AGENDA
Special Meeting
Governing Board of Sweetwater Authority
Monday, February 22, 2021 – 4:00 p.m.
Notice: Pursuant to Governor Newsom’s Executive Orders N-29-20 and 33-20, which in part,
provide waivers to certain Brown Act provisions, meetings of the Board of Directors will be
held by teleconference. There will be no physical location from which members of the public
may participate. Instead, the public may listen and/or view the meeting proceedings and
provide public comment and comments on agenda items by following these instructions:
To join via Zoom Webinar from a computer, tablet, or smartphone,
click on the link below:
https://zoom.us/j/91458023440
To join this meeting via telephone, please dial:
1-669- 900-6833 or 1-253-215-8782
Meeting ID: 914 5802 3440
If you are unable to access the meeting using this call-in information, please contact the
Board Secretary at (619) 409-6703 for assistance.
To provide public comment on non-agenda items or to provide public comment on any item
of the agenda:
Before the meeting:
OR
-

OR
-

Go to www.sweetwater.org; click on the “HOW DO I…” at the top of the page; and
then click on the “Public Comment” link in the Contact section.
Physically deposit your public comment in the Authority’s payment drop box located in
the public parking lot at the Authority’s Administrative Office at 505 Garrett Avenue,
Chula Vista.
Mail your comments to 505 Garrett Avenue, Chula Vista, CA 91910 [Attention: Public
Comment].

All written public comment submissions must be received 1 hour in advance of the meeting
and will be read aloud to the Board during the appropriate portion of the meeting with a
reading limit of 3 minutes for each comment.
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During the meeting:
The Chair will inquire prior to Board discussion if there are any comments from the public on
each item.
-

Via Zoom Webinar go to Participants List, hover over your name and click on “Raise
Hand.” This will notify the moderator that you wish to speak during Oral
Communication or during a specific item on the agenda.

-

Via phone, you can raise your hand by pressing *9 to notify the moderator that you
wish to speak during the current item.

Any person with a disability who requires a modification or accommodation in order to
participate in a meeting should direct such request to the Board Secretary at (619) 409-6703
at least forty-eight (48) hours before the meeting, if possible. The above public comment
procedures supersede any Authority standard public comment policies and procedures to the
contrary.
•

Call Meeting to Order and Roll Call

•

Pledge of Allegiance to the Flag

•

Opportunity for Public Comment
Opportunity for members of the public to address the Board (Government Code Section 54954.3)

ACTION CALENDAR AGENDA
 Strategic Planning Workshop
•

Directors’ Comments
Directors’ comments are comments by Directors concerning Authority business that may be of interest to the
Board. Directors’ comments are placed on the Agenda to enable individual Board members to convey
information to the Board and the Public. There is no discussion or action taken on comments made by Board
members.

•

Adjournment

This agenda was posted at least twenty-four (24) hours before the meeting in a location freely
accessible to the Public on the exterior bulletin board at the main entrance to the Authority’s office and it
is also posted on the Authority’s website at www.sweetwater.org. No action may be taken on any item
not appearing on the posted agenda, except as provided by California Government Code Section
54954.2. Any writings or documents provided to a majority of the members of the Sweetwater Authority
Governing Board regarding any item on this agenda will be made available for public inspection at the
Authority Administration Office, located at 505 Garrett Avenue, Chula Vista, CA 91910, during normal
business hours. Upon request, this agenda will be made available in appropriate alternative formats to
persons with disabilities, as required by Section 202 of the Americans with Disabilities Act of 1990. Any
person with a disability who requires a modification or accommodation in order to participate in a
meeting should direct such request to the Board Secretary at (619) 409-6703 as soon as possible prior
to the meeting.
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To e-subscribe to receive meeting agendas and other pertinent information, please visit
www.sweetwater.org.
PUBLIC COMMENT PROCEDURES
Members of the general public may address the Board regarding items not appearing on the posted
agenda, which are within the subject matter jurisdiction of the Governing Board. Speakers are asked to
state name, address, and topic, and to observe a time limit of three (3) minutes each. Public comment
on a single topic is limited to twenty (20) minutes. Anyone desiring to address the Governing Board
regarding an item listed on the agenda is asked to fill out a speaker’s slip and present it to the Board
Chair or the Secretary. Request to Speak forms are available at the Speaker’s podium and at
www.sweetwater.org/speakerform.
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TO:

Governing Board

FROM:

Management

DATE:

February 19, 2021

SUBJECT:

Strategic Planning Workshop

SUMMARY
Annually, the Board holds a Special Board meeting to review the goals and objectives of
the Strategic Plan and provide policy direction on the preparation of the annual Work
Plan for the next fiscal year. The Work Plan is a detailed action plan that guides the
specific tasks that will be performed in order to meet the goals and objectives of the
Authority’s Strategic Plan.
The framework of the Strategic Plan (Attachment 1) is comprised of seven goal areas
as follows:
•
•
•
•
•
•
•

Water Quality
System and Water Supply Reliability
Financial Viability
Customer Service, Citizen Engagement, and Community Relations
Workforce Development and Constructive Labor Relations
Administrative Effectiveness
Environmental Stewardship

The Board has also approved the following reports to demonstrate progress of the
Strategic Plan as follows:
Performance Measure Reports (Quarterly)
Detailed Work Plan Status Report (Semi-Annually)
Year-End Summary Report (Annually)
The purpose of the workshop is to allow the Board to modify or add objectives or to
provide policy guidance to staff in developing the budget and annual work plan.
Following the workshop, staff will develop and present the draft FY 2021-22 Work Plan
and Budget in accordance with the direction provided by the Board.
Over the past year, the Board has initiated several exciting initiatives that will carry over
into the next fiscal year’s workplan. Those projects and programs are summarized in
Attachment 2.
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Memo to: Governing Board
Subject: Strategic Planning Workshop
February 19, 2021
Page 2 of 2
Staff will use input from the workshop to develop a Work Plan for the Board’s review
which will inform the development of the annual budget and five-year financial plan.
The Board may also want to consider using this opportunity to identify goal areas or
issues that could be assigned to the Citizen Advisory Committee (CAC) for review and
recommendation. The CAC is currently developing its list of relevant issues for the
upcoming year pursuant to Board policy.
FISCAL IMPACT
Fiscal impacts of goals and objectives of the Strategic Plan and companion work plan
are presented in the annual budget.
POLICY/STRATEGIC PLAN OBJECTIVE
The Strategic Plan provides decision-making guidance for the Authority. It provides the
overarching organizational structure for the Authority in tracking and advancing policies,
plans and programs, to reflect a disciplined effort in making fundamental decisions for a
rational course of action.
ALTERNATIVES
None applicable.
RECOMMENDATION
Staff recommends that the Board discuss the current Strategic Plan and provide staff
with policy direction to develop the FY2021-22 Work Plan and Budget.
ATTACHMENTS
1.
2.
3.

Strategic Plan Framework
Carry over initiative for FY2021-22 Annual Work Plan
Sweetwater Authority FY 2021-22 Budget Calendar
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Mission

Sweetwater Authority is a premier water agency.
We partner with the public and private sectors to maximize value for our rate payers.
Our water system infrastructure is innovative, yet functional, practical, and cost-effective.
We provide a reliable and sustainable source of water. We consistently deliver
industry-leading service to our customers.

Goals

Guiding
Principles

Values

The mission of Sweetwater Authority is to provide its current and future customers with a safe and
reliable water supply through the use of the best available technology, sound management practices,
public participation and a balanced approach to human and environmental needs.

Vision

Strategic Plan Framework

Stewardship

Respect

Excellence

Teamwork

Integrity

Honesty

Creativity

Put the
customer
first.

Be flexible,
responding
proactively to
challenges and
opportunities.

Design
cost-effective
solutions.

Operate with
openness and
authenticity.

Be fiscally
responsible
in decisions.

Be accountable
to our
customers
for our actions.

Be a model
agency for
innovation and
results

Water
Quality

System &
Water Supply
Reliability

Financial
Viability

Customer
Service, Citizen
Engagement
& Community
Relations

Workforce
Development
& Constructive
Labor Relations

Administrative
Effectiveness

Environmental
Stewardship

Provide
efficient and
effective
administrative
systems and
procedures in
accordance
with best
management
practices.

Provide core
services while
maintaining
a balanced
approach to
human and
environmental
needs.

Provide high
quality water
that meets
regulatory
requirements.

Achieve an
uninterrupted,
long-term water
supply through
investment,
maintenance and
innovation.

Ensure the
long-term
financial
viability of
the agency.

Provide
high-quality
customer
service.

Develop a
highly-skilled,
adaptable
workforce and a
safe, properlyequipped, and
effective work
environment.
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Sweetwater Authority Strategic Plan
DRAFT FY 2021‐22 DETAILED WORK PLAN

GOAL #1 Water Quality (WQ)
Provide high quality water that meets regulatory requirements.
Objective WQ1: Meet all primary and secondary water quality standards (Source: EPA National Primary Drinking Water Regulation
Secondary Standards)
Objective WQ2: Remove sediment and bacteria film build‐up through unidirectional flushing of distribution pipelines (a three‐year
process) at 6‐10 year intervals (Source: AWWA Partnership for Safe Drinking Water)
Implement three‐year program of unidirectional flushing of distribution system (previously approved by Board on January 23, 2019)
Evaluate purchase of NO‐DES equipment for future and ongoing flushing activities
Objective WQ3: Track development and manage watershed activities for the beneficial use of the Authority operations and
protection of environmental resources (Source: Cal. Administrative Code, Title 22; Sweetwater Authority Board Resolution 84‐8)
Complete Sweetwater River Watershed Sanitary Survey
Objective WQ4: Administer the Authority's Standard Specifications Section 17 Cross‐Connection and Backflow Prevention
Ordinance to protect the public water supply from contamination (Source: Cal. Administrative Code, Title 17; Cal. Safe Drinking
Water Act; AWWA)
Implement a plan to replace all existing single check valves on fire service lines with back‐flow prevention devices required by
current Authority standards (plan approved by Board on April 25, 2018)
Objective WQ5: Maintain and improve the Supervisory Control and Data Acquisition (SCADA) system for all treatment and
distribution facilities as defined in the SCADA Master Plan
Objective WQ6: Ensure long‐term sustainable health of Sweetwater Reservoir
Continue to explore the cost/benefit of implementing sand mining in and around Authority Reservoirs (See also FV4)
Prepare design, environmental document, advertise for bids, and construct Sweetwater Dam PMF and South Spillway
Improvements (Bond funded) (see also SR5)
Objective WQ7: Implement process and water treatment improvements to enhance water quality (e.g., taste, color, odor)
Design and install iron and manganese removal system at the National City Wells
Evaluate the purchase of a Residual Control System (RCS) to stabilize chlorine residual in a distribution system storage tank
Explore methods to control algae bloom (see also SR11.001 and FV4.001)
(NEW!) Begin operational and financial planning for a vertical mixing/destratification system in Sweetwater Reservoir to maintain
healthy levels of dissolved oxygen throughout the water column per the recommendations of the Gillingham Study.

Objective WQ8: Bring Laboratory Quality Systems, SOPs and Policies and Procedures in compliance with the NELAC Institute (TNI)
Accreditation Standards, which are being adopted by SWRCB‐DDW (Compliance required within 3 years of adoption)
Write/rewrite current analytical SOPs, Policies and/or Procedures, and Quality System Manual to be compliant with TNI Standards
Onsite visit to provide review and training with the new document protocols
Conduct a "practice" onsite assessment against the new TNI Standards
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Sweetwater Authority Strategic Plan
DRAFT FY 2021‐22 DETAILED WORK PLAN

GOAL #2 System and Water Supply Reliability (SR)
Achieve an uninterrupted, long‐term water supply through investment, maintenance, innovation and
developing local water resources.
Objective SR1: Implement the current Water Distribution Master Plan to include: pipeline
replacements; new pipelines for capacity, reliability and redundancy; additional water storage capacity
in deficient zones; and additional pumping capacity for Hydropneumatic Zones (Source: 2015 Water
Complete a study on the Authority's pipeline infrastructure, in conjunction with the Water Distribution
Master Plan (see also AE2)
Prepare design, environmental document, advertise for bids, and construct new Central‐Wheeler Tank
(Bond funded)
Replace pipelines in FY 2021‐22 that meet established criteria
Objective SR2: Minimize corrosion and extend service life by providing appropriate cathodic protection
for metallic mains and steel storage tanks (Source: 2015 Water Distribution Master Plan)
Install cathodic protection at up to four steel storage tanks
Objective SR3: Develop and implement specific infrastructure preventive maintenance programs that
ensure all transmission and distribution system appurtenances are functional and effective
Objective SR4: Maintain and replace fleet vehicles and equipment in accordance with manufacturers'
recognized standards and practices, and the Authority's Fleet Maintenance and Replacement Program.
(Source: Vehicle and Equipment Manufacturers' service standards; Board‐approved Vehicle
Replacement Policy)
Evaluate replacement/purchase of vehicles in accordance with Board direction pursuant to the DHK
study on alternative fuels options
Evaluate replacement of the Vactor Truck and bring to the Board for consideration and approval
Objective SR5: Maintain Sweetwater Authority Dams in compliance with requirements of Division of
Safety of Dams (DSOD) and other necessary improvements to ensure the integrity and reliability of the
infrastructure (Source: DSOD and report titled, "Evaluation of Alternatives to Increase Spillway
Capacity of Sweetwater Dam" GEI, July 2008; Staff investigations)
Design, bid, and construct replacement stairs at Loveland Dam (Bond funded)
Prepare design, environmental document, advertise for bids, and construct Sweetwater Dam PMF and
South Spillway Improvements (Bond funded)
Replace bunger valve at Loveland Dam
Objective SR6: Review street improvement plans submitted by Chula Vista, National City, and County
of San Diego to identify potential conflicts with Authority facilities and develop cost‐effective
modifications/relocations to address conflicts (Source: 1953 Agreement with City of Chula Vista; 1962
Agreement with County of SD; National City incorporated prior to Kimball Bros. Easement)
Objective SR7 : Review proposed development plans and install necessary infrastructure to ensure the
facilities meet the required demand, achieve code compliance, avoid cross‐connections, and have
minimal‐to‐zero financial impacts to the Authority’s ratepayers (Authority Policies and Rates and Rules)

Sweetwater Authority Strategic Plan
DRAFT FY 2021‐22 DETAILED WORK PLAN

GOAL #2 System and Water Supply Reliability (SR)
Achieve an uninterrupted, long‐term water supply through investment, maintenance, innovation and
developing local water resources.
Objective SR8: Provide adequate security to safeguard Authority property against theft, damage,
illegal entry, vandalism, abuse, terrorism, and contamination; and to protect Authority personnel
during the course of their duties (Source: Various projects as identified in Departmental Work Plans
Expand master key control program by re‐keying all facility door locks and assigning authorized levels
of access
Objective SR9: Cost‐effectively maintain facilities and infrastructure to optimize their useful life and
performance. (Source: Various projects as identified in Departmental Work Plans and annual budget)
Complete rehabilitation of the Morris Starr and Bonita Highland No. 2 Tanks
Repair URDS channels and gates and remove sediment from the upstream side of the low flow barrier
Inspect and rehabilitate San Diego Formation Well #1 to improve water production efficiency and
protect pumps from burnout
Complete a Facilities Master Plan ‐ see also AE2
Replace roof of Bonita Valley Reservoir Control Building
Objective SR10: Inspect and maintain the Authority's easements throughout the service area to
ensure access and minimize negative impacts to water system facilities
Objective SR11: Explore options for new water sources including but not limited to: conservation,
recycled water, potable reuse, stormwater retention, groundwater/desalination, and Urban Runoff
Explore collaborative ways to expand local water supply via the Ad Hoc Working Group with Otay
Water District
Objective SR12: Develop and Implement Comprehensive Property Operations and Maintenance Plan
for Sweetwater and Loveland Reservoirs and other Authority properties and obtain permits from
Prepare Property Operations and Maintenance Plan
Environmental Review and Programmatic Permitting for Property Operations and Maintenance Plan
Implement Plan according to permit requirements
Execute annual water transfer to designated water level limits

Sweetwater Authority Strategic Plan
DRAFT FY 2021‐22 DETAILED WORK PLAN

GOAL #3 Financial Viability (FV)
Ensure long‐term financial viability of the agency through best practices, operational efficiency, and
maximizing assets.
Objective FV1: Develop an annual budget that determines yearly expenditures, incorporates a five‐year
projection to track fiscal stability, and guides rate‐setting decision‐making
Objective FV2: Identify and pursue grant funds for high priority projects and programs including, but not
limited to, legislative advocacy, Integrated Regional Water Management, BuRec Title XVI, and
Proposition 50
Coordinate with federal lobbyist to develop strategies and continue building relationships with
congressional delegation and federal agencies; Federal lobbyist to provide update to Board in October
Objective FV3: Implement nonrevenue water program to maximize beneficial and authorized use of
water and minimize wasteful and unauthorized loss (Source: California Water Audits and Water Loss
Control Reporting regulations)
Implement the recommendations of meter testing report for the clearwell effluent meters at the Richard
A. Reynolds Groundwater Desalination Facility and the Robert A. Perdue Treatment Plant (Source: Report
titled "Meter Testing Report ‐ Master Meters at Two Production Facilities", ME Simpson Co., Inc.,
September 21, 2018)
Objective FV4: Explore innovative opportunities for leveraging Authority assets (e.g., reservoirs,
property) to reduce financial burden on Authority ratepayers
Continue to explore the cost/benefit of implementing sand mining in and around Authority Reservoirs
(pending Board direction)
Consider lease agreements (e.g., renewal energy projects) and public/private partnerships to leverage
Authority assets to generate revenue
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Sweetwater Authority Strategic Plan
DRAFT FY 2021‐22 DETAILED WORK PLAN

GOAL #4 Customer Service, Citizen Engagement and Community Relations (CS)
Provide high‐quality customer service based on customer feedback and serve the community through
education, outreach, and partnerships.
Objective CS1: Develop an outreach program that includes a multi‐faceted approach to communications
and customer outreach ‐ including, but not limited to, press releases, web‐based communications, social
media, community presentations, community events, educational opportunities, and periodically
surveying customer opinion
Objective CS2: Continue to evaluate implementation of automated meter reading and new tools for
customer access to water use data, considering advancements in technology and financial feasibility
Objective CS3: Explore and implement process improvements to better serve developer customers
NEW! Implement the recommendations resulting from the developer survey pursuant to Board
Objective CS4: Support local, small, and disadvantaged businesses in the community
Continue to refine and Improve the Preferential Purchasing for Local Businesses policy, including a
vendor database, to assist local, small and disadvantaged businesses in the community who desire to
provide services or materials to the Authority and expanded outreach.
Objective CS5: Implement projects to improve the appearance of Authority facilities
Engage the services of a landscape architect to design conceptual improvements for various Authority
facilities/well sites and implement improvements
Objective CS6: Develop programs to facilitate payment of water bills for customers
Develop an arrears management plan and programs to assist low‐income/senior with their water bills
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Sweetwater Authority Strategic Plan
FY 2020‐21 DETAILED WORK PLAN

GOAL #5 Workforce Development and Constructive Labor Relations (WD)
Attract, retain and develop a highly‐skilled, adaptable workforce; Equip employees to effectively and
safely perform their jobs and prepare for career advancement; Promote constructive labor relations.
Objective WD1: Achieve professional and regulatory certifications as required by job classifications to
perform assigned duties (Source: OSHA, Division of Drinking Water, DMV, and others depending on
certification)
Objective WD2: Implement a Leadership Development Program that engages eligible staff in Authority’s
needs for leadership capacity
Objective WD3: Implement an employee performance monitoring and reporting program to: ensure
individual employee work goals are aligned with the organization's strategic goals and work plan; provide
performance feedback to employees; correct deficiencies in performance; and promote career
development (Source: Memoranda of Understanding between Authority and Labor Groups)
Objective WD4: Identify and implement expanded risk management and safety protocols to reduce
experience modification and incident rates at or below industry standards (Source: Joint Powers
Insurance Agency; OSHA)
Objective WD5: Properly equip staff to effectively, efficiently, and safely perform their assigned duties
(Source: OSHA; Cal‐OSHA)
Objective WD6: Cultivate employee performance and boost employee loyalty, morale, and productivity
by implementing employee recognition and wellness programs
Objective WD7: Promote constructive labor relations
Objective WD8: Promote diversity and inclusion among Authority employees
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Sweetwater Authority Strategic Plan
DRAFT FY 2021‐22 DETAILED WORK PLAN

GOAL #6 Administrative Effectiveness (AE)
Provide efficient and effective administrative systems and procedures in accordance with best
Objective AE1: Maintain a ready state of Emergency preparedness, response, and recovery, capable of
effectively responding to emergencies as they arise (Source: America's Water Infrastructure Act of 2018)
Add a Fire Suppression System at the Administration Building Server Storage Room and construct
Information Systems work space improvements
Objective AE2: Conduct master planning of major infrastructure to promote innovation, ensure
sustainability, and reliably and effectively plan and allocate Authority resources
Update Perdue Water Treatment Facility Master Plan
Develop a Facilities Master Plan
Update the Water Distribution System Master Plan, to include the incorporation of asset management
tools and practices
Update the Water Resources Master Plan
Objective AE3: Needs assessment, selection and implementation of an Authority‐wide Electronic
Document/Content Management System (ECMS) to include Board agenda management system
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Sweetwater Authority Strategic Plan
DRAFT FY 2021‐22 DETAILED WORK PLAN

GOAL #7 Environmental Stewardship (ES)
Provide core services while maintaining a balanced approach to human and environmental needs.
Objective ES1: Increase conserved water supplies through water efficiency education and assistance
programs and outreach efforts, strategic partnerships with public and private agencies, and developing
effective rate setting strategies (Source: State Water Resources Control Board Regulations)

Objective ES2: Perform a systematic audit of the energy usage at Authority facilities and pursue energy
saving measures
Receive recommendation from Citizen Advisory Committee and direction from Board
Objective ES3: Comply with Heavy Equipment Replacement policies from the regulatory agencies (EPA
Emissions Standards; CalEPA Air Resources Board Diesel Truck Regulations)
Objective ES4: Continue to implement the Sweetwater Reservoir Habitat Management Plan (HMP),
applying adaptive management recommendations and improvements of the Conceptual Plan for the
Wetlands Habitat Recovery Project (HRP) and pursue other strategies to aid in the long‐term
management of the area (Source: Authority Habitat Management Plan and Wetland Habitat Recovery
Plan)
Complete the Habitat Recovery Project, including environmental review and permitting,
implementation, maintenance and monitoring
Implement the updated Habitat Management Program (HMP) Management Plan to be prepared and
permitted as part of the HRP
Assess potential opportunities for developing mitigation banks within the HMP for current and future
Authority projects (e.g., solar panels at Desal Facility)
Objective ES5: Complete studies related to groundwater management, to include a Sustainable
Groundwater Management Plan (SGMP) in coordination with City of San Diego (Source: Settlement
Agreement between Authority and City of San Diego; Sustainable Groundwater Management Act)
Conduct groundwater studies by the U.S. Geological Survey to further understand the San Diego
Formation and support development and implementation of the SGMP
Objective ES6: Develop and Implement Comprehensive Property Operations and Maintenance Plan for
Sweetwater and Loveland Reservoirs and other Authority properties and obtain permits from
Regulatory Agencies in order to allow the Authority greater certainty in the operations of its assets
including water transfers between Loveland and Sweetwater reservoirs (see also SR12)
Prepare Property Operations and Maintenance Plan
Environmental Review and Programmatic Permitting for Property Operations and Maintenance Plan
Implement Plan according to permit requirements
Execute annual water transfer to designated water level limits
Objective ES7: Implement the Sustainability Action Plan (Source: Authority Sustainability Action Plan)
Objective ES8: Explore acquisition of property within the Sweetwater River Watershed when properties
become available for sale for the protection of the watershed and water quality
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Sweetwater Authority Strategic Plan
DRAFT FY 2021‐22 DETAILED WORK PLAN

GOAL #7 Environmental Stewardship (ES)
Provide core services while maintaining a balanced approach to human and environmental needs.
Objective ES9: Explore options for adding electric vehicles to the Authority's fleet
Purchase electric vehicle(s) for the Authority's fleet
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Regular Board Meeting

FY 2021-22 Strategic Plan Work Plan Development Workshop
Review of Board input from February 8 Workshop and review of major
FY 2021-22 Five-year Projection Assumptions
Review Draft FY 2021-22 Five Year Financial Plan (including table of
assumptions) and Draft Strategic Plan Work Plan
DRAFT: FY 2021-22 Budget and Strategic Plan Work Plan
(draft budget includes operating, capital, reserves and revenue details)

May 26

Follow-up Board Meeting as needed from budget or work plan input
from prior meetings

June 9

FINAL: FY 2021-22 Operating, Capital, Reserve Budget and Five-year
Projection; and FY 2021-22 Strategic Plan Work Plan

July 13

Annual Consumer Price Index released by Bureau of Labor Statistics for
establishing the January 1, 2022 rate change
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OWNER CONTROLLED INSURANCE PROGRAM (OCIP)
FOR SWA CONSTRUCTION PROJECTS
BACKGROUND: An owner controlled insurance program is an insurance policy held
by a property owner during the construction or renovation of a property which is typically
designed to cover virtually all liability and loss arising from a construction project. The
traditional method of insuring construction consists of each general contractor (GC) and
subcontractor obtaining their own insurance policies from any provider of their own
choosing.
DISCUSSION: One of the largest expenditures for public agencies (ie. SWA) is the
annual capital projects program. SWA engages in the traditional design-bid-build project
execution process. A significant part of the bid proposal is the inclusion of the insurance
costs for the General Contractor (GC). The OCIP has been legally approved by the State
of CA since 1996. Agencies that have engaged in OCIP for their CIP have experienced
significant cost reductions in CIP bid proposals. This is primarily due to the fact that
OCIP has significantly reduced costs in bid proposals due to greatly improved safety
issues which in turn result in lower bid proposals.
RECOMMENDATION: SWA staff should investigate the economical advantages of
instituting an OCIP for major CIP projects for the next 10 years. The potential for cost
savings for SWA ratepayers are substantial.

PAY FOR PERFORMANCE PROGRAM
FOR
SWEETWATER AUTHORITY EMPLOYEES
BACKGROUND: The term “pay for performance” refers to pay compensation programs that are
made available to employees in both the public and private sectors. They have become increasing
popular in the past 20 years as a method of incentivizing employees to achieve organizational
objectives. Unlike traditional “beneficial suggestion” programs, where a single employee makes a
cost saving suggestion, “pay for performance” programs are generally team based. There are 2 basic
premises: 1) Employees on the front lines of organizations are most cognizant in how to improve
organizational objectives; 2) Employees work best in teams associated with a specific common
objective.
DISCUSSION: The City of San Diego instituted a Pay for Performance Program in 1998 titled “Bid
to Goal”. It included all non managerial employees in the Metropolitan Wastewater Department and
the Water Utilities Department, approximately 1,800 employees. At the time both departments were
engaged in a $2.5 Bill upgrade of the region’s water and wastewater infrastructure. Significant
expenditures on capital projects, operation and maintenance, and employee salaries were causing
concerns due to the commensurate rise in water and sewer utility rates. This affected not only the
City of San Diego but the 15 participating agencies who were required to proportionately fund these
utility rate increases. A total of 1.6 million rate payers were affected. The City decided, after
discussions with the participating agencies, to develop a Pay for Performance Program based on the
annual budgets of the respective departments. Input was also solicited from the respective employee
organizations (union reps). The “Bid to Goal” program was based on the annual budget approved by
the City Council. Once the budget was approved employee teams were assigned to execute their
portion of the budget as a “goal”. At the end of the budget year an independent auditor (city staffer)
reviewed the results of the budget year execution. If an employee team executed their portion of the
budget under “goal” the employee team was awarded 50% of the savings shared equally. The other
50% was retained by the City and used as a basis of next year’s budget. The result was millions of $
saved and greatly reduced pressures on future rate increases. The savings were achieved by
incentivized employees, working as a team, who delivered imaginative solutions that had never been
contemplated in past years by management. Quality, regulatory compliance, and legal requirements
were never compromised. Not every team was able to achieve cost reductions every year but the
incentive was always there to “do better” for the rate payers. In every year however the cost savings
achieved benefited all the Water/Wastewater Utility ratepayers.
RECOMMENDATION: Sweetwater Authority should institute a similar Pay for Performance
Program for non-managerial employees. As SWA is much smaller than the City (approx 133
employees) the program can be made much simpler to develop and administer. Essentially the
following could be the composition of the teams: Admin/Financial Team; Engineering Team; Water
Quality Team; Operations and Maintenance Team. The end of year audit would be simply the SWA
Financial Officer completing his budget reconciliation and attesting to cost execution by the 4
employee teams. The Program could initially be developed for 3 years and then a review by the
Board to determine if the Program should be extended into the future depending on results achieved.

PUBLIC PRIVATE PARTNERSHIPS (P3)
BACKGROUND: A Public Private Partnership (P3) is a contractual process leading to a long term
contract. The P3 process is a cooperative agreement between a public agency and a private entity. P3
contracts have become increasing common in the U.S. and public agencies world-wide. It is based on the
concept of “shared risk”. The P3 process would be an ideal candidate for the Sweetwater Reservoir
Desiltation Project that is currently being studied by the SWA.
DISCUSSION: A P3 requires each partner to take on the risk that it is best able to address. The result is a
long term contract that benefits both parties. In the case of the Desiltation Project the risks might be
assigned as follows:
Risks to the Private Contractor
- Accept all the costs for the removal of silt (capital, O&M, construction, safety, traffic control, etc)
- Finance the Project over a long term (20+ years) for periodic silt removal
- Unknown amount of sand that can be sold for a profit
- Market price of sand that is available for sale over a long term period (20+ years)
- Engineering costs and coordination with SWA and adjacent homeowners
- Approval of land reclamation disposal for the silt component that cannot be marketed
Risks to the SWA Public Partner
- Obtaining environmental permits (RWQCB, SWRCB, SDAPCD, CEQA, etc)
- Adverse public perception (P3 is a new initiative for SWA)
- Staff costs to complete a P3 (Note: the process may be terminated at any time if not viable)
- State/Federal regulatory changes (Note: this may be a shared risk in the Project Agreement)
- No guarantee of royalties from shared sand sale royalties
The process to engage in a P3 will be new to SWA staff. However it has been well codified over the past
20+ years in the U.S. It includes the following
- Request for Expressions of Interest (RFEI)
- Industry Forum/Site Visit
- Request for Statement of Qualifications (RFSQ)
- Short Listing of 3 qualified firms
- Request for Proposals (RFP) including a Draft Project Agreement (DPA)
- Interviews and Selection of winning firm
- Negotiation of Project Agreement
- Contract Award
- Administration of P3 Contract
RECOMMENDATION: SWA has taken some tentative steps to determine the viability of the
Desiltation Project for the Sweetwater Reservoir. In particular the recently completed Ninyo-Moore
Sediment Characterization Study is a key step forward to a possible P3 contract. The next step will be to
distribute the study to the 4 firms who have previously indicated an interest in the Project. SWA BOD
should carefully consider the feedback from these firms and consider a P3 contract in lieu of the
traditional design – bid – build process.

RECLAIMED WATER OPPORTUNITIES FOR SWEETWATER AUTHORITY
BACKGROUND: Reclaimed water (also known as recycled water or CA Title 22 water)
is a product of wastewater that is treated to tertiary level. Wastewater is typically treated
to secondary level under Federal and State regulations before it is discharged to a local
body of water. While meeting legal discharge requirements this effluent discharge does
not have any beneficial reuses. Tertiary treatment includes the addition of activated
carbon and sand filtration followed by a residual chlorine disinfectant before the water
leaves the treatment plant for beneficial uses. These uses include essentially everything
except direct potable reuse. The water is colorless, odorless, and essentially is
indistinguishable from common potable drinking water. Reclaimed water may be used for
irrigation for parks, golf courses, freeway landscaping, greenbelts, athletic fields,
playgrounds, and many other similar purposes. It must be distributed however thru a
separate distribution system commonly commonly known as “purple pipe” to distinguish
it from potable water distribution systems. Reclaimed water is not subject to annual cost
increases for potable water delivered thru the Metropolitan Water District (MWD) or San
Diego County Water Authority (CWA). Each gallon of reclaimed water beneficially
reused saves a gallon of increasingly expensive imported potable water.
DISCUSSION: The nearest water reclamation plant to SWA is the South Bay Water
Reclamation Plant (SBWRP). This facility is owned and operated by the City of San
Diego. It is located on Dairy Mart Road near the International Border. The facility was
opened in 2002 and is capable of producing 15 Million Gallons per Day (MGD) of
reclaimed water. The largest customer is the Otay Water District (OWD) which has
invested in a purple pipe distribution system. Unfortunately only an annual average of
50% of the plant capacity is actually utilized beneficially. The remainder of the secondary
treated effluent is discharged thru the South Bay Ocean Outfall (SBOO). The capital cost
of SBWRP and SBOO was $260 Mill. There remains an opportunity for SWA to begin
discussions with OWD and City of San Diego to take advantage of this precious
reclaimed water resource.
RECOMMENDATION: SWA Board of Directors has formed a committee to begin
discussions with OWD and City of SD to determine a more practical use of this precious
commodity. Unfortunately a recent presentation by a SWA consultant (Gillingham
Engineers) has recommended that the issue of reclaimed water be dismissed as not cost
effective for SWA. This is a very short sighted view. While the study has not yet been
completed it is recommended that Gillingham be directed to give an in depth presentation
to the Citizens Advisory Committee (CAC) to explain why they are not in favor of
pursuing this historic opportunity.

VALUE ENGINEERING PROGRAM FOR SWA CAPITAL PROJECTS
BACKGROUND: Value Engineering (VE) is a commonly accepted technical process
for obtaining the most effective life cycle analyses cost for public agency capital projects.
The City of San Diego instituted a VE process in 1994 for its $2.0 Bill Clean Water
Program. The independently audited results of the VE program delivered a rate of return
(ROR) at 110:1.
DISCUSSION: Value Engineering involves hiring an independent consultant to review
the design of a capital project in early stages. Typically a SWA capital project executes a
Design-Bid-Build process. At the completion of the 30% design a VE team consisting of
an independent VE consultant, SWA staff, and CIP design consultant meet to discuss all
the issues associated with design, construction, and operation and maintenance of the CIP
for the life of the project (50+ years). Not every CIP project should be subjected to the
VE process. As an example a simple project (paving of a street) would not be a candidate
for a VE review. The VE consultant should be hired on an “as needed” basis. VE work is
very competitive and should be utilized with consultants who have a broad range of
experience in the multiple issues related to design, construction, operation and
maintenance ,and regulatory compliance with local agencies.
RECOMMENDATION: SWA select a local VE firm to serve as “on call” value
engineering asset for selected capital projects. The consultant contract should be awarded
for a minimum of 5 years to ensure that the most competent firms participate in the
competition.

