consultant, biannual inspections audit
for property/liability coverage
Implementation of agreement for Emergency Response Team &
Equipment
Conducted the Phoenix Dam Emergency Action Plan Tabletop
Exercise and updated the District’s Emergency Response Plan
Risk Management (Property, Liability and Workers’
Compensation) coverage comparison underway
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Goal 4: Enhance Programs to Promote Organizational
Efficiency and Development
Strategic Planning
Strategy 4: Support and enhance Board, Management and Staff
educational and leadership opportunities to better serve the
community
Actions Status
•
•

•
•

Education and leadership training held for Board members and management
Participation and training through attendance at conferences and
workshops: Association of California Water Agencies (ACWA), California
Special Districts Association (CSDA), California Water Environment
Association (CWEA), California Rural Water Association (CRWA), and others
Board and staff leadership and participation in various local, regional, state,
and federal organizations and committees related to TUD’s mission
Joint training/Board workshops held on Strategic Planning, Sonora Regional
Wastewater Treatment Facility design, Capital Improvement Plan (CIP)
Status, Budget Development, Ditch Assessment, etc.
26
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Goal 4: Enhance Programs to Promote Organizational
Efficiency and Development
Strategic Planning
Strategy 5: Identify policies and procedures to improve efficiency
in District communication and organizational performance
Actions Status
•
•
•
•

Updated comprehensive District policies: Water Rules and
Regulations, Wastewater Ordinance, Purchasing Policy, Investment
Policy, Board Policies and Procedures, etc.
Developed COVID-19 Related Policies – Employee Safety and
Procedures, Emergency Family and Medical Leave Act and
Emergency Paid Sick Leave, Employee Screening, etc.
Implementation of program to digitize and maintain digital records
database for security and quick access
Implementation of new comprehensive financial and utility billing
software to enhance customer service, reporting capabilities,
reduction of paper, financial and project accountability

27
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GOAL #5: Follow Best Financial Management and Fiscal
Planning Practices
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Goal 5: Follow Best Financial Management &
Fiscal Planning Practices
Strategic Planning
Strategy 1: Identify and prioritize projects through the
Capital Improvement Plan and Budget
Actions Status
•
•
•
•

Adopted the CIP for FY2020
Mid-year CIP review
Mid-year budget review
Update the CIP for FY2021
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Goal 5: Follow Best Financial Management &
Fiscal Planning Practices
Strategic Planning
Strategy 2: Determine appropriate grant funding
opportunities and priorities
Actions Status
•
•
•

Brainstorm, identify, discuss, and prioritize projects
Submit grant applications for high priority projects
Submitted multiple grant applications to the US
Department of Agriculture, State Water Resources
Control Board (SWRCB), Bureau of Reclamation
(BOR), and Community Development Block Grant
(CDBG)

30
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Goal 5: Follow Best Financial Management &
Fiscal Planning Practices
Strategic Planning
Strategy 3: Identify areas to reduce costs, increase revenues, consolidate
services and improve efficiencies to provide cost-effective services
Actions Status
•
•
•
•
•
•
•
•
•
•

Adopted and completed Strategic Plan
Adopted the FY2020 Budget
Adopted the FY2020 CIP
Adopted updated Purchasing Policy
Treated Water System Optimization Plan implementation in progress focusing on system
consolidation efficiencies
Consulted with Financial Investment Advisor to increase rates of return on District Investments
Implemented Tyler Comprehensive Software
Implementation of appropriate balance between in house construction staff and outside construction
contractors
Continuous monitoring of purchasing for cost effectiveness and efficiencies
Ongoing assessment of staffing levels
31
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Goal 5: Follow Best Financial Management &
Fiscal Planning Practices
Strategic Planning
Strategy 4: Maintain a structurally balanced budget, utilize
user fees to cover the cost of services provided, maintain
adequate reserves in all funds, and maintain financial
records in accordance with Generally Accepted Accounting
Principles (GAAP)
Actions Status
•
•
•
•
•

Adopted FY2020 Budget
Adopted Capital Improvement Plan (CIP)
Adopted updated Purchasing Policy
Funded contingency and operating reserves
Efforts to improve district’s credit rating
32
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GOAL #6: Apply Best Customer and Community
Service Practices

33
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Goal 6: Apply Best Customer and Community
Service Practices
Strategic Planning
Strategy 1: Maintain a high-level of customer service as a top
priority for the District
Actions Status
•
•
•
•
•

New hire onboarding
Supervisor on-the-job training and coaching
Emphasis on customer service and the District’s Mission and
Value Statements in all-staff and department meetings
Employees attend ongoing trainings and webinars
Commitment to external and internal exceptional customer
service
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Goal 6: Apply Best Customer and Community
Service Practices
Strategic Planning
Strategy 2. Provide a high-level of community outreach
and engagement in respect to District activities, projects
and issues
Actions Status
•
•
•
•
•

Maintain a dynamic, up to date website with current District
activities, news releases, issues and projects
District projects and activities promoted on social media,
website, media outlets (local, regional and statewide)
Public outreach plan including On Tap newsletter, customer
engagement emails, media advertisements
Timely staff response to customer needs via website, telephone,
and email
Development of new TuoCo Our Water, Our Future website
35
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GOAL #7: Pursue Environmental Stewardship
Opportunities and Community Programs

36
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Goal 7: Pursue Environmental Stewardship
Opportunities and Community Programs
Strategic Planning
Strategy 1: Identify projects, activities and programs with
multiple community benefits and prioritize for
implementation
Actions Status
•
•

•

Secured State and Federal legislative advocates
Partnerships with the following agencies: Mountain Counties
Water Resources Association (MCWRA), Association of California
Water Agencies (ACWA), California Special Districts Association
(CSDA) Yosemite Stanislaus Solutions (YSS), TuolumneStanislaus Integrated Regional Water Management Authority (T-S
IRWMA), the Highway 108 Fire Safe Council, etc.
Actively working with local, state and federal partnering agencies
on various projects including forest and watershed health grant
opportunities
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Goal 7: Pursue Environmental Stewardship
Opportunities and Community Programs
Strategic Planning
Strategy 2: Provide community outreach in the early
stages of project or program development
Actions Status
•
•
•

Actively engaging the community on various projects such
as Phoenix Lake Restoration and Preservation project and
the future Sierra Pines Regional Water Treatment Plant
Coordinating with the Tuolumne Economic Development
Authority (TEDA) on community water system distribution
improvements
Collaborating with the Tuolumne City Sanitary District
(TCSD) on water, sewer and fire flow system
improvements
38
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Goal 7: Pursue Environmental Stewardship
Opportunities and Community Programs
Strategic Planning
Strategy 3: Use resources efficiently, reduce waste
and minimize negative impacts to the environment
Actions Status
•
•
•
•

Pursuing potential funding opportunities for solar power
projects
Designing new projects with green energy objectives
Designing new projects with backup power generation and
overflow sumps for lift stations
Risk management, operations and engineering staff working
together ensuring robust safety requirements are met and
safety features included in design of all projects
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COMMENTS WELCOME
While the Tuolumne Utilities District performs annual
updates of the formal Strategic Plan process
beginning each calendar year as the first step toward
budget development for the upcoming year, strategic
planning is a continual dynamic process with
comments welcome at any time.
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About TUD
Context

The Tuolumne Utilities District (TUD) provides water and wastewater
service to nearly 44,000 residents in northern California’s Tuolumne
County. Situated in a geographically diverse mountain region, it is
bounded by scenic Highway 108, reaching from the Stanislaus County
line to Pinecrest Lake and Dodge Ridge.
Created in 1992 in response to a voter initiative and formed under
California’s County Water District Law, two local public water
systems—the Tuolumne Regional Water District (previously known as
Tuolumne County Water District No. 2) and the Tuolumne Water
System—merged to become TUD. Throughout its history, TUD has
evolved from a utility serving mainly mining operations to one that
serves all sectors of Tuolumne County. Customer services range from
drinking water for homes, schools, and businesses to recycled water for
irrigation of prime agricultural lands near Jamestown.
All services meet or exceed federal and state standards for water and
wastewater quality, environmental protection, and wildlife habitat.
From the beginning, water has been a force in shaping the complex
economic, ecological and cultural face of the region. Rich in history,
starting with the Native California Indians to the discovery of gold
sparking the California gold rush, and blessed with environmental
diversity, from clusters of black oak and manzanita to pine forests in the
Sierra Nevada range, the region now hosts abundant vineyards and
orchards and growing communities.

Strategic Priorities

1

Since its formation in 1992, TUD has been successful in leveraging its
revenue with state and federal grants and loans. In order to raise its
profile as a candidate for additional funding for water and wastewater
projects, TUD hired state and federal legislative advocates that would
represent TUD in Sacramento and in Washington DC. During the April
8th, 2021, board meeting, TUD’s legislative advocates gave
presentations about their work on TUD’s behalf. At this meeting it was
recommended that in order to increase TUD’s success in getting
funding consistent with the current administration’s direction, TUD
board and staff would hold a workshop on developing the economic,
social and environmental benefits of its priority projects. In other
words, the money being sought on TUD’s behalf is only as good as the
story we tell. If these projects have opportunities for multiple partners,
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Tribal cooperators and multiple benefits even across jurisdictional lines,
then we need to tell that story.

Board Workshop

In response to identified needs, Board President Barbara Balen
convened a special workshop to focus on strategic priorities and
establish a shared perspective on goals and objectives and that they
must include developing the economic, social and environmental
aspects of each project as measures of sustainability.
Professional facilitation was provided by an individual knowledgeable
about water utilities, strategic planning, and the roles and
responsibilities of Boards and Commissions.
Following are the workshop outcomes.

Figure 1. TUD Headquarters

2
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Workshop Overview
Session Goals and Agenda
The two goals established for the session were to:

Criteria

•

Establish Strategic Priorities for use by staff and legislative advocates
in organizing workload, and
• Create shared perspectives on the goals and objectives of the
priorities.
Discussion topics were focused on three parts, Prioritization Criteria, Multibenefit Development, and Setting Priorities.

Multi-Benefits
Priority Setting
Figure 2. Discussion Topics

Criteria and Tier Discussion
Setting Priorities
As part of their on-going planning, the Executive Staff presented the criteria they use to review projects
and workload. Figure 2 above, and the following narrative supplies more detail about the criteria.

Tier 1 - Mandatory
•
•
•
•

Regulatory
Safety
Secured, Mandatory-spend Funding
Failure likely

Tier 2 -Necessary
•
•
•

Increases Operation Efficiency
End of Life Replacement
Developed in Conjunction with Project Proponent

Tier 3 Criteria
•
•

•

Increases Capacity
Board Driven Policies
Increases Asset’s Useful Life

Tier 4 - Desirable Projects
•
•
•

Improves Reliability
Improves Level of Service
Coordinated with Other Entity and/or Project Proponent

Staff then offered examples and explained how the criteria was applied. A copy of the full criteria is
provided in Appendix A.

3
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Figure 3. Priority Evaluation Criteria

Tier Discussion
Tier I (Mandatory)
Related to Tier I, the Board was interested in the criteria related to mandatory spending. Staff explained
these projects may have contractual and/or construction schedules that require actions on certain dates to
meet agreed to obligations. Joint projects with the County were one example; however, it was noted, these
schedules do not always align with other priorities.

Tier II (Important)
Related to Tier II, in response to questions, staff explained consolidation has been a high priority to
increase efficiency. An example is when a project can increase efficiency, like consolidating treatment
plants, lift stations, or pump stations. In these cases where consolidating will lead to allocating resources
to other parts of the system, that becomes a high priority.
Examples of coordination include use of previous relationships with developers to upsize tanks for current
and future customers. Other examples are where a developer only needs to build a certain amount of feet
of pipe, but if they extend it can connect to another part of the system.
End-of-life replacement projects are identified in the Capital Improvement Plan (CIP).

Tier III (Recommended)
The Executive Staff provided project examples such as one in Tuolumne City, where TUD partnered with
the Tuolumne Band of Miwok Indians to increase the capacity of the Tuolumne Treatment Plant to support
their planned growth. Another example was the replacement of a water main in Sonora. The pipeline

4
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required repair, but instead of replacing it with the
same size it was increased in pipeline size in
anticipation of future demands. This is a blend of
initiative as the pipeline itself was in Tier II due to its
needed to be replaced, but the decision to increase the
size was Tier III.
An example of a project that expands an asset's life is
the sewer liner. The sewer pipeline itself may not be at
its end of its life and it's not regulatory requirement but
be replacing it gives the pipeline an extra 30 years.

Tier IV (Desirable)
One example of improving reliability is when TUD took
the pipeline from the Big Hills system to the Columbia
system. This allows the rehab of the existing well in
Columbia, and, if the Columbia system fails it's
connected.
As an example of partnership, the Board just took
action on an environmental document on a water main
project in Tuolumne City. It's not an obligation, but by
partnering with the Tuolumne City Sanitary District it
increases the attractiveness of the project. Staff has
elevated it to Tier IV due to the potential cost savings.
Other examples include partnering with another
agency to achieve multiple benefits. In Sierra Pines, the
District reached out to Tuolumne County and the
Community Service District in a potential collaboration
to see who would be able to maintain some public use
amenities. Fuel reduction is done in partnership with
CalFire, USFS, Fire Safe, etc.

Considering the Tiers
Board members considered the tiers and discussed
additional examples of they might be applied. One
noted that PG&E's service stoppages requires TUD to
have a mandatory response. It puts the burden on TUD
to have backup generators, etc., thus making it a Tier I
priority.
Another offered that the Sonora Treatment Plant is a
priority that needs to be addressed and suggested it
would rank as under the ‘End of Life Replacement’
criteria, ‘Board Priorities’ and ‘Operational Efficiency.’
Figure 4. Warning buoys for spillway - Stanislaus National Forest

5
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Adding or Subtracting Criteria
Related to the criteria for safety, staff explained that these criteria were being applied to immediate
workplace safety issues rather than broader community safety issues such fire safety.
The Board believes this topic needs a significant amount of additional discussion as to how it fits into the
overall priorities and tier structure.
Still another priority is perfect of the TUD water rights as this was core to the viability of TUD and the
Community. While this may not be a capital improvement project it would be a priority for the district’s
advocates. Overall, there was broad agreement and support for the staff generated criteria. Based on
input during then session, the criteria were updated as noted in the Figure 4 blue text on the following
page.

For Further Exploration
As a Special District, TUD may have some statutory flexibility, as well as obligations, in the scope of services
it provides. It was determined that the Board would benefit from additional information on the depth and
breadth of the TUD scope. Of particular concern to the Board was the role of TUD as it relates to providing
water for fire protection. The Board asked that this topic be noted along with other statutory and
regulatory requirements for further investigation.
Blue text highlights criteria added by the Board.

Figure 5. Updated Criteria

6
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Added Criteria for Determining Tier Placements
There was interest in developing
criteria to establish another category to
examine projects from the lens of
sustainable and strategic for the
community. It was thought that
strategic actions, such as perfecting
what was bequeathed from our
predecessors, should be a priority.
Additional goals to consider should
include an evaluation of how projects
and programs could build redundancy
and make the system more sustainable.
Another suggestion was for addition of
a sub-criteria on watershed wide
sustainability, and self-sufficiency.
Figure 6. Monte Grande Water Treatment Plant

Criteria and Tier Discussions Future Actions
•

Develop additional information on the statutory and regulatory limitations, obligations, and
opportunities available to TUD by virtue of its status as a Special District. Specifically consider
issues related to fire safety.
Consider establishing additional criteria on project sustainability.
Consider evaluating and elevating the contributions of projects towards long-term
sustainability and greater self-reliance.
Add criteria related to Return on Investment and cost avoidance.

•
•
•

Setting Advocacy Priorities
The Board is assisted in its work with other decision makers and regulatory bodies by contracted
advocates. One goal of the workshop was to outline priorities and strategies for use by these advocates
as they guard against potential laws and policies that would disadvantage TUD and simultaneously pursue
collaborative opportunities and funding sources.
It was noted that state and federal funding opportunities for infrastructure may become available, and
additional grants are sometimes available for compatible actions related to forest health and fire
suppression.
To begin the discussion, the Board reviewed a list of proposed 2021 advocacy priorities presented in an
earlier meeting. They were, in alphabetical order:

7
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❖ New Sonora Water Treatment Facility
Consolidation Project
❖ PG&E Water Supply /Hydropower Project
Acquisition
❖ Phoenix Lake Restoration Project
❖ Phoenix Project (FERC 1061) Relicensing
❖ Sierra Pines Water Treatment Facility
Consolidation Project
❖ Solar Power Infrastructure
❖ Tribal
Partnerships
for
Fire/Water
Infrastructure Priorities
❖ USBR New Melones Contract/Agreement
The Board itself then added a category called
‘Others.’ They also noted that this list was largely
based on the CIP plan; and some other items, like
Federal Energy Regulatory Commission (FERC)
relicensing, are not in the plan.
The Board added to the priorities list the new
Sonora a water treatment facility. New funding
opportunities could help with this type of project
as well as projects like those at Sierra Pines
where there is the potential for more
recreational or educational amenities.
There was also wide agreement on the critical
need for the planned PG&E acquisition and
receiving Central Valley Project (CVP) water from
New Melones. From there, the Board felt there
was also a need to think about achievement of
TUD’s core mission and positioning the utility to
deliver cultural enrichment benefits and
watershed value.

Figure 6. Laying pipe at Ponderosa Hills Subdivision

Figure 7. Basic Water Management GoalsFigure 6. Laying pipe at
Ponderosa Hills
8 Subdivision

Using an integrated approach would increase the
ability to get money but it also requires the Board
to address more than just top priorities. One key
to increasing support for TUD projects is to
create projects that deliver multiple benefits.
Board members noted that the trend toward
multi-benefit development could create new
opportunities. They anticipated that this
approach could gain support for the longstanding priorities such as acquiring PG&E
infrastructure and water rights and getting water
out of Phoenix Lake.
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Telling the Multi-benefit Project Story
Water management typically seeks to achieve one or more of four basic goals: economic vitality, public
health and safety, environmental sustainability, and the provision of enriching experiences. Project
proponents may craft statements designed to illustrate the viability of a project from these multiple
perspectives. These multi-benefit approaches increase funding opportunities as well as build
opportunities to develop project partners and advocacy. Figure 7 is a sample of key messages chart
developed by a California Water Utility that successfully used this structure to increase resources to
develop a water reuse, purple pipe project.

Basic Water Management Goals

Figure 7. Basic Water Management Goals

Primary Features
Statements about primary features typically focus on the positive; however, they can be reversed to
illustrate potential consequences should an Agency fail to take needed action. Key narratives include the
following:
•
•
•

Health and Safety messages outline the ways in which the project enhances security, health and
safety, and risk reduction. Reliability is typically considered a health and safety issue.
Economy messages speak to the improved bottom line created by the project as well as the
benefits of the project that drive economic health.
Enrichment messages speak to the importance of access to water enhanced environments and
the adequacy of water as fundamental to well-being. They also demonstrate the multi-benefit
aspect of good project design. Depending on context messages may also include the cultural
9
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aspects of a project related to heritage and spiritual practices.
Environment messages highlight features of the project that are known to improve ecosystem
or other environmental outcomes.

Using this structure, the Board discussed the benefits and features of potential priority projects on a
shared worksheet. Table 1 is a sample of the worksheet prepared during the workshop associated with
the discussion on the Sierra Pines Treatment Facility.

Table 1. Sierra Pines Treatment Facility Worksheet

The worksheet approach led to a rich and productive discussion as Board members shared their views on
key project features and considered options for achieving multi-benefit outcomes. The discussion also
clarified shared priorities of the Board. Given time did not permit a review of all of the projects, the Board
focused on the known, highest priorities and found the format simple to use. They believed the remaining
projects could be evaluated at a future session. Copies of the worksheets developed during the workshop
are contained in Appendix B.

Phoenix Project FERC Relicensing
Executive Staff provided an overview of the Phoenix Project FERC relicensing and the fact this opened up
an opportunity for everyone to compete for the project water from that. The output of the Phoenix Project
facility goes into Phoenix Lake and the outcome will directly impact TUD's ability to have water supply.
Relicensing occurs every 40-50 years. The goals for this effort are equally paired with the goals for
acquisition of the PG&E assets.
One issue of concern disruptions created by calls on the water to be used for other purposes. One example
is using pulse cycles to disrupt non-native fish species.
Sara Husby, from the Central Sierra Environmental Resource Center (CSERC) attended the workshop and
indicated she has been involved in the meetings where this very issue was discussed. She explained that
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while groups such as hers and the United States Forest Service wanted to see certain outcomes out of the
process, there is a lot of compromise. She also affirmed there are opportunities for the public to be
engaged.

Phoenix Lake Preservation and Restoration Project

Figure 8. Phoenix Lake

While not among the highest
priorities, this project was
reviewed as it related to the FERC
relicensing, which is a mission
critical priority. Staff explained
that the Phoenix Lake Restoration
Project provides improved water
quality, safety, increased capacity
and would really improve the
aesthetics of the Lake. Earlier
work on the Lake became
necessary because of funding
agreements
and
regulatory
requirements. The first phase is
completed but additional funding
is needed. From an operational
standpoint it is not a critical path
priority but due to the multibenefit outcomes it offers,
community members see it as a
high priority.

The Board noted the history of the lake has always enchanted the community. It is also a good example
of a project that can get rid of odor, algae bloom, etc. It also offers health and safety benefits by restorings
capacity thus improving resilience.
Staff noted that because the lake is usually maintained at full level it doesn’t provide significant additional
storage; however, during an emergency it would provide supply for one or two months. Most years it is
operated with a continues flow, in and out. Similarly, dredging would provide some minimal emergency
storage but not enough to increase month to month supply. To provide significant drought resistance
benefits it would need to have a capacity for carry-over storage.
Related to dredging there were questions about benefits that might create for water quality and fire flows.
Staff note that there are existing permits to do this, but a lack of funding has prevented moving forward.
Additional potential public benefits were noted, including public access, viewsheds, and environmental.
Phoenix Lake wetland preserve is an area of environmental importance, part of a land trust, and feeding
waters of the United States. It is also an excellent wildlife viewing area. The group saw an opportunity to
add to their worksheet analysis by reviewing the Phoenix Lake Preservation and Restoration Plan.
Related to public access, there was discussion about whether or not it had ever been allowed. Some Board
members recalled that it had been allowed but additional research would be needed to determine what
had occurred.
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An additional identified benefit was the potential for use of the lake, paired with access to the PG&E water
rights to allow TUD to follow-through with the agreement with the Tuolumne Tribe to provide water for
a golf course if the utility couldn’t provide enough treated water. This would be possible due to increased
flows coming through the powerhouse.
One Board member noted the project had been in the works for years and expressed disappointment it
wasn’t complete.

Phoenix Lake Future Actions
•
•

Investigate background of public access at Phoenix Lake.
Enhance project description with information from the Phoenix Lake Preservation and
Restoration Plan.

Sierra Pines Treatment Facility
Executive Staff explained how this project achieved one of the overarching TUD priorities. It consolidates
facilities for improved reliability and efficiency. That efficiency translates to money saved.
This project is expected to enhance the environment for recreation and species by providing wetland
protection. Staff was particularly excited about the potential to expand positive community exposure and
rebrand its image. They felt It would “put a new face on the district,” one that is more modern and
community focused. Some potential project features include boardwalks for wildlife viewing and water
features to provide recreation. There is also an opportunity for environmental education.
The staff also like this project due to its resiliency aspects. Located high in the watershed it has good water
quality and allows for gravity flow, thus reducing power needs.
Board members expressed their strong support for this project, particularly as it relates to its economic
and fiscal benefits. There is already
a promise from financing authorities
for a desirable loan and grants to
build this. It is gravity fed and proper
sized transmission lines are already
in the ground. The project will save
the TUD ratepayer a tremendous
amount of money.
Related to required environmental
documents staff reported that it has
a CEQA compliant Mitigated
Negative Declaration with a shelf
life of about five years.
The Board had mixed views on
enhancing recreational benefits.
There are already some, such as
frisbee golf but there were concerns
about advertising this as a
recreation project as that is not the
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priority. That said there was openness to doing this if it increased funding opportunities. It was also noted
that this could be a collaborative effort involving partnerships with agencies that are focused on
recreation services.
The Board chair suggested that there may be benefit in including recreation in the TUD mission if would
increase funding opportunities and improve public benefits.

Sierra Pines Treatment Facility Future Actions
•
•

Add a discussion of the TUD mission to a future Board meeting agenda.
Consider to what extent the Mission be augmented to facilitate provision of
recreational benefits.

Sonora Water Treatment Facility
Executive staff explained the
aging Sonora Water Treatment
Plant is in the process of being
upgraded and focused on
potential additional benefits
that could be extracted during
that process.
In terms of a building a new
consolidated facility, timing for
the workshop discussion wass
good as TUD has not started the
environmental
compliance
process for the plant. It will take
five years to get to get permits
and secure funding The Board
has a clear understanding of the
health and safety benefits
already attributed to the
planned improvements, as well
as
an understanding that new
Figure 10. Sonora Water Treatment Plant
technologies
will
improve
efficiencies. These improvements create a beneficial return on investment. The proposed new property is
also not as environmentally sensitive as Sierra Pines. It was a suggestion that the Board may benefit from
a site tour.
The largest feature to be considered for a potential additional benefits may be the opportunity to reduce
TUD’s carbon footprint through facility design. This could involve less asphalt, more canopy cover, drought
tolerant landscaping, and installation of alternative energy options such as solar or micro-hydro. One goal
may be to be completely energy independent.
There was also a discussion of the relative merits of this project as compared to the Sierra Pines project.
One perspective was that the advancement of the Sierra Pines project would be beneficial to the
Treatment Plant because of the tremendous cost savings it would generate, allowing for some
reallocations funds.
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Sonora Water Treatment Plant Future Actions
•

Schedule a Tour of the Sonora Water Treatment Plant Facility

•

As part of project planning consider opportunities for use of alternative energy, and other
environmentally friendly practices.

Additional Projects/Project List Prioritization
Water Needs Assessment
Throughout the workshop, there were several mentions of the importance of completing a Water Needs
Assessment. Staff concurred and indicated it was being worked on. There was some sense of urgency
related to this as at it was perceived it would be needed to get to an agreement at New Melones.

Tribal Partnerships
One of the projects in this area was the Tuolumne Ditch System Sustainability project. Some Board
members noted that Tribal partnerships are important, not only for honoring relationships, but because
work on fire/water infrastructure should be a critical priority because it is needed it for the Water Needs
Assessment.

Figure 11. Tribal Fire Equipment
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Establishing Strategic Priorities
Based on the workshop dialogue, the Board outlined their strategic priorities for Executive Staff and the
consultant advocates as follows.

Strategic Priorities

Mission
Critical

• PG&E Water Supply/Hydropower Acquisitions
• Phoenix Project (FERC) Relicensing
• USBR New Melones Contract/Agreement
• Water Needs Assessment

High

• Sierra Pines Water Treatment Consolidation
• Phoenix Lake Restoration
• On-going Tribal Partnerships

Important

• Ditch System*
• New Sonora Water Treatment Facility
Consolidation*
• Solar Power Infrastructure*
• Sustainability Initiatives*

Figure 13. Strategic priorities

*
*
*

Ditch System – This is on-going work the Board felt should be completed
New Treatment Facility – This is important for the future and longer-term activity
Solar Power Infrastructure – The Board believes initiatives related to incorporating alternative
energy should be considered/incorporated into all projects
Sustainability Initiatives – The Board believes sustainability should be an on-going goal of all
activities.

*

Final Thoughts and Next Steps
Both the Board and staff expressed appreciation for the increased focus on TUD priorities. The facilitator
also summarized the overall themes from the session:
•
•
•

There is interest in considering all TUD activities from a multi-benefit perspective. While this
will not always be feasible, it is a good lens for viewing activities.
The Board has strong interest in paying significant attention to climate resiliency, net-zero
initiatives, and Board stewardship.
The Board is also sensitive to ratepayer impacts. The agency must be a good steward of funds.
This means looking at the return-on-investment of projects. It was noted that many net-zero
elements reduce long-term costs.
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Summary of Future Actions
•
•
•
•
•
•
•
•
•
•

Develop additional information on the statutory and regulatory limitations, obligations, and
opportunities available to TUD by virtue of its status as a Special District. Specifically consider
issues related to fire safety.
Consider establishing additional criteria on project sustainability.
Consider evaluating and elevating the contributions of projects towards long-term sustainability
and greater self-reliance.
Add criteria related to Return on Investment and cost avoidance.
Investigate background of public access at Phoenix Lake.
Enhance the project description with information from the Phoenix Lake Preservation and
Restoration Plan.
Add a discussion of the TUD mission to a future Board meeting agenda.
Consider to what extent the Mission be augmented to facilitate provision of recreational
benefits.
Schedule a Tour of the Sonora Treatment Plant Facility
As part of project planning consider opportunities for use of alternative energy, and other
environmentally friendly practices.

Figure 12. City of Sonora- in Watercolor
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Appendix A
Project Ranking Criteria
Each capital project is assigned to a specific tier as described below.

Tier 1 Criteria (Mandatory Projects)
Regulatory Requirement: Projects that are required to be completed in order to maintain compliance
with current or pending regulations or to respond to a documented violation. Projects that meet these
criteria must be able to demonstrate that they are essential to maintain compliance and that the project
addresses a past violation or a deficiency created by a new regulation. Supporting documentation may
include newly issued permits, inspection reports from regulatory agencies, Cease and Desist Orders,
Notices of Violations, etc. Also included in this category are conditions of any legal settlements.
Safety Obligation: Projects that would be required to maintain compliance with OSHA or that put District
staff or the public at physical risk. Potential risk of property damage does not qualify as a safety obligation.
The project must address a very real hazard. Documentation supporting these types of projects may
include inspection reports from Cal OSHA, provisions of the MOU between the District and the Union, or
documented violations of the Health and Safety Code.
Outside Funding Already Secured: These are projects where the TUD Board has already executed a
funding agreement, secured a loan, or has by resolution already committed funds to the project.
Supporting documentation includes Board Resolutions, Funding Agreements, Letters of Commitment
from the Grantor, or loan closing documentation.
Failure Likely: Projects that address a real concern that specific infrastructure would likely fail within the
next five years. This designation is supported by maintenance history logs, photographs, staff testimonial,
or by 3rd party inspection reports. Projects must eliminate or at least minimize the probability of failure
or mitigate the impacts when a failure occurs.

Tier 2 Criteria (Necessary Projects)
Increases Operational Efficiency: These are projects that directly reduce labor, materials, equipment, or
utilities while allowing the District to maintain or improve upon its level of service. Although, not
mandatory, necessary, or recommended; these projects are desirable because they translate to cost
savings for the rate payer and/or they allow the District to invest more in the District with the same
amount of revenue. Examples of projects that increase operational efficiency include consolidation of
water treatment plants, where less water treatment operators would be needed. Another example could
include installation of remote read meters so that less meter reading labor would be needed to carryout
customer billings or replacing water mains that are prone to failure several times per year and result in
after-hours callouts.
Replacement Due to End of Useful Life: These projects replace infrastructure that is beyond
rehabilitation or salvaging. These projects involve replacing aging infrastructure, ideally before it reaches
a level of degradation where “imminent failure” would be likely. In addition to age, other factors that go
into determining when an item has reached the end of its useful life include failure to meet current codes
or industry standards, or when an item no longer can perform the way in which it was designed.
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Facility Developed in Conjunction with a Project Proponent: Projects of this type include facilities that
need to be constructed in order to serve a specific development. A developer is required to mitigate their
impacts by paying connection fees or by building, “up front”, the facilities needed to serve their
development. On occasion, through long-range planning the District may collaborate with the Developer
to oversize facilities in order to allow for future consolidations or to provide capacity for anticipated
growth. Since developers are usually under time and financial constraints to deliver a project,
accommodating the developer’s schedule is considered a high priority of the District.

Tier 3 Criteria (Recommended Projects)
Increase Capacity: These types of projects increase the components of capacity. For water this includes
supply, treatment, storage, and distribution. For wastewater this would include collection, treatment,
and disposal. This type of project would increase capacity and would allow the District to better serve its
existing customer base while also preparing it to accommodate future growth in service connections.
Board Policy Driven: These projects are consistent with Board adopted policies that have been
memorialized by resolution, memorandum of understanding, or another Board adopted document such
as the Strategic Plan. Projects of this variety can take any form as long as it can be demonstrated that the
further promote a Board goal or objective.
Increases an Asset’s Useful Life: Some infrastructure is not at risk of imminent failure and it also is not
at the end of its useful life; however, with proper preventative maintenance the District can extend an
asset’s useful life and delay future capital costs associated with full-fledged replacement. Projects of this
type are typically rehabilitation projects, such as pipe lining, tank coatings, asphalt sealing, or filter media
replacements.

Tier 4 Criteria (Desirable Projects)
Improve Reliability: Water and wastewater services are considered essential services and are important
for health and human safety. Infrastructure is vulnerable to the impacts of natural disaster and the
consequences of system failure can be tremendous (i.e., lack of water during a structure fire). These
types of projects have the benefit of reducing the risk of failure and mitigating impacts to the District’s
customers. In some cases, these projects involve establishing redundant systems or they may remove
some of the hazards that could result in a catastrophe. Examples of these types of projects could be
looping waterlines or removing hazard trees beside a flume.
Improves Level of Service: These projects translate to an improved customer experience. Examples of
these types of projects include projects that improve the taste and odor of treated water, or may
streamline customer billing, or may enhance customer interaction with the District’s website. Increases
in fire flow and water pressure can also be considered improvements in level of service.
Coordination with Project Proponent or Other Local Agency: This criterion applies to projects where it
would be prudent and fiscally responsible to the community to undertake the project at an accelerated
schedule because of other external circumstances. For example, when the City and the County plan to
overlay a roadway, the District has historically expedited its plans to install pipelines in that roadway well
in advance of the infrastructure failing or before additional capacity is needed. This criterion differs from
the Tier 2 criteria because the project, on its own, is not necessary to address any type of deficiency or
because a developer has a specific schedule, but rather taken on by the District as good stewards of the
public’s resources.
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Appendix B
Workshop Project Features Worksheets
All projects – Board Priority is Footprint considerations/ tempered with ROI/ micro hydro/ net zero
PROJECT NAME: Phoenix Lake Preservation and Restoration Project
Health and Safety

Environment

Economy /Fiscal

Culture/ Enrichment

Other Features
Funding Obligation /
necessary
Is taking forever …

See - Horizon Consultants Phoenix Lake Restoration Plan to fill out the remainder
or
Increase Improved Esthetics
Improve Water Quality Phoenix Lake Wetland Sustain
Downstream partners
Property value (Alicia)
(additional storage
Preserve / Land
History of Lake has need reliability
Tribal benefits/agreements
would increase other
Trust / Waters of
enchanted
the
Potential offset of costs
features)
the United States
community.
Paired with PGE issue
from PGE acquisition
Water / clean
Refuge pool
Public Access?
related to flows and
Safety

–

capacity

improve
for

fire

protection
Increased
capacity

storagefor

resiliency
(emergency supply)
Waters of the United
States?

A3

Wildlife viewing

volume

May 6, 2021

Board Workshop

Health and Safety
100-acre

feet

Environment

Tuolumne Utilities District

Economy /Fiscal

Culture/ Enrichment

would

Swimming

get closer to project

Other Features

Hole? Pump capacity?

Resort?

goal*
*Typical operation of District is 10 acre feet per day

PROJECT NAME: Sierra Pines Treatment Facility
Health and Safety
•
•

Environment

Economy /Fiscal

Reliability /

Wetlands Protection

Resiliency

Storage

Reduced
Electricity

Pond

increased habitat

•

–
•

Can create a multiple use

• Consolidation

money saved)

facility

• Need to manage

Gravity Flow – Huge
available- proper size
transmission lines

Core Mission is to
provide good supply
at lowest cost and
this project
supports that

•

Potential fund
sources already
available***

•

Neg Dec already
done / clock ticking
– 5 yrs
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•

Potential
Recreation?

•

Potential
Interpretative

Reduced
maintenance

•

Category/ Other Features

Efficiency (huge

Service Area

•

Culture/ Enrichment

environmental
(mitigation)
• Potential rebranding
about what TUD is

Options / Historic
•

Beautiful piece of
land (pine/wetlands)

•

(cost effective/
community support)

Future

Board

topic

–

incorporation

of

additional

to

features

the TUD Mission
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•
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Culture/ Enrichment
Historic Frisbee golf – long

Category/ Other Features
• PGE acquisition will

standing recreation use

require TUD in the

(Use

recreation business

caution

topic?)

Also

with

this

consider

Security //

PROJECT NAME: Sonora Treatment Plant (Replacement)
Health and Safety

Environment

•

Climate mitigation

•

Reliability

heat island effects/

•

Gravity fed fire

Reduce footprint

protection

•

•

Need to consider the

Economy /Fiscal
•

Potential Carbon

Category/ Other
Features
•

credit?
•

Less environmentally
sensitive

Culture/ Enrichment

•

Integrated with
other features

Ease of operations /

•

Solar

efficiency

•

Dire need

Consolidation efficient
/ reduced costs

PROJECT NAME: Tribal Partnerships
Health and Safety

Environment

Economy /Fiscal

Culture/ Enrichment

Category/ Other Features

Culture/ Enrichment

Category/ Other Features

PROJECT NAME: Tuolumne Ditch System Sustainability Project
Health and Safety
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Environment

Economy /Fiscal

Culture/ Enrichment

Category/ Other Features

Environment

Economy /Fiscal

Culture/ Enrichment

Category/ Other Features

PROJECT NAME:
Health and Safety
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COVER LETTER

January 28, 2022
Consulting
Engineers and
Scientists

Lisa Westbrook
Community Affairs Specialist
Tuolumne Utilities District
18885 Nugget Boulevard
Sonora, CA 95370
Subject:

Proposal for Comprehensive Strategic Planning Effort

Dear Ms. Westbrook:
GEI Consultants, Inc. (GEI) reviewed the Request for Proposal (RFP) for a Comprehensive Strategic
Planning Effort and prepared our submittal in accordance with the Sequence of Submittals section, taking
no exceptions to the format. We look forward to the opportunity to provide professional services to assist
Tuolumne Utilities District (TUD) with envisioning the future of your organization, culminating in a
Strategic Plan.
Our priority is to form a partnership with the District’s Board of Directors and management staff to develop
a strategic plan that serves as a guide for TUD in planning and decision making for executing its mission
today and into the future. We believe the success of this process is dependent on both a thorough
understanding of the SWOT analysis, as well as the wants and needs of TUD’s diverse stakeholders
including the Board, staff, and interested parties. This is why we propose collecting as much information as
possible early in the planning process through the use of a thoughtfully designed survey and select one-onone interviews. Staff who will implement the Strategic Plan will be included from the onset to provide input
and engage in the planning process in real time.
GEI presents a highly qualified team led by John Woodling serving as Project Manager and Ellen Cross of
Strategy Driver, Inc. (SDI) as Lead Facilitator. GEI and SDI have partnered together to successfully
collaborate on strategic planning projects for many years and have completed several foundational
documents for water organizations throughout California, as highlighted in our Experience Summary
(Section 6). The GEI Team offers the following unique benefits to TUD:
■

Our Water Utilities expert, Rob Roscoe, has decades of experience managing public and private
water utilities that will greatly benefit not only the SWOT analysis, but the planning process as a
whole.

■

We bring a tailored combination of technical knowledge with strategy and facilitation experience
to design a process that is both thorough in identifying actionable objectives and engaging so that
participants can meaningfully express their priorities and be heard.

■

While we are proposing a small and effective core team for your project, GEI has more than 150
employees at our offices in Rancho Cordova and Oakland across a number of scientific and
engineering disciplines who are available to advise at any time during the process.

We appreciate the opportunity to assist TUD with this important planning project. Please contact our
Project Manager, John Woodling, at 916.812.9118 or via email at jwoodling@geiconsultants.com if you
have questions about our proposal.
Sincerely,
GEI Consultants, Inc.

John Woodling, P.G., C.E.G., C.Hg.
Vice President

www.geiconsultants.com

Rob Roscoe, P.E.
Water Utilities Practice Leader

GEI Consultants, Inc.
2868 Prospect Park Drive, Suite 400, Rancho Cordova, CA 95670
916.631.4500 Fax 916.631.4501
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3.

CONSULTANT QUALIFICATIONS

In this section, we will introduce our firms and describe our combined experience and capabilities. Resumes for key
personnel to be assigned to this project are provided as Appendix A.
Figure 1. Team Organizational Chart

BACKGROUND AND EXPERIENCE
Firm Background
GEI Consultants, Inc. (GEI) is an employee-owned
corporation structured as five regions: East, Central,
South, Canada, and West. The West Region includes one
Oregon office and five offices in California. GEI’s office
in Rancho Cordova leads a vibrant water resources
practice, specializing in water supply and flood
management planning, as well as design and construction
management of major water and flood control
infrastructure. GEI works with local agencies to complete
Strategic Plans, Integrated Regional Water Management
Plans, Groundwater Sustainability Plans, and other
planning projects, many of which involve intensive
stakeholder engagement. GEI’s work helps agencies and
their stakeholders to candidly acknowledge issues and
concerns, gain consensus on realistic goals and objectives,
and identify actions that could be supported by the entire
community.

Tuolumne Utilities
District
Project Manager
John Woodling

Facilitation
Lead and
Strategy
Advisor
Ellen Cross

Technical,
Financial, and
Operations
Advisor
Rob Roscoe

JOHN WOODLING, PG, CEG,
CHG
Project Manager
As Project Manager for the strategic
planning effort, John Woodling will be
responsible for ensuring the timely and cost-effective
completion of the project. Mr. Woodling is a seasoned
water resources professional with 35 years of experience in
California. He specializes in water resource planning and
management, groundwater management, organizational
management and development, and collaborative problem
solving. Before joining GEI, Mr. Woodling spent 11 years
leading two joint powers agencies in the Sacramento Area
and 23 years working for several state and federal agencies,
including managing groundwater, grants, and local
assistance programs for the California Department of
Water Resources.

Strategy Driver, Inc. (SDI) offers clients insights on how
to create common ground where diverse stakeholders can
realize their fullest potential and achieve higher end goals
within their organizations. SDI works with a variety of
clients including California state, regional and local water
agencies addressing some of their most challenging short
and long term water concerns to develop strategies that
articulate the organization’s vision, set clear goals, and
position the leadership team to achieve results.
Team Experience
An organizational chart for GEI’s proposed project team
is presented in Figure 1. A description of each individual
and their project role follows. Our project team has
worked together on previous projects, as discussed in
Section 6 ─ Experience Summary.

GEI CONSULTANTS, INC.

Graphics Lead
and Facilitation
Support
Maria Pascoal

Mr. Woodling will work closely with the project team to
guide TUD through a planning effort that will both
identify strengths, weaknesses, opportunities, and threats;
and leave TUD with tangible, implementable solutions.
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ELLEN CROSS
Lead Facilitator and Strategy
Advisor

ROB ROSCOE, PE, MASCE
Technical, Financial, and
Operations Advisor

SDI’s Ellen Cross will serve as Lead
Facilitator and Strategy Advisor for
this project. Ms. Cross has more than 32 years of
experience in the California water, wastewater, flood, and
environmental industry creating innovative solutions for
visioning, goal setting, and achievement of sustained
organizational success. Her understanding of governance,
funding, stakeholders, and technical and regulatory
perspectives in the one-water industry is key to
understanding challenges and opportunities. She has
successfully facilitated strategic planning for public
agencies and professional associations including the
following examples with recent Strategic Plans provided as
a hyperlinks below:
■

Facilitation of El Dorado Water Agency’s Strategic
Plan and development of key communication
collateral including new website design and content,
brochures, and facilitation of their Inaugural Plenary
with more than 30 local, regional, state, and federal
thought leaders and partners.

■

Facilitation of Regional Water Authority’s (RWA)
strategic plans over the past 15 years spanning three
Executive Directors and supporting 20 Sacramentoarea water agencies and Regional San. The most
recent Strategic Plan was published in 2020.

■

Facilitation of Sacramento Suburban Water
District’s (SSWD) Strategic Plan with more than
98% participation of their 75-member staff and
Board.

■

Facilitation of Strategic Plans with Calaveras County
Water District and Ironhouse Sanitary District as
well as Paso Robles Groundwater Sustainability Plan
with GEI.

With over 43 years of industry
experience, Rob Roscoe will serve as
the Technical, Financial, and Operations Advisor for this
project. He has accumulated a wealth of project
experience over the course of his career as a Civil Engineer
in water resources engineering and management. As a
consultant, he served county water and wastewater
districts and cities in the Sierra foothill, north coast, and
Sacramento regions. He spent many years of his career
managing the operations of both public and private water
utilities, including 10 years with Citizens Utilities (now
California American Water) and 15 years as general
manager of Sacramento Suburban Water District.
Mr. Roscoe has served in leadership positions with a
number of regional and statewide water groups, including
past service as Chairman of the following organizations:
the Regional Water Authority; the Sacramento Area
Water Works Association; the Sacramento Groundwater
Authority; the North Coast Section California WEF; and
Region 4, (Solano, Yolo, Sacramento, San Joaquin and
Stanislaus Counties) of the Association of California
Water Agencies. He served for 8 years on the ACWA
Board of Directors. He currently serves the Groundwater
Resources Association on the California Legislative
Committee, and the American Society of Civil Engineers
on the California Water and Environment Committee,
representing all inland northern California counties
including Tuolumne County.

In addition to the Strategic Plan experience listed above,
Ms. Cross was a key team member for all of the strategic
planning project examples provided in Appendix B ─
Sample Projects.

GEI CONSULTANTS, INC.
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MARIA PASCOAL
Graphics Lead and Facilitation
Support

QUALITY ASSURANCE/QUALITY CONTROL
Quality Assurance/Quality Control (QA/QC) is a key and
essential part of GEI’s routine approach. Ultimate
responsibility for the quality of the project team’s work on
this project will reside with our Project Manager, Mr.
Woodling. He will be accountable to TUD for the quality
of documentation from meetings, progress reports, and
the final Strategic Plan. All quality control review will
follow adopted policies and standards established by GEI.

Maria Pascoal specializes in public
outreach, graphic design. And
technical writing. She has 17 years of experience with
communications for engineering and scientific clients. She
combines industry knowledge and technical skill to
produce clear, effective communications for stakeholders
and the public. She has designed hundreds of outreach
materials such as brochures, infographics, logos, and
presentations. Ms. Pascoal worked on the successful
strategic planning teams for the Calaveras County Water
District and Ironhouse Sanitary District projects
presented in Section 6 ─ Experience Summary.

Budget Control
Budget control will be maintained through GEI’s BST 10
Financial Monitoring System, which uses support
software that provides our project managers with the
financial status of their projects on a weekly or even daily
basis. To cost-effectively complete the project on a strict
schedule, Ms. Pascoal will assist in preparation of monthly
progress and budget reports and will provide them for
review prior to sending to TUD.

SCHEDULING
Figure 2 presents our team’s proposed schedule for the
strategic planning process. We understand it is TUD’s
goal to complete the effort by June 30, 2022 or sooner.
Due to the unpredictable nature of the COVID-19
pandemic, our schedule relies on all meetings and
workshops taking place virtually. This approach will not
only help minimize schedule disruption due to changing
conditions but will also eliminate travel costs. The GEI
Team has been conducting strategic planning processes
virtually throughout the last two years of the pandemic
and have found these online workshops to be very
effective and well-received. However, we do offer an inperson alternative as an optional task in Section 4 –
Work Plan if TUD desires to pursue an in-person
process.

GEI CONSULTANTS, INC.
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Figure 2. Project Schedule
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4.

WORK PLAN AND SCHEDULE

This section discusses how our team proposes to complete the strategic planning work. It is presented by task, with a list of
deliverables accompanying each task.
Directors designed to seek their input to and approval of a
planning methodology and approach.

TASK 1: METHODOLOGY AND BOARD KICKOFF
Task 1 will entail interaction with TUD’s General
Manager, management staff, and Board of Directors to
better identify the methodology to be applied to the
strategic planning process. With 30 years of facilitating
strategic planning projects for numerous water,
wastewater, and flood agencies, our team recognizes that
strategic plans are customized based on the critical input
of stakeholders, including management staff and
Directors. We will tailor a process to optimize delivery of
a strategic plan that’s actionable and implementable for
TUD. A key element of this customization will be to
develop a shared understanding of what the District seeks
to achieve through this process. We will explore
considerations such as:
■

The use of surveys and one-on-one meetings to
solicit input prior to facilitated sessions

■

The roles and responsibilities for Board and
management Staff in the planning process and plan
implementation

■

Whether and how to include non-management staff
in plan development

■

Whether and how to include outside stakeholders
(ratepayers, neighboring districts, local officials, etc.)
in the planning process

Task 1.3 Stakeholder Survey. We recommend
development of an online survey to collect information
from stakeholders (including Board of Directors and
management staff) in advance of plan development. A
survey is a cost-effective method to gather early input to
TUD’s mission, vision, values, and goals in advance of
workshops (Task 2) and will facilitate a more robust
discussion and outcome. It also allows stakeholders to
contribute input to the SWOT analysis, as questions
regarding strengths, weaknesses, opportunities, and threats
are included in the survey. The GEI Team will review,
summarize, and present survey results to inform the
strategic planning process.
Task 1.4 Interviews. We believe it is important to
interview all Directors and Management Staff, and
potentially other individuals to develop a more dynamic
understanding of their perspective and to clarify the
District’s goals for the strategic planning process prior to
the workshops. These interviews will average 30-45
minutes in length and be conducted remotely. Interviews
with identified stakeholders may also be beneficial to
receive input from outside perspectives, if desired by
TUD. The GEI Team will review, summarize, and
present the interview results in conjunction with the
survey results.

Task 1.1 Management Team Meeting. The GEI Team
will conduct a virtual meeting with the General Manager
and select management staff to confirm agreement on the
scope of work negotiated for the project, and to design a
kickoff meeting with the Board of Directors to discuss
potential methodologies and approaches to the strategic
planning effort.

Task 1 Deliverables:
■

Kickoff Meeting materials and summary

■

Survey and interview results presentation

Task 1.2 Board Kickoff Meeting. The GEI Team will
prepare for, conduct, and document the outcome of a
publicly noticed Kickoff Meeting with the Board of

GEI CONSULTANTS, INC.
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COVID-19 pandemic and to eliminate travel costs.
However, an in-person alternative is presented as optional
Task 2.3.

TASK 2: STRATEGIC PLANNING WORKSHOPS
Task 2 will include preparing for, conducting, and
documenting the outcomes of a series of strategic
planning workshops with the Board of Directors and
other participants. The workshops are initially envisioned
to cover the following topics:

Task 2.3 In-Person Workshops (OPTIONAL). If TUD
does not wish to conduct the strategic planning
workshops remotely, members of the GEI Team are
available to travel and facilitate the workshops in person at
the TUD Board Room located in Sonora, California.
Note that this optional task will result in increased project
costs due to travel time and mileage (see Section 5 – Cost
Estimate).

1. Workshop 1: Describe the project methodology,
approach, and schedule to the Board. Begin review of
mission, vision, and core values. Seek board input and
concurrence on priority areas for the Strategic Plan.
2. Workshop 2: Finalize mission, vision, and core
values. Begin development of goals and actions to
address critical issues.

Task 2 Deliverables:
■

TASK 3: COMPLETE STRATEGIC PLAN

3. Workshop 3: Finalize development of goals and
priority actions.

In Task 3, the GEI Team will prepare the formal
documentation of the strategic planning efforts – the
written Strategic Plan document that will lay out TUD’s
mission, vision, and values as well as goals and priority
actions. This document will serve as a clear and
implementable road map for the future for the Board,
management, and staff.

An evaluation of TUD’s SWOT Analysis will form the
framework for the strategic planning process and initial
survey questions to identify opportunities and challenges
from the outset. The SWOT will be identified by
participants in the survey, prioritized and refined by
management staff to prepare for Board workshops, and
evaluated by the Board to identify goals and actions to
pursue over the implementation period of the Strategic
Plan.

Task 3.1 Prepare Draft Strategic Plan Document. The
GEI Team will synthesize all of the input received
through the process and incorporate it into a
comprehensive written form. A Preliminary Draft will be
developed for review by management staff, and comments
will be incorporated into a Public Draft for consideration
by the Board of Directors. Board review is envisioned to
occur at a regular Board Meeting. The Public Draft will
provide the content of the Strategic Plan for Board
Adoption, including:

Task 2.1 Workshop Planning Meetings. The GEI Team
will meet with management staff to prepare for each of
the strategic planning workshops with the Board of
Directors. These meetings will include agenda
development to drive strategic plan content as well as key
information to engage discussion at each workshop. In
addition, staff will also use the survey and interview results
to develop draft mission, vision, and core values prior to
the first workshop. We will also have a debrief after each
Workshop to ensure we are on track.
Task 2.2 Strategic Planning Workshops. The GEI
Team will prepare for and conduct three workshops as
listed above. These are envisioned to be three-hour
workshops that will be publicly noticed special meetings
of the Board of Directors and will include some TUD
staff and potentially other participants. We suggest that
these workshops be conducted remotely due to the
GEI CONSULTANTS, INC.

Board workshop materials

■

Background information on TUD

■

Overview of the strategic planning process

■

Mission, vision, and core values

■

Identification of priority issues

■

Goals and priority actions

Task 3.2 Prepare Final Strategic Plan Document. After
incorporating Board feedback, the GEI Team will deliver
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a Final Draft Strategic Plan for review by staff. The Final
Draft will present the Board-approved content.

will provide meeting facilities, assure proper public
noticing of meetings as required, and document the
formal minutes of public-noticed meetings of the Board.

Task 3 Deliverables:
■

The meetings and interviews will be conducted as remote,
online meetings or phone calls, both to reduce cost and to
comply with current (and any future) social distancing
requirements. If circumstances change, we will amend the
cost estimates to accommodate time traveled to in-person
meetings.

Draft and Final Strategic Plan document

TASK 4: PROJECT MANAGEMENT AND
COORDINATION
Task 4 includes all activities associated with managing the
work as well as the project budget and schedule to ensure
the project is completed in a timely and cost-effective
manner.

TUD staff will support the writing of the final Strategic
Plan by providing background materials about the
District developed for other purposes.

PROJECT ASSUMPTIONS

Given the difficulties created by the ongoing COVID-19
crisis, the performance of the services included in this
Proposal as well as the satisfaction of the schedule
described herein, are contingent and conditioned upon
GEI having the ability to deploy the required resources as
well as having access to the required documents to
complete the services. These resources include, but are not
limited to, GEI and subconsultant staff. GEI will
immediately notify TUD in the event it becomes aware
that services will be interrupted or otherwise delayed as
discussed herein.

The scope and budget proposed is for the development,
implementation, and documentation of the strategic
planning process as identified above. The scope does not
include any direct technical, legal, or policy analysis of
specific issues. If such analysis is needed to support the
planning process, we assume that this work will be
conducted by TUD staff. GEI personnel can support
these activities within an expanded scope and budget if
needed.
The GEI Team will plan, conduct, and document all
meetings and meeting content directly related to
development of the strategic plan. It is assumed that TUD

GEI CONSULTANTS, INC.
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5.

COST ESTIMATE

Estimated costs for the scope described are shown in Table 1 below. The estimates are on a time and materials basis.
Tasks represent not-to-exceed amounts for the identified scope(s).

Table 1. Cost Estimate for Comprehensive Strategic Planning

Task/Subtask

Hours

Cost

Task 1: Methodology and Board Kickoff
1.1 Management Team Meeting

18

$4,818

1.2 Board Kickoff

14

$3,618

1.3 Stakeholder Survey

36

$7,890

1.4 Interviews

32

$8,824

2.1. Workshop Planning Meetings

66

$16,890

2.2 Strategic Planning Workshops

27

$7,227

2.3 In-Person Workshops (OPTIONAL)

36

$9,636

3.1 Prepare Draft Plan

28

$7,624

3.2 Prepare Final Plan

26

$5,860

20

$5,030

Task 2: Strategic Planning Workshops

Task 3: Complete Strategic Plan

Task 4: Project Management and Coordination
Project Management

GEI CONSULTANTS, INC.

Total Project Cost

$67,781

Total Project Cost including
Optional Task

$78,992
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6.

EXPERIENCE SUMMARY

Highlights of select strategic planning projects the GEI Team have participated in that are similar to the process being
undertaken by TUD are provided below, including names and telephone numbers of professional references for each
project. Full project descriptions are provided in Appendix B ─ Sample Projects.

Calaveras County
Water District
Strategic Plan 20212026+

will implement its mission and achieve its vision by
completing specific action items. It focuses on the pursuit
of excellence through innovation in ISD’s mission to
protect the environment and the public health of their
community. The plan lays out the visionary goals to work
toward over the next five years. It was unanimously
adopted by the Board of Directors in September 2021.
Click here to view the final Strategic Plan.

The GEI Team recently
completed a Strategic Plan
for Calaveras County Water
District (CCWD). Our team
collaborated with CCWD
staff to conduct a series of interviews, surveys, and
workshops that informed the contents of the plan. All
workshops were held with the Board of Directors,
publicly noticed, and key stakeholders—such as
neighboring water district management, County staff, and
union representatives—were invited to attend.
Stakeholder input was encouraged, and participation was
robust as the group moved through conducting a SWOT
analysis and formulating new Mission, Vision, Values,
Goals, and Priority Objectives for the District. Click here
to view the final Strategic Plan.

Reference
Chad Davisson, General Manager 925.727.2938

Re-establish a Stand-Alone Mendocino
County Water Agency (in progress)
The GEI Team is currently working with the County of
Mendocino to re-establish the Mendocino County Water
Agency (MCWA or Agency) as a stand-alone agency. This
effort includes strategic planning in the form of resetting
mission, vision, goals, and objectives for the Agency,
determining the resources necessary to implement the
desired objectives, designing organizational and
governance structures, and estimating the costs of ongoing
operations. The GEI Team will also assist with drafting
operational protocols, policies, and procedures as well as
job descriptions for staff. The GEI Team is currently
conducting a stakeholder survey and launching the
strategic planning process. Our next steps include assisting
with formation of a Water Agency Steering Committee
and conducting workshops with the committee to inform
the strategic planning process.

Reference
Michael Minkler, General Manager 209.754.3001

Ironhouse Sanitary
District Strategic
Plan 2022-2027+
Strategy Driver and GEI
collaborated with
Ironhouse Sanitary District
(ISD) staff and Public
Outreach Committee to
conduct a series of
interviews, surveys, and
workshops that informed the contents of their
2022─2027+ Strategic Plan. The plan spells out how ISD

GEI CONSULTANTS, INC.
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Howard Dashiell, Director of Transportation 707.463.4363
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Sacramento
Suburban Water
District (SSWD)
Facilitation for
Strategic Plan
2023+

Regional Water
Authority (RWA)
Strategic Planning
and Implementation
Support

SSWD’s 5-year Strategic
Plan process included
working with more than
70 stakeholders on its
most robust Strategic Plan in the history of the agency.
Working with SSWD’s executive team, managers, and all
staff in addition to its 5-member Board, Ms. Cross
facilitated a comprehensive and integrated process to
develop SSWD’s mission, vision, core values, goals, and
strategic priorities. In addition to workshops with staff
and the Board, a survey was utilized for input to maximize
opportunities to leverage over the next 5 years. SSWD’s
strategic planning process included 98% participation of
the District at all levels to create alignment and ownership
for successful execution with unanimous approval by the
Board. Click here to view the final Strategic Plan.

During his time as
Executive Director at
RWA (prior to joining
GEI), Mr. Woodling led
RWA through a strategic
planning process and selected Ms. Cross to provide
program facilitation followed by assistance to implement
focused objectives. Mr. Woodling and Ms. Cross
collaborated to successfully facilitate a plan that resulted
in unanimous approval by the Board representing more
than 20 agencies on the first round of voting. Ms. Cross
has facilitated RWA’s strategic plan at the direction of 3
different Executive Directors over the course of 15 years.
Click here to view the final Strategic Plan.

Reference
Kerry Schmitz, RWA Board Chair 916.874.4681

Reference
Dan York, SSWD General Manager 916.679.3973

GEI CONSULTANTS, INC.
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APPENDIX A – STAFF RESUMES
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John K. Woodling, P.G., C.HG., C.E.G
Senior Consultant

John Woodling is a seasoned water resources professional with over 30
years of experience. He specializes in water resource planning and
management, groundwater management, advocacy, organizational
management and development, and collaborative problem solving. Mr.
Woodling is a proven leader, innovator, and strategic thinker, and a
skilled facilitator and coalition builder who integrates science, policy,
and people for positive outcomes. Before joining GEI, Mr. Woodling
spent 11 years leading two joint powers agencies in the Sacramento
Area. As Executive Director of the Sacramento Groundwater
Authority (SGA) he oversaw the management of the groundwater
resources underlying northern Sacramento County. At the Regional
Water Authority, he helped 21 municipal water suppliers collaborate on
a variety of programs to integrate their efforts to provide water to the
region’s two million people.
PROJECT EXPEREINCE

Calaveras County Water District Strategic Plan Led the project
team that developed Strategic Plan 2021-2026+for CCWD.
Collaborated with CCWD staff to conduct a series of interviews,
surveys, and workshops that informed the contents of the plan. All
workshops were held with the Board of Directors, publicly noticed,
and key stakeholders—such as neighboring water district management,
County staff, and union representatives—were invited to attend.
Stakeholder input was encouraged, and participation was robust as the
group moved through formulating new Mission, Vision, Values, Goals,
and Priority Objectives for the District. The final plan was unanimously
adopted by the Board and signed by the Board President, the General
Manager, and the Labor Union President
Sacramento Central Groundwater Authority, Sacramento County,
CA Serving as the interim Executive Director of the SCGA since May
2020. SCGA has responsibility as the Groundwater Sustainability
Agency for a large portion of the South American Subbasin. Plan and
support meetings of the 16-member Board of Directors. Coordinated
five other GSAs in the development of a single Groundwater
Sustainability Plan for the Subbasin. Led a rate study and the
implementation of a parcel and groundwater use fee to support SGMA
implementation, complying with Proposition 218 requirements. Led
the development and adoption of amendments to the agency’s joint
powers agreement. Leading the transition of the Authority to an
updated staffing and governance model.
Paradise Irrigation District, Options Study, Butte County, CA
Under contract to the State Water Resources Control Board, worked
with stakeholders to prepare an Options Study for PID. As a result of
the Camp Fire, much of the infrastructure of the District and the
residences of 90% of the customers were destroyed. The Options
study evaluated and ranked a number of potential mechanisms for PID
to provide safe, reliable drinking water and maintain financial stability

EDUCATION
M.S. Hydrogeology, University of
California, Davis
B.S., Geology, Whittier College
EXPERIENCE IN THE INDUSTRY
35 Years
EXPERIENCE WITH GEI
3 years
REGISTRATIONS AND LICENSES
Professional Geologist, CA No. 5004
Certified Hydrogeologist, CA No. 9
Certified Engineering Geologist, CA
No.1678
CERTIFICATIONS
Certificate, Conflict Resolution, UC Davis
Extension
PROFESSIONAL AFFILIATIONS
Association of California Water Agencies
– Chair of the Groundwater Committee,
Member of the Board of Directors,
former Member of the State Legislative
Committee, Emissary Award 2018
National Water Resources Association –
Member, Groundwater Task Force
Frequent speaker at conferences
sponsored by ACWA, Water Education
Foundation, Groundwater Resources
Association, American Water Works
Association, and American Water
Resources Association
Advisory Board member for Maven’s
Notebook, California Water Library and
Groundwater Exchange
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while the facilities and the town are rebuilt, including consolidation with the Town of Paradise or another agency,
water transfers within and outside the county, insurance, settlements with PG&E, FEMA funding, rate increases
and other alternatives.
Sustainable Groundwater Management Act (SGMA), Sacramento Groundwater Authority and
Association of California Water Agencies, Statewide, CA. Key stakeholder in development of the Sustainable
Groundwater Management Act of 2014 (SGMA) and implementing regulations. Provided technical assistance in
drafting to the legislation’s co-author. Lobbied for key amendments at the end of the legislative session, including
the language providing for alternative plans. As Chair of the Practitioner Advisory Panel, coordinated input from
groundwater managers to DWR in development of regulations and guidance. As Chair of the ACWA
Groundwater Committee, coordinated input to the regulations and convened an ongoing dialogue between water
agencies and the staff and management of DWR and the State Water Resources Control Board.
North American Groundwater Subbasin Groundwater Sustainability Plan, Sacramento Groundwater
Authority, Sacramento, Placer and Sutter Counties, CA. Managed the Sacramento Groundwater Authority
GSA and coordinated the efforts of five groundwater sustainability agencies in Sacramento, Placer and Sutter
Counties to develop a scope of work and funding agreements to complete a single groundwater sustainability plan
for the North American Subbasin. Successfully applied for $1 million grant from DWR to complete the work.
American River Basin Integrated Regional Water Management Plan (IRWMP), Regional Water
Authority, Sacramento, CA. Oversaw the development of the IRWMP for the American River Basin, covering
most of Sacramento County and the valley portion of Placer County, including development of an online portal
for tracking of project status. Facilitated multiple meetings of a stakeholder advisory group to update the plan in
2018 to comply with new state requirements. Coordinated the integration of a separately developed Stormwater
Resource Plan into the IRWM Plan to ensure eligibility for state stormwater funding.
Sacramento Region Drought Response, Regional Water Authority, Sacramento, CA. In response to the
Drought Emergency in 2014, and facing historically low storage in Folsom Reservoir, developed a regional
proposal for short-term drought response actions that included upgrades to surface water diversion facilities to
operate at low river stages, additional groundwater wells, and booster stations and interties between neighboring
agencies to facilitate the movement of available water around the region. Acquired and managed $10 million of
state Proposition 84 funding to implement the projects through 2014 and 2015.
Regional Water Efficiency Program, Regional Water Authority, Sacramento, CA. Developed and
maintained a regional water efficiency and water conservation public outreach program among 20 participating
urban water suppliers. Conducted market research through telephone surveys and focus groups and designed
outreach campaigns for print, radio, television and social media. Programs won a number of awards from public
relations associations as well as the U.S. EPA WaterSense award.
Integrated Regional Water Management Program, California Department of Water Resources (DWR),
Statewide, CA. In response to Proposition 50 in 2002 and later bond measures, oversaw development of the
state’s IRWM planning and grant program to support collaborative efforts to identify and implement water
management solutions on a regional scale that increased regional self-reliance, reduced conflict, and managed
water to concurrently achieve social, environmental, and economic objectives. Oversaw development of program
guidelines, proposal review, and ultimate funding decisions for investment of more than $1 billion of state grant
funding.
Local Agency Management, Regional Water Authority and Sacramento Groundwater Authority,
Sacramento, CA. As Chief Executive of two joint powers agencies, oversaw the full range of public agency
formation and management functions, including strategic planning, budgeting, audits, contracting, Brown Act
compliance, Board training, FPPC compliance, development of policies and procedures, CalPERS administration,
and staff management.

ELLEN CROSS
SUMMARY OF QUALIFICATIONS
crosse@strategydriver.com
EXPERTISE

 Governance frameworks for water
and flood agencies

 Strategies for emerging water

(SGMA) and flood (Sea Level Rise)
initiatives (funding, stakeholder,
policy)

 Water and flood issues
understanding

 Strategic communications
 Facilitation
 Strategic plan implementation and
metric tracking

EDUCATION & CERTIFICATIONS

BS, Political Science
University of Oregon
Eagleton Institute of Politics
Rutgers University
PROFESSIONAL AFFILIATIONS

Certified California DGS SBE and
Caltrans / USDOT DBE
Water Education Foundation;
MetroChamber Cap to Cap;
Association of California Water
Agencies

Ellen Cross focuses on communication, strategic planning and facilitating
high-stakes initiatives in the areas of SGMA, climate adaptation, flood
protection, water resources and natural resources fields. Ellen drives diverse
stakeholders forward to develop and realize shared vision and success. Ellen
Cross has more than 30 years of experience in the California water and
environmental science industry creating successful innovative solutions
through forums for vision, collaboration, and achievement. Ellen brings a
large-scale view of proven strategic and tactical approaches to develop
outcomes that meet multi-stakeholder objectives. Ellen has facilitated
initiatives that envision stakeholder success goals and operationalize the
tactics to achieve results holistically on policy, governance, stakeholder,
funding, institutional, and technical goals to ensure sustained success. Ellen
has a history of creating neutral forums to work on critical issues where
communication and leadership are key to moving complex issues forward.
In the area of emerging challenges, Ellen has successfully facilitated public
and private entities in strategic planning with particular emphasis on
processes that have incurred governance shifts including facilitation of
Regional Water Authority’s (RWA) strategic plans over the past 15 years
spanning three Executive Directors, California Association of Sanitation
Agencies (CASA) strategic planning with the appointment of a new Executive
Director, Water Education Foundation when the Executive Director of 36
years announced retirement, and the strategic plan with the announcement
of transition of both the Executive Director and Assistant Executive Director
after 15 and 30 years respectfully for the Association of California Water
Agencies (ACWA). The abovementioned strategic planning efforts were
unanimously supported by every agency’s Board of Directors.
RELEVANT EXPERIENCE
Ironhouse Sanitary District 5-Year Strategic Plan (SP27+) (2021) Ellen is
providing Executive Facilitation on the District’s SP27+ and working with the
District’s Executive Team, Staff, Board of Directors and more than a dozen
external stakeholders including Contra Costa Water District, Diablo Water
District, East Contra Costa Fire Protection District and City of Oakley.
Through the process of developing the District’s Mission, Vision , Goals and
Priority Objectives for its wastewater, biosolids, recycled water and owned
asset of Jersey Island (Reclamation District 830), Ellen is facilitating unlikely
partnerships that span local, regional and state shared interests.
Calaveras County Water District (CCWD) 5-Year Strategic Plan (SP26+)
Facilitated and developed CCWD’s SP26+ during the pandemic requiring
remote and hybrid in person meetings. This District endured nine General
Managers over a 20 year span and was seeking a facilitator that could
better align the Board and Executive Team to envision their future as well
as work collaboratively for implementation. CCWD’s services include for
water, wastewater, and hydropower services.
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San Juan Water District (SJWD) Strategic Planning + Facilitation (2017- March 2018) Ellen led SJWD in developing the
approach and facilitating SJWD’s Board of Directors, Executive Team, and Directors in developing their first strategic
plan. Ellen led the team, which includes a new General Manager and new Board Director, to align priorities and goals to
optimize SJWD’s existing operations while anticipating state and federal water policythat may impact their retail and
wholesale customers. The Strategic Plan 2022 received unanimous approval.
Sacramento Suburban Water District (SSWD) Facilitation for Strategic Plan2023+ (September 2018 – April 2019) Ellen
facilitated SSWD’s 5-year Strategic Plan process working with more than 70 stakeholders on its most robust Strategic
Plan in the history of the agency. Working with SSWD’s executive team, managers and all staff in addition to its 5
member Board, Ellen facilitated a comprehensive and integrated process to develop SSWD’smission, vision, core
values, goals and strategic priorities with an early start on the companion Implementation Plan. This process included
98% participation of the District at all levels to create alignment and ownership for successful execution with
unanimous approval by the Board.
Regional Water Authority Strategic Planning and Implementation Support (2005-2013) SDI led RWA’s 2006 Strategic
Planning process and their 5 Year Strategic Plan (2013-18) developing the program process, surveys, and facilitation
followed by assistance to implement focused objectives. The plan was approved unanimously by the 23 agencymemberboard on the first round. Examples of implementation include educating members through the creation of The
RWA Forum: An Advanced Discussion on Emerging Water Issues. The RWA Forum was developed and led by SDI to
educate RWA members on relevant water topics that they were faced with decision-making such as Prop 50 integrated
regional water planning, disinfected by products and other policy and infrastructure topics. The interactive format
included panel discussions facilitated by water-industry experts to address emerging water issues from the perspectives
of diverse stakeholders, and examine the technical, political, institutional, regulatory and funding drivers. The purpose
wasto provide transparency to emerging issues, provide a platform for open discussion, and a framework for future
decision-making. In addition, SDI supported RWA as Water Resources Team Leader for Sacramento MetroChamber’s
Cap to Cap, and led discussions with legislators on the priority water issues in Sacramento.
Paso Robles Basin Groundwater Sustainability Plan (GSP) for Sustainable Groundwater Act (SGMA) (April 2018 –
present) Ellen is contracted through Montgomery & Associates, Inc. to lead the public engagement and facilitation for
the Paso Robles Basin GSP which is deemed by DWR as a high priority basin and due January 2020. Ellen is supporting
the five Groundwater Sustainability Agencies (GSAs): Paso Basin – County of San Luis Obispo GSA, City of Paso Robles
GSA, San Miguel Community Services District GSA, and Shandon–San Juan GSA, Heritage Ranch Community Services
District GSA. Ellen co-authored the Communication & Engagement Plan & Survey, facilitated five Informational “Fast
Start” and Cooperative Committee meetings within 5 weeks, developed bilingual postcards, and identified
disadvantaged community outreach, Native American outreach, as well as an overall engagement to more than 500
Interested Parties. We also developed a Groundwater Communications Portal to consolidate communications for all
five GSAs. Ellen was also the author on the GSAs successful grant.
Sacramento Central Groundwater Authority (SCGA) Facilitation for Strategic Plan 2023+ (March 2019 to present) Ellen
is serving as Senior Facilitator and Strategist to lead a 16-member Board of Directors representing 9 public agencies,
two private water purveyors, and agriculture and residential water users through a process to develop a 5-year
Strategic Plan (SP23+). The plan will address governance in considerations of its Joint Power Authorities developed in
2006 and priority goals. SCGA is embarking on this process in anticipation of its added responsibilities to address the
Sustainable Groundwater Management Act (SGMA) Groundwater Sustainability Plan or an Alternative. Recognizing
that governance, funding and project implementation are key to success sustainability, the SCGA embarked on an allencompassing re-evaluation of their decision-making, priority goals and project implementation strategy. Ellen
conducted a Board survey for assessment of mission, vision, goals, core values and governance followed by a Board
workshop. An additional Board Workshop and development of the Strategic Plan are anticipated in Summer 2019.
Sacramento San Joaquin Delta Conservancy Strategic Plan (SP) (2012 + Update (2017) As a subcontractor to Kearns &
West, strategized the development of the first Strategic Plan for the Delta Conservancy, which included vision, goals,
organizational development, and alignment with other new partner organizations including the Delta Stewardship
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Council as mandated by the State legislature in 2009. Currently, working on the SP Update (2017) providing facilitation
of the Conservancy and Conservancy Board of Directors to develop the next 5-year vision and goals. The Conservancy’s
area includes six counties and approximately 1,300 square miles, including some 1,000 miles of levees and waterways.
Underway in 2016, contracting for the Update which will re-envision the goals as aligned with the $50M in Prop 1
funding and will be a critical tool for knitting together a workable strategy and implementation plan to advance
ecosystem restoration and economic development in the Delta region within the broader, and increasingly uncertain,
statewide context for water management, ecosystem restoration, and climate change. The Strategic Plan will be the
vehicle to forge the relationships and build the understanding such that projects get funded and implemented to
achieve local, regional, and statewide objectives.
Department of Water Resources, Division of Flood Management, Flood Maintenance Office (FMO) (2018) Ellen
facilitated 20 staff from FMO for their Strategic Plan which will include mission, vision, core values, goals, strategic
priorities and resources alignment for five programmatic areas including: Deferred Maintenance, Environmental
Initiatives, Federal Programs, Operations & Maintenance, and Studies & Evaluations. In addition on DWR’s behalf,
facilitated the Interagency Flood Management Collaborative to promote dialogue between maintaining agency and
regulatory agency staff, identify maintenance opportunities and constraints, and improve permitting and maintenance
procedures for flood control activities on local and regional scales. The IFMCP was mandated by Governor Arnold
Schwarzenegger to collaboratively work with flood protection implementers and the resource agencies to prevent a
“California Katrina.”
Delta Stewardship Council’s Science Program Strategic Plan (May 2017) Ellen, as part of the Stantec team, led the
development of the Strategic Plan approach and facilitated 23 members of the Council’s Science Program to set
strategic objectives for program delivery. Ellen led guided discussions with DSP staff around desired outcomes for
strategic planning, core values, objectives for success and the DSP’s roles and responsibilities. Tasks included developing
pre-work, facilitating an off-site meeting and providing the notes and action items related to eight objectives and
strategic actions.
Association of California Water Agencies (ACWA) 2016-17/2018-2019 Strategic + Business Plan. Ellen facilitated both
the 2016 and 2018 ACWA Board of Directors to determine the 2016/17 and 2018/19 Vision and Priorities for the
Strategic and Business Plan. The 36 Directors and Committee Chairs participated in a one-day workshop to review 201415 as well as envision new 2016/17 priorities for both policy and organizational goals. Ellen facilitated an active
engagement that started with a pre-workshop survey, facilitated open space meetings and led the Directors, ACWA
President, Executive Director and Senior Staff through a process that both brainstormed and prioritized critical and bold
goals to be implemented over a 2-year period. Ellen also led the participants though an activity that monetized the
priorities to create an outcome that could be operationalized for successful implementation. The Board of Directors
unanimously approved both Strategic Planning outcomes on the first round.
Water Education Foundation (WEF) (2013-2019) Strategic Plan. Ellen facilitated four 2 Year Strategic Planning
workshops for WEF’s 33-member board supporting two different Executive Directors. She designed and facilitated
WEF’s process including surveys, interviews and development of mission, vision, goals and objectives that built
alignment across broad membership including geographic regions, water agencies, agriculture, environmental nonprofits, scientists, engineers and water leaders to further the education throughout the west on critical water issues.
Ellen assisted the new Executive Director on building the legacy of the founding Executive Director’s 36 year history
with WEF and envisioning the next generation and WEF’s relevancy to its diverse membership.
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Rob Roscoe, P.E.
Water Utilities Practice Leader

Rob Roscoe is a Water Utilities Practice Leader in GEI’s Sacramento,
CA office. He has accumulated a wealth of project experience over the
course of his career. Much of his project experience has been driven by
regulatory requirements where accessing available grant funding and
adopting cost-efficient compliance strategies using latest technological
advances has proven successful for numerous public agencies. His
experience includes: planning design and construction management of
public drinking water facilities; planning, design and construction
management of wastewater facilities including wastewater reclamation
and industrial waste management; negotiating and implementing
successful water transfers involving through-Delta conveyance; served
on the Association of California Water Agencies’ state-wide Sustainable
Groundwater Committee informing legislative efforts, and, following
enactment of the Sustainable Groundwater Management Act in 2014,
served on the state-wide SGMA Implementation Committee.
PROJECT EXPERIENCE

On-Call Water Resources Consulting, Solano Irrigation District,
Vacaville, CA. Manage preparation of Asset Management Plans for
potable and non-potable water systems and large agricultural water
delivery systems. Recommendations on organizational structure and
staffing.
Organization Review and Restructuring, Mendocino County
Water Agency, Ukiah, CA. Reset the Agency mission and vision with
Board of Supervisors and county water interests; analyze staffing needs;
prepare budgets, job descriptions, policies, and procedures, recruit and
retain new Executive Director, and restart the County-wide Agency.
Analysis and Review of Combining Organizations, Paradise
Irrigation District, Paradise, CA. Investigate options for the
combination of Paradise Irrigation District with the Town of Paradise
and with South Feather Water Agency.
PREVIOUS PROJECT EXPERIENCE

Managing Director, Water Policy and Planning, Interwest
Consulting Group. Managing Director of the Water Policy and
Planning Section. Advised clients on groundwater and surface water
resources, program management, water agency governance, sustainable
operations, asset management, project financing, organizational
dynamics, and regulatory strategies. Clients included cities, water
districts, county water agencies and irrigation districts. 2019-2021.
General Manager, Sacramento Suburban Water District. General
Manager with full authority for a County Water District serving a
population of about 175,000 in suburban Sacramento County,
reporting to a 5-member elected Board of Directors. Sacramento
Suburban Water District (SSWD) was formed in 2002 through the
merger of two long-standing districts. SSWD experienced challenges
implementing the merger and many senior management staff departed.

EDUCATION
M.S., Civil Engineering, (Water Quality /
Water Resources) California State
University, Sacramento
B.S., Civil Engineering, University of
California, Davis
EXPERIENCE IN THE INDUSTRY
43 years
EXPERIENCE WITH GEI
1 year
REGISTRATIONS AND LICENSES
Professional Engineer, CA No. 33495
Licensed California Water Treatment
Operator, Level T5
PROFESSIONAL AFFILIATIONS
Regional Water Authority, 2X Past
Chairman
Sacramento Area Water Works
Association, Past President
Sacramento Groundwater Authority, Past
Chairman
California Water Environment Federation,
Past Chairman North Coast Section
Region 4 of the Association of California
Water Agencies, 2X Past President
ACWA Board of Directors, 4 terms, 2010
- 2017
Groundwater Resources Association of
California member State Legislative
Committee
ASCE Past Chair, North Coast Branch
and 2X Past Director San Francisco
Section
ASCE Past Member, National Committee
on America’s Infrastructure
ASCE California Water and Environment
Committee
Environmental Water Resources Institute,
Member
American Water Works Association,
Member
AWARDS
American Society of Civil Engineers
Lifetime Achievement Award in
California
Association of California Water Agencies
Emissary Award, 2017
Regional Water Authority Distinguished
Service Award
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Completed the consolidation, originated policies and procedures for accountable operations corrected
improprieties, significantly increased credit ratings, and restored public trust. 2003-2018.
Vice President, General Manager, Citizens Water Resources, California American Water Company.
Responsible for all aspects of the planning, design, construction, operation and maintenance, and regulatory
compliance (including California PUC rate setting) aspects for 11 separate water systems in 6 California Counties.
Following the acquisition of all Citizens Water Resources assets nation-wide by American Water Company,
assumed the role of Northern California Manager for California American Water Company with similar
responsibilities. 1993-2003.
Project Manager, Project Director, Psomas and Associates. Project Manager and Project Director in the
Municipal Services Group specializing in water and wastewater planning, design, and construction management.
Served as contract Director of the Department of Sanitation for Nevada County with responsibility for all
County-owned wastewater systems and the oversight of the environmental cleanup of a problem solid waste
landfill. He provided technical support for public debt financing to fund landfill construction activities and
significant work with County Counsel’s office to ameliorate financial penalties imposed by the Integrated Waste
Management Board. 1991-1993.
Director, Oscar Larson and Associates. Project Manager progressing to the Director of Water and Wastewater
Engineering and the Director of Engineering Services for this north coast consulting firm with offices in Eureka,
Healdsburg and Crescent City, California. The firm specialized in general municipal engineering; grant acquisition;
planning, design and construction of Clean Water Grant, Safe Drinking Water Grant, and Community
Development Block Grant projects; CEQA/NEPA compliance; providing contract City Engineering services for
Blue Lake, Trinidad, Fortuna and Rio Dell; and surveying services. 1983-1991.
Project Manager, Project Director, Storm Engineering, Spray Waste Inc. Project Engineer and Project
Manager for this specialty boutique consulting firm with offices in Davis and Angels Camp, California. The firm
specialized in water and wastewater projects including early Clean Water Grant funded projects in the sierra
foothills using lagoon wastewater treatment, winter effluent storage and wastewater reclamation through summer
open pasture spray irrigation of stored effluent (Angels Camp, Tuolumne City Sanitary District, and Valley
Springs Sanitary District). Served as a Design Review Consultant for the first Clean Water Grant funded Onsite
Wastewater Management District at Stinson Beach County Water District. 1980-1983.
Environmental Engineer, East Bay Municipal Utility District. Environmental Engineer in the Technical
Services Division assisting East Bay industries comply with new industrial waste discharge requirements.
Responsibilities included permit writing, funding assistance, industrial waste treatment processes, spill response
team and environmental monitoring including San Francisco Bay receiving waters. 1978-1980.
PRESENTATIONS

Mr. Roscoe has been a frequent presenter to local civic groups, and regional and water related organizations,
presenting on topics such as climate change, the future of water management in California, transparency in public
governance, reservoir operations, groundwater management and conjunctive use, and public agency management
and operations.

Maria E. Pascoal
Strategic Communications

Maria Pascoal is a senior communications professional specializing in
public outreach, technical writing, and graphic design. She has 17 years
of experience with communications for engineering and scientific
clients. She leads GEI’s Strategic Communications Team to combine
industry knowledge, technical writing, and graphic design to produce
clear, effective communications for stakeholders and the public. Ms.
Pascoal has produced hundreds of outreach materials such as
brochures, outreach plans, guides, infographics, and presentations.
Ms. Pascoal has expert knowledge in graphics software including
Adobe InDesign, Photoshop, and Illustrator, and is highly proficient in
Microsoft Word, Excel, Visio, and PowerPoint. In 2017, she completed
a University of California Extension Certificate in Technical
Communications, including extensive coursework related to technical
documentation, user-centric design, and visual systems.
PROJECT EXPERIENCE

Strategic Plan 2021-2026 (SP26+), Calaveras County Water
District, San Andreas, CA. Collaborated with District management
and Board of Directors to develop refreshed mission and vision
statements for the organization and its SP26+. Assisted with
development of core values, goals, and objectives via remote working
meetings. In collaboration with project team, designed and distributed
a stakeholder survey to gather information for the Plan. Provided
materials for and helped conduct three Board of Directors workshops
to ensure Board participation and support. Tasked with designing final
Strategic Plan document (to be completed mid-2021).
Paso Robles Subbasin GSP, City of Paso Robles, Paso Robles,
CA. Supported community engagement for the five GSAs in the Paso
Robles Subbasin. Co-author of Paso Robles Subbasin Communication
and Engagement Plan. Assisted with planning and execution of public
meetings and workshops. Developed a variety of outreach materials
including presentations, mailers, and handouts. Led deployment of the
Paso Robles Groundwater Communication Portal, an online tool for
use by the GSAs to conduct and document outreach in the Subbasin.
Sustainable Groundwater Management Program, California
Department of Water Resources, Statewide, CA. Provided
communications support in the form of graphics and document
development, technical editing, and user experience for DWR’s
implementation of the Sustainable Groundwater Management Act
(SGMA). Collaborated with program team to develop graphics for
DWR’s best management practices (BMPs) and guidance documents
for Groundwater Sustainability Plan (GSP) development, including the
Stakeholder Communication and Engagement guidance document.
Assisted with development of DWR’s GSP Emergency Regulations
Guide, a document created to outline the GSP process and required
contents for a GSP. Created technical and conceptual illustrations,
presentations, and print materials used in statewide outreach.

EDUCATION
B.F.A., Graphic Design, University of the
Pacific
Technical Writing and Communication
Certificate, U.C. Santa Cruz Silicon
Valley Extension
Facilitation Training, American Water
Resources Association
EXPERIENCE IN THE INDUSTRY
17 years
EXPERIENCE WITH GEI
15 years
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Atascadero Subbasin GSP Support, Atascadero Mutual Water Company, Atascadero, CA. Project
manager to develop a groundwater communications portal for assisting the Atascadero Subbasin GSA to engage
the public and track public outreach and engagement activities. Provided graphics to support successful basin
boundary modification request to DWR. Authored the Communication and Engagement Plan for GSP
development. Updated existing website to reflect most recent SGMA activities. Developed stakeholder outreach
materials such as SGMA FAQ, postcards, and newsletters.
Kaweah Subbasin GSP Developent and SGMA Support, Mid-Kaweah Groundwater Sustainability
Agency, Tulare, CA. Project manager to develop a web-site and groundwater communications portal for
assisting the Mid- and Greater-Kawaeh GSA to engage the public and track their public outreach and engagement
activities. Assisted with user interface for web-based data management system (DMS). Prepared the
Communications chapter of the GSP. Provided editorial review of the Final Mid-Kaweah GSP.
San Luis Obispo Valley Basin GSP, County of San Luis Obispo, San Luis Obispo, CA. Project manager to
develop a groundwater communications portal for assisting the County of San Luis Obispo and the City of San
Luis Obispo to engage the public and track their public outreach and engagement activities for GSP development.
Provided support for public meetings and presented communications portal to the public. Currently assisting with
user interface design for countywide DMS.
Santa Ynez Subbasin, Eastern Management Area GSA, Santa Ynez, CA. Project manager to develop and
maintain a basinwide web-site and groundwater communications portal to engage the public and track public
outreach and engagement activities for the three GSAs in the subbasin. Authored Communication and
Engagement Plan for GSP Development for the Eastern Management Area (EMA). Assisted with development
of a Data Management Plan (DMP) for the EMA and currently providing user interface design for the web-based
DMS described in the DMP.
Tracy Pre-GSP Developent, County of San Joaquin, Tracy Subbasin, CA. Project manager to develop and
maintain a web-site and groundwater communications portal to engage the public and track public outreach and
engagement activities for the Tracy Subbasin.
Big Valley Subbasin GSP Support, County of Lassen, Lassen and Modoc counties, CA. Project manager
to develop and maintain a web-site and groundwater communications portal to engage the public and track their
public outreach and engagement activities. Authored a Communication and Engagement Plan for GSP
development.
Semitropic GSP Communication and Engagement Plan, Semitropic Water Storage District, Kern
Groundwater Subbasin, CA. Co-author and graphic designer for Communication and Engagement Plan to
support the development of a GSP for Semitropic Water Storage District. Assisted in the preparation of the
stakeholder online portal.
San Antonio Valley Basin GSP Communication Portal, San Antonio Basin Groundwater Sustainability
Agency, Santa Maria, CA. Project manager to develop and maintain a groundwater communications portal to
engage the public and track public outreach and engagement activities for SGMA in the San Antonio Valley
Basin.
Forecast-Coordinated Operations Program, California Department of Water Resources and F-CO
partners, Sacramento and San Joaquin River Systems, CA. Collaborated with project managers to develop
outreach materials, such as brochures and fact sheets, for the Forecast-Coordinated Operations Program. Assisted
in the execution of a 10-year anniversary event celebrating the Program’s accomplishments. Developed materials
for public presentations such as PowerPoint slideshows and conceptual illustrations.
Delta Islands Land Use Opportunities Assessment, Strategy, and Concepts, Metropolitan Water District of
Southern California, Sacramento-San Joaquin Delta, CA. Graphic designer assisting with preparation of land use
opportunities brochure for Metropolitan’s five Delta islands. Strategized with project managers to create a summary
graphic for each island outlining potential land use and management options.
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APPENDIX B – SAMPLE PROJECTS
Calaveras County Water District Strategic Plan 2021─2026
CALAVERAS COUNTY WATER DISTRICT

Client Contact
Michael Minkler
General Manager
209.754.3001

Project Completion
2020-2021

Key Staff
John Woodling
Ellen Cross
Maria Pascoal

Calaveras County Water District (CCWD) provides water and wastewater services
to 17,000 residential and commercial customers in an 1,100 square-mile area
stretching from California’s Central Valley to over 7,000 feet elevation in the
Sierra Nevada. Changes in key management staff and the Board of Directors, as
well as several other internal and external drivers, presented an opportune time to
unite CCWD with a shared vision under a strategic plan.
GEI and SDI collaborated with CCWD staff to conduct a series of interviews,
surveys, and workshops that informed the contents of the plan. All workshops were
held with the Board of Directors, publicly noticed, and key stakeholders—such as
neighboring water district management, County staff, and union representatives—
were invited to attend. Stakeholder input was encouraged, and participation was
robust as the group moved through formulating new Mission, Vision, Values,
Goals, and Priority Objectives for the District.
Working together to formulate the contents of the CCWD Strategic Plan helped
to align the priorities and values of the Board, staff, and stakeholders. The final
plan was unanimously adopted by the Board and signed by the Board President,
the General Manager, and the Labor Union President. Moving forward, the plan
will guide the District in its planning and decision making so that opportunities—
and challenges—are met with values-based responses that align with shared goals.
Click here to view the final Strategic Plan.

Ironhouse Sanitary District Strategic Plan 2022-2027+
IRONHOUSE SANITARY DISTRICT

Client Contact
Chad Davvison
General Manager
925.727.2938

Project Completion
September 2021

Key Staff
Ellen Cross
Maria Pascoal

GEI CONSULTANTS, INC.

In existence since 1945, Ironhouse Sanitary District (ISD) utilizes a staff of 34 field
and office personnel to maintain sanitary services for more than 42,000 customers
in the Oakley and Bethel Island area. The District treats approximately 2 million
gallons of recycled water every day at a technologically-advanced Water Recycle
Facility located north of Main Street near downtown Oakley. Having last
developed a strategic plan in 2013 with a majority of the Board Directors having
joined since that time, both the Board and management staff were ready to embark
on a new planning process.
GEI and SDI collaborated with ISD staff to conduct a series of interviews, surveys,
and workshops that informed the contents of the Strategic Plan. All workshops
were held with the Board of Directors, publicly noticed, and key stakeholders were
invited to attend including Diablo Water District and Contra Costa Water
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District, Regional Fire District and City of Oakley The plan spells out how the
District will implement its mission and achieve its vision by completing specific
action items. It focuses on the pursuit of excellence through innovation in ISD’s
mission to protect the environment and the public health of their community. The
plan lays out the visionary goals the District will work toward over the next five
years. The Board’s acceptance of the plan September 19, 2021, establishes the
direction for staff to plan and identify activities to fulfill the District’s strategic
goals. Click here to view the final Strategic Plan.

Re-establish a Stand-alone Mendocino County Water Agency
COUNTY OF MENDOCINO

Client Contact
Howard Dashiell
Director of Transportation
707.463.4363

Project Completion
Ongoing

Key Staff

To better address water issues now and in the future, the County of Mendocino is
seeking to re-establish the Mendocino County Water Agency (MCWA or Agency)
as a stand-alone agency and GEI, in cooperation with SDI, are providing consulting
support to assist with the transition. The GEI Team’s intent is to help the Agency
determine a plan to re-establish the Agency in an efficient, cost-effective manner
that is inclusive of interested parties and paves a path for long-term success in
meeting the water resource needs of the County. This effort includes the following:
■

Analyzing what the re-established Agency should accomplish, garnering input
from affected County constituents and public and private entities

Rob Roscoe

■

Resetting the mission, vision, goals, and objectives of the organization

Maria Pascoal

■

Determining the resources necessary to implement those objectives effectively
and efficiently

■

Determining the optimum organizational structure, including details of
governance

■

Estimating the ongoing costs of operating the Agency and investigating
options for funding

■

Drafting initial operations protocols: the ordinances, policies, and procedures
appropriate for the Agency as well as the job descriptions and qualification
requirements for staff, including hiring a chief executive for the Water Agency

■

Summarizing this project effort, the processes followed, and the
recommendations made in a realistic, implementable Work Plan for
consideration and adoption by the Board of Supervisors

John Woodling
Ellen Cross

Given the unknown future regarding drought, the relatively low water supply
resilience and financial constraints of many small rural water systems, and the
complexity of water solutions in presently overtaxed watersheds, GEI is providing
the valuable technical input from an experienced, efficient team of qualified
professionals that is essential to the success of this important effort.

GEI CONSULTANTS, INC.
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Sacramento Suburban Water District Strategic Plan 2019
SACRAMENTO SUBURBAN WATER DISTRICT

Client Contact
Dan York
SSWD General Manager
916.679.3973

Project Completion
2019

Key Staff
Ellen Cross

SSWD’s 5-year Strategic Plan process included working with more than 70
stakeholders on its most robust Strategic Plan in the history of the agency.
Working with SSWD’s executive team, managers, and all staff in addition to its 5member Board, Ms. Cross facilitated a comprehensive process to develop SSWD’s
mission, vision, core values, goals, and strategic priorities. In addition to
workshops with staff and the Board, a survey was utilized for input to maximize
opportunities to leverage over the next 5 years.
The Strategic Plan 2019 outlines SSWD’s vision for fulfilling their mission even as
they face new challenges from increasing state and federal regulations related to
water quality and conservation. The Strategic Plan 2019 represents SSWD’s vision
for surmounting these and other challenges through collaboration with
neighboring water providers to protect water rights and supplies, optimizing
organizational efficiencies and productivity, as well as maximizing other
opportunities. The Strategic Plan was developed through an inclusive and
integrated process that engaged staff, management, and external stakeholders.
SSWD’s strategic planning process included 98% participation of the District at all
levels to create alignment and ownership for successful execution with unanimous
approval by the Board. Click here to view the final Strategic Plan.

Regional Water Authority Strategic Planning and Implementation Support
REGIONAL WATER AUTHORITY

Client Contact
Kerry Schmitz
RWA Board Chair
916.874.4681

Project Completion
2020-2021

Key Staff
John Woodling
Ellen Cross

GEI CONSULTANTS, INC.

During his time as Executive Director at RWA (prior to joining GEI), Mr.
Woodling led RWA through a strategic planning process and selected Ms. Cross to
provide program facilitation followed by assistance to implement focused
objectives. Mr. Woodling and Ms. Cross collaborated to successfully facilitate a
plan that resulted in unanimous approval by the Board on the first round of
voting.
Examples of implementation include educating members through the creation of
The RWA Forum: An Advanced Discussion on Emerging Water Issues. The RWA
Forum was developed and led by Ms. Cross to educate RWA members on water
topics relevant to decisions they were facing, such as those related to Proposition
50 integrated regional water planning. An interactive format was designed to
provide transparency to emerging issues, a platform for open discussion, and a
framework for future decision-making. Click here to view the final Strategic Plan.
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