SWEETWATER AUTHORITY STRATEGIC PLAN

FISCAL YEAR 2025-26 DETAILED WORK PLAN

OUR MISSION

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.

OUR VISION

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.
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GOVERNING BOARD

Sweetwater Authority’s Governing Board is composed of five directors elected by division by the citizens of the South Bay Water,
and two directors appointed by the Mayor of National City, subject to City Council confirmation.

SOUTH BAY WATER DIRECTORS

OO C

STEVE CASTANEDA PAULINA MANNY DELGADO HECTOR MARTINEZ ELIZABETH COX
DIVISION 1 MARTINEZ-PEREZ DIVISION 3 DIVISION 4 DIVISION 5
SBW - PRESIDENT DIVISION 2 CHAIR - 2025 TERM 2022-2026 TERM 2024-2028

TERM 2022-2026 TERM 2024-2028 TERM 2024-2028
NATIONAL CITY DIRECTORS DIRECTOR DIVISIONS
NATIONAL CITY
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RON MORRISON DITAS YAMANE ~———— SBWDIVISION 3
TERM 2023-2026 BOARD VICE CHAIR SBW DIVISION 4

TERM 2023-2026 SBW DIVISION 2
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MESSAGE FROM THE GENERAL MANAGER

As we close out FY 2024-25, we reflect on another year of progress, environmental
stewardship, and adaptation in our mission to provide safe, reliable, and sustainable
water to the community. Many of the challenges we faced were predictable and ex-
pected in drought-prone Southern Californio—climate variability, infrastructure needs,
and the ever-evolving water demand. This year, Sweetwater Authority (SWA) faced
a new challenge in our water operations due to changing federal U.S. Environmental
Profection Agency (EPA) regulations surrounding Per- and Polyfluoroalkyl Substances
(PFAS) in drinking water. PFAS are man-made chemicals found in common household
items and continues to be a widespread issue that water providers globally are working
to address due to its prevalence in society. SWA has prioritized transparency and cus-
tfomer engagement, by launching a PFAS education campaign ensuring that customers
remain well-informed and involved as we take proactive steps toward long-term PFAS

solutions and make progress on additional key initiatives.
Key Achievements in FY 2024-25
1. Water Reliability and Supply

Despite regional challenges, we have maintained a reliable water supply for our cus-
tomers. Through careful local resource management, we have been able to meet the

water demands of our service area.

*  Minimized Imported Water Purchases: The SWA has been able to supply
our cusfomers with local water sources (ground and surface) while minimizing the
purchase of imported water. This year we are on frack to limit our water purchases
to 1300 Acre Feet as estimated in the adopted budget.

* Certified Experts: SWA's staff continue to sfrive towards excellence. Many

employees hold cerfifications on pertinent fields: 63 Water Distribution Operators,

28 Water Distribution Operators, 2 Remote Pilots, 7 Backflow Prevention Assembly
Testers, 3 Professional Engineers. In addition, SWA Laboratory holds a certification
from California Environmental Laboratory Accreditation Program (ELAP).

* Southwest Membrane Operator Association: Justin Brazil and Giovanni Out-
low were awarded the Distinguished Service Award and the outstanding Operator
Award respectively in 2024

2. PFAS Education

In April 2024, the EPA issued new federal standards for six types of PFAS, requiring
public water systems to complete initial monitoring by 2027 and comply with stricter
contaminant thresholds by April 2029. SWA began quarterly testing in October
2024 and has completed three of the four EPA required tests under the new
regulations. PFAS has been detected in trace amounts in water from Sweetwater

Reservoir, prompting us to take decisive actions that include:

* Comprehensive PFAS monitoring and testing: In line with state and federal
guidelines, we have aggressively performed PFAS tesfing to fully understand PFAS
levels in our water supply. We completed three of the four EPA required tests. We've
been committed to providing transparency by sharing timely results with our custom-
ers.

* Exploration of advanced treatment technologies: We're working with experts
to determine the best long-term solution for removing PFAS.

* Seeking funding and cost savings: We are working with local, state and fed-
eral elected officials to pursue state and federal funding opportunities to help cover
the costs of any necessary freatment.

* Customer transparency and engagement:

o Established a dedicated phone/email for PFAS questions: We've set up a ded-
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icated email and phone line for PFAS questions/concerns. We've committed to
responses in 48 business hours to make sure customers received information in a
timely manner.

o Public PFAS information: We launched a dedicated section on our website to
inform our customers of PFAS tesfing results, and provide frequently asked ques-
tions. This portal is regularly updated with data, ensuring that our customers have
direct access to the latest information.

o Community outreach and education: We hosted several community work-
shops to educate the public about PFAS, answer questions, and outline monitoring
progress. We also distributed informational materials via direct mail and social
media fo ensure that all customers are aware of the steps were taking.

o Proactive communication: In response to concerns from customers about PFAS,
we sent proactive communications to affected communities, informing them of the
issue, the actions taken, and what it meant for their water quality. Our customer
service team was also equipped to answer questions about PFAS levels and treat-
ment efforts.

3. Infrastructure Improvements

This year, SWA made significant progress in modernizing its infrastructure to meet both
present and future water needs. Currently we have over $19,000,000 in projects in
construction. Locations of CIP Projects and schedules can be found on the Authority’s

website at the following address: https://www.sweetwater.org/ 148 /Current-Projects.

Some notable projects are as follows:

* Clearwell Effluent Meter Replacement at Perdue (Project No. 20224011)
Replacement of the mefer was completed in December 2024 and the new produc-
fion mefer at Perdue is now active.

* National City Wells Iron and Manganese Removal System (Project No.
20218003)

The Board awarded a construction contract in October 2024 to SCW Contracting.

* FY 2023 Pipeline Replacement Program (Project No. 20234003)
Construction of pipelines in National City and Lincoln Acres is in progress and ex-
pected to be completed this fiscal year.

* Central Wheeler Tank (Project No. 20014016)

The project was awarded in February and is scheduled for completion by Q2 in FY
2027.

* Aeration/Destratification System for Sweetwater Reservoir — At the August
26, 2024 Board meeting, the Board adopted Addendum No. 1 to the Environmen-
tal Impact Report (EIR) for the Perdue Water Treatment Plant, to add the proposed
Aeration System to the EIR. Staff has submitted permit applications to the permitting
agencies. Staff has also advertised the project in parallel to the permit process.

Construction is projected to be completed by fall of 2026.

4. Financial Health

SWA has remained fiscally responsible:

* Always accountable: Maintaining detailed records is vital for the financial
health of an agency. Every day, the Authority’s Accounting staff work with other
secfions to summarize, analyze, and verify financial fransactions, ensuring an ac-
curate account of the agency’s budget. As in prior years, Sweetwater has received
the Government Finance Officers Association Certificate of Achievement for Ex-
cellence in Financial Reporting for Fiscal Year Ending June 30, 2023 and has also
applied for the upcoming 2024 award.

* Credit rating: The Authority holds an AA credit rafing from Standard & Poor’s,
the second highest investment grade, which helps secure favorable interest rafes.
This rating was reaffirmed in November 2023, highlighting the Authority’s strong fi-
nancial management and overall financial health. According to Standard & Poor’s,
the AA rating reflects their confidence in the Authority’s very strong financial profile.

* Water Affordability Program: The Authority has strategically leveraged reve-
nue from cell tower leases to fund a Low-Income Customer Assistance Program,
ensuring support for financially struggling customers without burdening ratepay-
ers. This initiative demonstrates the Authority's commitment to fiscal responsibility by
utilizing alternative revenue streams to address community needs. By balancing
operational costs and social programs, SWA confinues to uphold both financial

stability and community service.

5. Environmental Stewardship

Protecting and using natural resources responsibly remains a cornerstone of our opera-

fions, and we've made significant strides in this effort:

* Habitat Preserve Management. We continue to coordinate and team up with

the state and federal wildlife agencies to protect sensitive species inhabiting the
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Sweetwater River watershed, and provide habitat preserve management within
SWA lands. This year, we restored an additional 67 acres of wetland habitat ot
Sweetwater Reservoir by planting 3,322 willow frees and removing non-native, in-
vasive vegetation.

*  Watershed Protection. We partner with multiple private stakeholders and gov-
ernment agencies fo ensure any planned developments do not result in water qual-
ity issues in the Sweetwater River watershed.

*  Outdoor Recreation. We are pursuing expansion of recreational opportunities
at our local reservoirs, including a 2.2 miles long frail af Sweetwater Reservoir, trail
and fishing access improvements af Loveland Reservoir, and we are also coordinat-
ing with the County of San Diego Parks and Recreation Department to complete the
Sweetwater Reservoir Loop Trail Project.

* Environmental Education. We teamed up with the Wetlands Training Institute to
use SWA's watershed lands as an “outdoor classroom” where biological resources
courses are being thought to multiple students.

* Energy efficiency: We confinued explore energy-saving measures at our freat-

ment plants, reducing energy consumption and greenhouse gas emissions.
Goals for FY 2025-26

looking ahead to FY 2025-26, SWA has established several key goals to continue pro-
viding high-quality water while addressing the challenges of PFAS and other emerging
issues:

* Continued PFAS education and mitigation: Initiate pilot study to determine
the best and most cost-effective PFAS treatment approach for our facility.  Seek
additional funding opportunities fo help cover the costs as we plan for compliance
by 2029. Continuing to engage with our community through transparent communi-
cation and educational inifiatives, ensuring that our customers remain informed and
involved in our efforts to continue fulfilling our mission.

e 2023 Water Resource Master Plan: The Board has authorized $500,000 to
serve as a 50% match for the estimated $1,000,000 feasibility grant proposal on a
4,480 Acre Feet Yearly desalinations facility (South Bay Desalination) through the
Bureau of Reclamation. This effort is in line with the recommendations of the recently

adopted Water Resource Master Plan.

* Asset Management: proactively address rehabilitation and replacement needs
fo minimize customer inconvenience and continue to provide reliable water at the

best possible cost.
Conclusion

Fiscal Year 2024-25 has been a year of both challenge and opportunity for SWA.
While the presence of PFAS in our water supply has created significant obstacles, it has
also catalyzed us to take bold steps in enhancing our water treatment processes and
ensuring our community remains informed. We are proud of our progress in mainfaining
water reliability, improving infrastructure, and advancing sustainability, all while prioritiz-
ing fransparency and customer engagement. We look forward fo continuing our work
in FY 2025-26, strengthening our commitment to safe, reliable, and sustainable water
service for our custfomers.

Thank you to the Board of Directors, staff, and community members for your ongoing

support and collaboration. Together, we will continue to meet the challenges ahead.
Sincerely,

Carlos Quintero
General Manager, Sweetwater Authority
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GOAL #1: WATER QUALITY

Provide high quality water that meets regulatory requirements.



FY 2025-26 Strategic Plan Detailed Work Plan

GOAL #1 Water Quality (WQ)

Provide high quality water that meets regulatory requirements.

Objective Task FY 2025-26 CD Notes
WaQ1 : Meet all primary and 1 Report to the Board quarterly on chlorine residual, turbidity, and June
secondary water quality taste/odor at the Perdue Water Treatment Plant and distribution system, | 2026
standards utilizing standards set by the Division of Drinking Water, as well as more
stringent standards set by Sweetwater Authority.
2 Provide an annual consumer confidence report to Authority customers on | June
all state and federal drinking water health standards. 2026
3 Develop site sampling plans for the testing of lead and copper at each June
school and childcare facility in the Authority’s service area as required by | 2026
the EPA’s Lead and Copper Rule Improvements. Testing must commence
in 2027 and be completed by 2032.
4 Perform a lead and copper corrosion control study to ensure treatment June
processes are optimized to comply with Lead and Copper Rule 2026
Improvements (LCRI) requirements.
5 Perform a tracer study to confirm the baffling factor for the clearwell at June
the Perdue Water Treatment Plant. Pending findings from the 2026
comprehensive clearwell assessment performed in December 2024 and
direction from the State Water Resources Control Board — Division of
Drinking Water (DDW).
6 Competitively procure a consultant to perform a preliminary design June
report and pilot study for the installation of a treatment system at the 2026
Perdue Water Treatment Plant for per and polyfluoroalkyl substance
(PFAS) removal.
WQ2: Maintain water quality in 1 Flush 75 miles of pipeline in Chula Vista through the No-Discharge June
distribution system through a Flushing Program. 2026

systematic and programmed
flushing program, utilizing no-
discharge technology
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FY 2025-26 Strategic Plan Detailed Work Plan

GOAL #1 Water Quality (WQ)

Provide high quality water that meets regulatory requirements.

Objective Task FY 2025-26 CD Notes
WQ3: Manage watershed 1 Report to the Board semiannually on developments and watershed June
activities for the beneficial use activities for the beneficial use of the Authority operations and protection | 2026
of the Authority operations and of environmental resources in accordance with Board resolution 84-8.
protection of environmental
resources.
2 Implement Year-2 of selective removal of hazardous trees west of the June
Perdue Facility, and restore area with native cactus scrub to create 2026
defensible space.
3 Perform a Drinking Water Source Assessment and Protection (DWSAP) June
analysis for San Diego Formation Wells 7-11 pending direction by DDW. 2026
WQ4: Administer the 1 Conduct a direct mailing for customers that need to replace existing
Authority's Standard single check valves on fire service lines with back-flow prevention June
Specifications Section 17 Cross- devices. (Devices are required to by updated by December 19, 2033 as 2026
Connection and Backflow required by State regulations.)
Prevention Ordinance to
protect the public water supply 2 | Implement required changes from the updated Cross-connection Control | June
from contamination Plan. 2026
WQ5: Maintain and improve 1 Replace outdated SCADA equipment at the desalination facility. Complete June
the Supervisory Control and installation, testing, and commissioning of a new programmable logic 2026
Data Acquisition (SCADA) controller and associated input/output panels.
system for all treatment and 2 Continue implementation of the electronic mobile operator data June
distribution facilities as defined collection system for the National City Wells, Desalination Facility, and 2026
in the SCADA Master Plan System Operations to replace historical paper worksheets and streamline
processes.
3 Competitively procure an On-Call SCADA Integrator. The current contract | June
with Enterprise Automation expires in August 2026. 2026
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FY 2025-26 Strategic Plan Detailed Work Plan

GOAL #1 Water Quality (WQ)

Provide high quality water that meets regulatory requirements.

Objective Task FY 2025-26 CD Notes
4 Perform an update of the SCADA master plan. The last update was June
completed during FY 2020-21. 2026
WQ6: Ensure long-term 1 Complete CEQA and Technical documentation and begin permitting for June
sustainable health of Sweetwater Reservoir Capacity Restoration Project. 2026
Sweetwater Reservoir 2 Complete and commission the Sweetwater Reservoir June
aeration/destratification system project. 2026
WQ7: Implement process and 1 Complete and commission of an iron and manganese removal system for | June
water treatment the National City Wells. 2026
improvements to enhance 2 Complete and commission the residual control system at Bonita Valley Dec
water quality (e.g., taste, color, Reservoir.
2025
odor)
3 Complete feasibility study and initiate design and research grant June
opportunities for a hypochlorite system and liquid ammonium sulfate 2026
conversion at the Perdue Water Treatment Plant to replace the existing
gaseous chlorination system and aqueous ammonia system.
WQ8: Comply with all Policies 1 Maintain TNI accreditation standards in the water quality laboratory by June
and Procedures of the NELAC passing all annual proficiency testing standards and completing ongoing 2026
Institute (TNI) Accreditation demonstration of capabilities (ODC) for all trained analysts.
Standards adopted by SWRCB- 2 Continue improving the Laboratory Information Management System; June
DDW automate the Annual Consumer Confidence Report. 2026
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GOAL #2: SYSTEM AND WATER SUPPLY RELIABILITY

Achieve an uninterrupted, long-term water supply through investment,

maintenance, innovation and developing local water resources.
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FY 2025-26 Strategic Plan 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 Task FY 2025-26 CD Notes
SR1: Implement 1 Advance construction of the new Central-Wheeler Tank. Anticipated Oct
recommendations of the completion Q2 FY27. 2026
current Water Distribution 2 Complete design and award construction contract for new pipelines that | June
Master Plan, per approved meet established criteria in accordance with the current Distribution 2026
Fiscal Year Budget Master Plan and field data as part of Annual Pipeline Replacement
Program.

3 Install and test functionality of pressure reducing valve for 187 parcels Oct See SR1-1. This is separate
on San Miguel Road for the pressure zone conversion in parallel with 2026 | contract but part of the Central-
completion of Central Wheeler tank. Wheeler Tank project.
Communication with the owners and residents of the impacted parcels
will take place as follows:

. A project construction sign will be installed near the
construction site of the tank with a link to the project page which
describes the project, which includes a map of the area that will receive
pressure reducing valves.

. A permit to do work in private property will be required from
each property owner since the pressure reducing valve is installed after
the meter in private portion of the water service.

. Door hangers will be provided to at least two weeks in advance
of the pressure reducing valves installation.

4 Perform test on AC Pipes at all possible opportunities to provide data for | June
future updates to the Water Distribution System Master Plan. 2026

SR2: Cost-effectively maintain 1 Initiate construction of Tank Rehabilitation Program — FY2024-25 ( Desal | June
facilities and infrastructure to Contact Tank and Cherry Hills Tank) 2026

14




FY 2025-26 Strategic Plan 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 Task FY 2025-26 CD Notes
optimize their useful life and 2 Complete rehabilitation of Claire Vista “B” Tank June
performance 2026

3 FMPP National City Wells: Chemical Feeder Room floor repairs. Oct
2025
4 FMP Perdue Plant: Building wall painting and repairs, HVAC Units repair, | Feb
Bathroom Repairs, Fire Suppression System repairs, Flashing and 2026
Caulking on windows.
5 FMPP Administration Building: Exterior wall painting and repairs. Sept
2025
6 FMPP Loveland Reservoir: Main House Repairs June
2026
7 ADA Title Il Barrier Priority 1 Administration Improvements: Accessible Sept
Parking, Exterior Access Routes, Entrance to Building, Interior Access 2025
Routes.
8 Replace all necessary wooden panels for the roof of the Bonita Valley June
Reservoir Control Building. 2026
9 Replace ONE train worth of reverse osmosis membranes that have June
reached the end of their useful life (train 4 of 6). 2026
10 | Conduct pump efficiency testing on 30 pumps (83 pumps total). June
Prioritize and conduct repairs based on testing results. 42 pumps were 2026
tested during FY 2024-25.
11 Initiate design and environmental to Optimize Desalination Facility. June
2026
12 Initiate preliminary design and environmental documentation for June
rehabilitation or replacement of the Clearwell for the Robert A. Perdue 2026
Water Treatment Plant.
13 | Complete construction of updated solution to variable frequency drive June
on the existing fixed speed raw water pumps at the Perdue Water 2026
Treatment Plant.

15




FY 2025-26 Strategic Plan 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 Task FY 2025-26 CD Notes
14 | Install new sodium hypochlorite and sodium hydroxide chemical storage | June
tanks at the desalination facility. Tanks will be procured prior to June 2026
2025.
15 | Complete water tank inspections scheduled for FY2025-26. June
2026
16 | Complete three chemical tank inspections in FY2025-26. June
2026
17 | Perform pilot study and preliminary design for a brine nitrate removal June
system at the desalination facility to ensure current and future 2026

compliance with National Pollutant Discharge Elimination System
(NPDES) effluent limitation requirements.

18 | Perform an inspection of the filter underdrain system on one of the June
filters at the Perdue WTP. 2026
19 | Prioritize and replace and/or repair outdated Total Coliform Rule June
sampling pedestals in the distribution system. 2026
20 | Competitively select on call consultants to assist with well/pump Dec
maintenance program. 2025
21 | Create a well maintenance and rehabilitation plan. April
2026
22 | Competitively select on call well/pump maintenance contractors for Dec
implementation of the maintenance and rehabilitation. 2025
23 Replace outdated distribution pump station and production well flow June
meters. Replace 5 per year, 36 total. 2026
24 | Complete construction and commission deep well anode bed for 30-inch | Sept
second avenue rectifier. 2025
25 URDS Master plan implementation of phase 1. June
2026
SR3: Perform infrastructure 1 Repair water main leaks within 36 hours of when they are reported. June
preventive and corrective 2026
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FY 2025-26 Strategic Plan 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 Task FY 2025-26 CD Notes
maintenance programs that 2 Repair service leaks within 72 hours of when they are reported. June
ensure all transmission and 2026
distribution system 3 Repair service lines, non-leaks, within 4 weeks of when need for repairis | June
appurtenances are functional identified. 2026
and effective 4 Replace 60 valves as part of a valve replacement program. June

2026
5 Exercise 3,217 valves out of 6,433 valves in the distribution system. June
2026
6 Replace hydrants identified for replacement throughout the fiscal year. June
2026
7 Maintain 1,322 hydrants out of 2,644 hydrants in the distribution June
system. 2026
8 Maintain 327 blow-offs out of 981 blow-offs in the distribution system. June
2026
9 Maintain 90 air release assemblies out of 450 air release assemblies in June
the distribution system. 2026
SR4: Optimize fleet of vehicles 1 | Perform corrective and preventive maintenance of fleet vehicles and June
and equipment to provide equipment based on maintenance schedules and based on need in order | 2026
maximum reliability, cost- to minimize vehicle breakdowns.
effectiveness, minimize carbon 2 Complete Fleet Optimization Study. Dec.
footprint, and for compliance 2025
with regulatory milestones, by 3 Replace vehicles in accordance with recommendations from Fleet June
implementing the Fleet Optimization Study and revised Green Fleet Plan. 2026
Optimization Study and revised
Green Fleet Plan
SR5: Maintain Sweetwater 1 Complete construction of the revised design for Loveland Dam Stairs June
Authority Dams in compliance Replacement Project. 2026
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FY 2025-26 Strategic Plan 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 Task FY 2025-26 CD Notes
with requirements of Division 2 Initiate design for the Sweetwater Dam and South Dike Improvements June
of Safety of Dams (DSOD) and Project, pending DSOD approval, and update environmental 2026
other necessary improvements documentation as necessary.
to ensure the maximum 3 Complete environmental documentation to replace Bunger, Guard and June
operational efficiency per Bypass Valves at Loveland Dam. 2026
regular dam surveillance 4 Complete seismic study for Sweetwater Reservoir’s Outlet Tower. June
inspections 2026
SR6: Coordinate street 1 Attend a coordination meeting with each of National City, Chula Vista, June
improvement plans submitted and County of San Diego, as required to determine and potentially 2026
by Chula Vista, National City, implement water facility relocations and improvements as a result of
and County of San Diego to street improvement projects.
identify potential conflicts with
Authority facilities and
implement cost-effective
modifications/relocations to
address conflicts
SR7: Proactively engage and 1 Obtain development information once a month from each land use June
coordinate with the land use agency, to determine which development projects require public water 2026
agencies, development infrastructure review of compliance with Authority standards.
community, residents, and 2 Attend once a month a public event for local outreach, to disseminate June
businesses on public water information on Authority development requirements. 2026
infrastructure requirements to 3 Provide quarterly updates to the Board on highlights of development June
ensure proposed public services efforts and process improvements. 2026
facilities meet Authority 4 | Install and/or upgrade water facilities for developer customers in June
standards, and to expedite accordance with approved plans, as needed and based on fees collected | 2026
review process from developers.

SR8: Provide adequate security 1 Evaluate network cybersecurity alternatives to the existing 3™ party June
to safeguard Authority active managed detection and response, monitoring services, and end- 2026

property and infrastructure

point detection and response services.
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FY 2025-26 Strategic Plan 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 Task FY 2025-26 CD Notes
against theft, damage, illegal 2 Conduct a “Day without SCADA” exercise. June
entry, vandalism, abuse, 2026
terrorism, cyber threats and 3 Develop a video and electronic surveillance modernization plan. June
contamination; and to protect 2026
Authority personnel during the 4 Conduct Annual Facilities review with ACWA/JPIA (facilities to be June
course of their duties (Source: determined by ACWA/JPIA at time of review). 2026
Various projects as identified in 5 | Work with ACWA/JPIA for funding assisted programs to add Infra-red June
Departmental Work Plans and imaging and fire detection in DAF MCC room. 2026

annual budget)

SR9: Inspect and maintain the 1 Inspect and maintain easements in accordance with frequency June
Authority's easements to established in Easement Management Plan. 2026
ensure access and minimize
negative impacts to water
system facilities

SR10: Ensure future reliability 1 Complete Urban Water Management Plan. June
of cost-effective water supplies 2026
by exploring options for new 2 Advance Joint Otay Water District-Sweetwater Authority Intertie June
water sources including but not Recycled Water Project Analysis. 2026

limited to: conservation,
recycled water, potable reuse,
stormwater retention, and
groundwater/desalination

SR11: Develop and Implement 1 Update Draft of Property Operations and Maintenance Plan for June
Comprehensive Property regulatory agency review. 2026
Operations and Maintenance 2 Complete Administrative Draft of Sweetwater Authority Natural June

Plan for Sweetwater and Communities Conservation Plan / Habitat Conservation Plan. 2026




FY 2025-26 Strategic Plan 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 Task FY 2025-26 CD Notes
Loveland Reservoirs and other 3 Execute water transfers as required. Install automated water quality April
Authority properties and and physical parameters sampler downstream of Loveland Dam. 2026

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, subject
to water availability in
Loveland Reservoir and within
compliance of environmental
regulations
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GOAL #3: FINANCIAL VIABILITY

Ensure long-term financial viability of the agency through best

practices, operational efficiency, and maximizing assets.
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FY 2025-26 Strategic Plan 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 Task FY 2025-26 CcD Notes
FV1: Implement short-term 1 Present financial position and comparison of actual to budgeted June
(i.e., annual) and long-term expenditures on a monthly basis to the Board. 2026
(i.e., five-year) financial plans 2 Present a final FY 2026-27 Budget to the Governing Board. June
that demonstrate continued 2026
financial sustainability and
cost-effective use of funds for
operations
FV2: Develop and maintain a 1 Incorporate planned use of the rate stabilization fund with the May
rate structure that cover the presentation of the proposed FY 2026-27 Budget. 2026
costs to provide safe and 2 Conduct a 2026 Water Rate Study: work with Board to select a May
reliable water to Authority consultant, engage the Board and community in the development of the | 2026
customers, meets all legal study, present a final study for the Board’s approval.
requirements to apportion
costs to customers, and
promotes water conservation;
utilize a rate stabilization
reserve to regulate cost
impacts associated with
fluctuating water supplies
FV3: Develop strategies at both 1 Coordinate with federal lobbyist to develop strategies and continue June
the State and Federal levels to building relationships with congressional delegation and federal agencies. | 2026
identify and pursue grant funds 2 Coordinate with state lobbyist to seek project funding and advocate for June
for high priority projects and legislative priorities. 2026
programs, and advocate for 3 Conduct annual review of and potential updates to the Legislative June
legislative priorities Priorities Guidelines 2026
FV4: Conduct a program to 1 Field test the testing protocols develop in FY 2024-25 to test water June
replace water meters at the meters by selecting a random sampling of sizes and the year installed for | 2026

point a meter becomes
operationally inefficient based

a complete statistical analysis of the data and determining the end point
of a water meter’s life.

22




FY 2025-26 Strategic Plan 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 Task FY 2025-26 CcD Notes
on industry standards. (Source:
AWWA M6 Manual: Water
Meters - Selection, Installation,
Testing, and Maintenance)
FV5: Implement nonrevenue 1 Develop a plan to comply with the Draft Leak Registry Data Specifications | June
water program to maximize requirements: Starting in compliance year 2025 and ending in 2027, 2026
beneficial and authorized use water systems will be required to collect information for a leak registry to
of water and minimize wasteful be submitted to the California State Water Resources Control Board.
and unauthorized loss (Source:
California Water Audits and
Water Loss Control Reporting
regulations)
FV6: Explore innovative 1 Finalize amendment to the City of San Diego Reynolds Desal cost share June
opportunities for leveraging agreement and budget for any associated reimbursement to the City of 2026
Authority assets (e.g., San Diego.
reservoirs, property) to reduce 2 Consider lease agreements (e.g., renewable energy projects) and June
financial burden on Authority public/private partnerships to leverage Authority assets to generate 2026

ratepayers

revenue.
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GOAL #4: CUSTOMER SERVICE, CITIZEN ENGAGEMENT AND COMMUNITY RELATIONS

Provide high-quality customer service based on customer feedback and serve

the community through education, outreach, and partnerships.
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FY 2025-26 Strategic Plan 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 Task FY 2025-26 CD Notes
CS1: Develop an outreach 1 Improve/increase digital outreach channels and reach, including launching | June
program that includes a multi- email newsletter campaigns and/or text messaging platform. 2026
faceted approach to 2 Leverage partnerships to provide a high school career experience program | June
communications and customer for local students. 2026
outreach - including, but not 3 | Advance customer contact information validation database to improve June
limited to, press releases, web- customer communication and engagement. This may include customer 2026
based communications, social surveys and focus groups to inform Authority’s future efforts.
media, community
presentations, community
events, educational
opportunities, and periodically
surveying customer opinion
CS2: Research and apply for 1 Research AMI Grants that do not required significant matching funds. June
grant funding for Automated 2026
Meter Reading
implementation.
CS3: Facilitate procurement 1 Conduct a "How to Do Business with Sweetwater Authority" webinar orin | June
opportunities for local person event in conjunction with APEX Accelerator (formally the 2026
businesses in the community Procurement Technical Assistance Center of San Diego, Imperial and
Orange Counties).
2 Promote the Authority's local vendor program through messaging in June
Authority newsletters and social media. 2026
3 Maintain a database of local businesses that have expressed interest in June
working with the Authority for staff to utilize during procurements. 2026
4 Report quarterly on local vendor engagement. June
2026
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FY 2025-26 Strategic Plan 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 Task FY 2025-26 CD Notes

CS4: Implement projects to 1 Implement facility master plan (see SR-x). June

improve the appearance of 2026

Authority facilities

CS5: Develop programs to 1 Formulate and implement a strategy to boost participation in the June

facilitate payment of water bills Authority’s Water Affordability Program, ensuring that essential assistance | 2026

for customers is provided to those in greatest need and implement various methods to

facilitate payments.

CS6: Promote citizen 1 Host monthly Community Advisory Work Group (CAWG) meetings to June

engagement and operational discuss Board-approved topics. 2026

improvements/efficiencies 2 Expand outreach about CAWG to encourage meaningful participation from | June

through the use of the customers across the entire service area. 2026

Community Advisory Work

Group

CS7: Support limited 1 Provide as-needed staff support and timely review of County of San Diego | June

recreational activities around design documents for the Northside Loop Trail, Division of Drinking Water | 2026

Sweetwater Authority reservoir application for expansion of recreational facilities, and Draft Trails

such as fishing and trails, that Operations and Maintenance Plan.

are compatible with Authority 2 In collaboration with stakeholders, seek and apply for State and/or Federal | June

operations, protect water grant funding for the development of the Sweetwater Reservoir Master 2026

quality, and minimize cost Plan Update.

impacts to ratepayers, and in 3 Complete Loveland Reservoir Trails Master Plan. June

compliance with Authority and 2026

regulatory policies 4 | Advance Loveland Trails Improvements Project (non-Master Plan driven). June
2026

CS8: Develop outreach 1 Participate in free community events by providing drinking water for June

campaigns that encourage attendees. 2026

customers to trust and drink 2 Work with local Spanish media outlets to develop tap water safety June

tap water outreach campaigns, including videos, graphics and on-air interviews. 2026
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GOAL #5: WORKFORCE DEVELOPMENT AND CONSTRUCTIVE LABOR RELATIONS

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.
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FY 2025-26 Strategic Plan 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 Task FY 2025-26 CD Notes

WD1 Achieve professional and 1 Generate, maintain, and establish compliance with the Department of

regulatory certifications as Motor Vehicles and Division of Drinking Water Certification Programs. June

required by job classifications 2026

to perform assigned duties 2 Maintain the incentive plan to encourage employees to acquire D4/D5 and

(Source: OSHA, Division of T4/T5 operator certification through the Division of Drinking Water. June

Drinking Water, DMV, and 2026

others depending on

certification)

WD2: Identify and implement 1 Conduct Job Hazard Analysis (JHA’s) as issues arise to identify and remove | June

expanded risk management vulnerabilities based on current incidences. 2026

and safety protocols to reduce 2 Conduct ACWA/JPIA recommended initial driver training within one year June

experience modification and of hire and remaining staff complete four-year refresher training. 2026

incident rates at or below

industry standards (Source:

Joint Powers Insurance Agency;

OSHA)

WD3: Properly equip staff to 1 Conduct ACWA/JPIA recommended Ergonomic evaluations and training June

effectively, efficiently, and within one year of newly hired employees, or for employees who transfer | 2026

safely perform their assigned into new jobs in the organization.

duties (Source: OSHA,; Cal- 2 Conduct monthly safety meetings and opportunities to learn and train in June

OSHA) the best practices to focus on employee safety. 2026

3 Perform training and complete EPA method certification for the gas Mar
chromatograph/mass spectrophotometer in the Water Quality Laboratory. 5026
1 Evaluate and expand the platforms used for attracting candidates for June

current vacancies as follows: NEOGOV, AWWA, SDCWA, AWWA, LinkedIn, | 2026
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FY 2025-26 Strategic Plan 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 Task FY 2025-26 CD Notes
WDA4: Develop programs to Instagram, Facebook, Works, Cuyamaca College: Water Studies Program,
attract and retain quality San Diego Chapter of ASCE.
employees. 2 Begin converting all personnel files to digital records. June
2026
3 Conduct annual employee benefit presentation and fair. oct
c
2026
4 Evaluate current performance review content and process and implement | April
a pilot project to test an electronic based performance management 2026
system.
WD5: Promote constructive 1 Lead and maintain the Joint Labor/Management Committee meetings ona | June
labor relations monthly basis and working to resolve work place concerns in prompt 2026
manner with IBEW Local 47.
2 Lead and maintain the Joint Labor/Management Committee meetings on a | June
monthly basis and working to resolve work place concerns in a prompt 2026
manner with CG.
3 Lead and maintain the Joint Labor/Management Committee meetings on a | June
monthly basis and working to resolve work place concerns in a prompt 2026
manner with MMG.
4 Prepare and process any and all Memorandum of Understanding June
guestions, wage and benefits inquiries and secure resolutions for 2026
employees.
WD6: Promote Effective 1 Participate in the State of California mandated annual and biannual Office | May
workforce development of Civil Rights employee training and Workplace Violence Prevention Plan. | 2026
WD7: Develop programs and 1 Participate in the employment fairs with Southwestern College: Chula Nov
strategies for succession Vista and National City Campus and Cuyamaca College Water Studies 2025

planning and to cultivate the
next generational workforce, to
include internships,
fellowships, mentorships, job

Program.
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FY 2025-26 Strategic Plan 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 Task FY 2025-26

CD

Notes

fairs, educational programs, job
sharing and shadowing,
knowledge capture (e.g., SOPs)
and partnerships with school
districts and community
colleges
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GOAL #6: ADMINISTRATIVE EFFECTIVENESS

Provide efficient and effective administrative systems and procedures

in accordance with best management practices.
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FY 2025-26 Strategic Plan Detailed Work Plan

GOAL #6 Administrative Effectiveness (AE)

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

Objective Task FY 2025-26 CD Notes

AE1: Maintain a ready state of 1 Conduct an Annual Emergency Operations Center (EOC) drill or table top June

Emergency preparedness, exercise, alternating annually. 2026

response, and recovery,

capable of effectively

responding to emergencies as

they arise (Source: America's

Water Infrastructure Act of

2018)

AE2: Conduct master planning 1 Update the Strategic Plan Work Plan. June

of major infrastructure 2026

operational activities to 2 Update the Information Systems Master Plan. June

promote innovation, ensure 2026

sustainability, and reliably and 3 | Complete renewable energy strategy. Mar

effectively plan and allocate 2026

Authority resources 4 | Update the Water Distribution System Master Plan. June
2026

AE3: Maintain the Authority's 1 Implement phase 2 of the Authority-wide Electronic Document June

extensive Information Systems Management System (EDMS). 2026

infrastructure and implement

technological solutions for

Authority staff to efficiently

and effectively conduct

operations

AE4: Form strategic partnerships 1 Submit application to Bureau of Reclamation for funding of South Bay June

with other water and municipal Desal feasibility study (Pending NOFO). 2026

agencies and community-based 2 Continue to work with the San Diego County Water Authority on the June

organization to collaborate and development of the new rate structure; attend meetings scheduled by 2026

address various water issues
throughout the region

SDCWA.
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GOAL #7: ENVIRONMENTAL STEWARDSHIP

Provide core services while maintaining a balanced approach to

human and environmental needs.

35



FY 2025-26 Strategic Plan Detailed Work Plan

GOAL #7 Environmental Stewardship (ES)

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

Objective Task FY 2025-26 CD Notes
ES1: Increase conserved water 1 Identify external funding for a flow monitoring and leak detection rebate | June
supplies through water incentive program. 2026
efficiency education and 2 Implement State mandated water use efficiency regulations. June
assistance programs and 2026
outreach efforts, new
technology, strategic
partnerships with public and
private agencies, and
developing effective rate
setting strategies (Source:
State Water Resources Control
Board Regulations)
ES2: Develop strategies to 1 Complete draft of the Renewable Energy Plan that addresses multiple June
achieve carbon neutrality scenarios to achieve carbon neutrality identifying cost-effective energy 2026
efficiency and renewable energy opportunities, assessing associated
regulatory and funding considerations, and providing recommendations to
enhance system reliability and operational sustainability.
ES3: Continue to implement 1 Complete Habitat Management Program Plan Update. June
the Sweetwater Authority 2026
Habitat and Mitigation 2 Complete initial land survey work for the Sweetwater Reservoir Fishing June
Preserves, including the Program Conservation Easement, including developing legal descriptions 2026
Sweetwater Reservoir Habitat and obtaining preliminary title reports, and complete Administrative Draft
Management Plan (HMP) area, Biological Resources Management Plan document.
the Skelton Habitat Mitigation 3 | Apply and implement habitat mitigation for the Central-Wheeler Tank June
Area (HMA), and Sweetwater Project. 2026
Reservoir Vernal Pool and Otay 4 | Complete commercial mitigation feasibility study and seek input from Dec
Tarplant Habitat Conservation governing board for implementation. 2025

Area (HCA). Implement
adaptive management
recommendations for their
continued stewardship,
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FY 2025-26 Strategic Plan Detailed Work Plan

GOAL #7 Environmental Stewardship (ES)

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

Objective

Task

FY 2025-26

CD

Notes

improvement, and compliance,
as well as identify
opportunities for current and
future mitigation in support of
Authority projects and
operations

ES4: Increase knowledge of
groundwater basin to ensure
sustainable management of
groundwater resources and
comply with potential future
legal requirements for the
Coastal Plain of San Diego
Groundwater Basin, pertaining
to the Sustainable
Groundwater Management Act

Complete additional groundwater studies by the U.S. Geological Survey,
only if necessary based on findings from current studies, to further
understand the San Diego Formation and support development of a
potential Groundwater Sustainability Plan.

June
2026

ES5: Explore acquisition of
property within the Sweetwater
River Watershed when properties
become available for sale for the
protection of the watershed and
water quality

Complete a report to Management describing potential properties to be
acquired within the Sweetwater River Watershed that would protect
watershed and water quality.

June
2026
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