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INTRODUCTION

Planning is strategic when it helps move an organization forward from its current situation to
its desired future while anticipating new challenges and conditions.

This draft document contains Board priorities, goals, objectives as well as some initial implementation
ideas from the Strategic Planning process to-date.

The mission update, and development of vision and values statements along with introductory material
will be added in the next step in the Strategic Planning Process which will complete the first draft of the
Strategic Plan.

PRIORITIES

The participants were asked to identify, and then vote on, the most important issues that the
Authority must resolve in the coming years. The results of that vote are shown below as well
as a summary of the responses by category. Priorities are important since in practice it is not
possible to accomplish everything at once and there are limits on time, money, and personnel.

29 votes Increase Water Supply. Maximize water supply from all available resources by prioritizing
proactive and strong action on critical water supply and delivery issues through
engagement in regulatory, legislative, and administrative forums.

21 votes Improve Governance. Update board policies, practices, and procedures to maximize
board engagement, oversight and ensure that policy direction is clear and based on
informed deliberation of the full board.

16 votes Engaging Public Affairs. Key stakeholders need to know who the authority is, understand
its positions, and know how to engage with the organization. Similarly, the authority
needs to understand its stakeholders, their needs, and how to engage them.

14 votes Effective Operations. Deliver water cost efficiently (12); Utilize expertise from
management of the DMC to optimize its operations and maximize water supply (1); and
use technology to lower costs and/or improve quality of operations (1).

13 votes Increase Scientific and Technical Credibility and Influence. Support and coordinate
scientific studies and communicate them in a way to ensure credibility of the results.

2 votes Clearly Communicate Finances. Board and staff collaborate on financial reporting to
ensure the Board understands and is in control of the Authority finances.

2 votes Rebuild Management Team. Executive Director provides leadership inside and outside
the Authority, assists the board, manages staff and ensures implementation of priorities.
Staff is motivated, trained and has skills and experience to accomplish the Board’s goals
and priorities. Authority utilizes the most cost-effective balance of consultants and staff.
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STRATEGIC PLAN: Strategic Goals and Objectives

The goals and objectives are presented on the following pages and represent the core
strategic direction developed in the Strategic Planning process.

STRATEGIC CHALLENGE: Each of the goals includes a brief summary of the strategic challenge or
challenges facing the authority in that goal area. This provides a brief explanation for why it is important
to resolve.

TIMING: Goals and objectives marked ‘annually’ or ‘ongoing’ will be reported on at least once each year
in February or March when the Executive Director provides a report on the progress of the Strategic
Plan along with the Authority’s budget. Where a specific date is given, it is just a suggestion. All dates
will be finalized during development of the implementation plan.

IMPLEMENTATION: The principle aim of the current stage of the Strategic Planning process is to agree to
the goals and objectives. Where initiatives have been discussed to implement the goals and objectives,
they are noted. A complete set of initiatives to implement the goals and objectives will be developed by
staff after the Board approves the goals, objectives and priorities.

NOTES: The notes are composed of comments gathered during the workshop process that provide
additional ideas and considerations to assist in the development of the objectives and implementation
plan. There may or may not be consensus on the notes. These notes are temporary and will be
eliminated at the next stage of the process.

FOCUS OF THE PLAN IS KEY AREAS OF CHANGE. This strategic plan focuses only on key areas where
there is change or a desire for additional clarity of direction.
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GOALS AND OBIJECTIVES SUMMARY:

Below are the goals and objectives only, stripped of the strategic challenge, any notes and
initial implementation ideas.

Goal Area 1. Maximize the Water Supply

1.1 Maximize water supplies from all available resources. (Timing: 20XX)
1.2 Actively engage in regulatory, legislative and administrative forums to improve outcomes.

(Timing: 20XX)

Goal Area 2. Improve Governance and Policy Direction

2.1 Provide consistent and clear policy direction. (Timing: 20XX)

2.2 Policy direction is based on informed deliberation of the full Board. (Timing: 20XX)

Goal Area 3. Staff Resources Are in Place to Implement Board Goals and Priorities.

3.1 Executive Director provides leadership inside and outside the Authority, assists the Board,
manages staff, and implements priorities. (Timing: 2019 and ongoing)

3.2 Staff has skills, experience and people to accomplish the Boards goals and priorities.
(Timing: 200X)

3.3 Staff is motivated, trained and working together effectively to meet the goals and priorities
of the Authority. (Timing: 2019 and ongoing)

Goal Area 4. Effective Operations

4.1 Deliver water cost-efficiently. (Timing: 2020)

4.2 Utilize expertise from management of the DMC to optimize operations and maximize
water supply. (Timing: 20XX)

4.3 Plan and implement capital improvements with the longest reasonable planning horizon.
(Timing: 2020)

4.4 Maintenance and operations activities are planned and proactively implemented for the
lowest cost and least disruption. (Timing: 2021)

4.5 Ensure the optimum mix of office and field operations space and placement of staff.
(Timing: 20XX)

4.6 Technology is used to lower costs and/or improve quality of operations. (Timing: 2020)

4.7 Operations Employees are fully trained and growing in skill and experience. (Timing:
2020)

4.8 Communicate effectively with member agencies and USBR on O&M issues and activities.

(Timing: 20XX)
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Goal Area 5. Increase Scientific and Technical Credibility and Influence.

5.1
5.2

53

5.4

Policy positions are based on sound science where appropriate. (Timing: 2019 and ongoing)

The Authority employs, retains or collaborates with appropriate staff, partner agencies and
contractors with the right skills and experience to effectively engage and influence in the
needed regulatory, legislative and planning forums. (Timing: 2019)

Maximize the effectiveness and cost-effectiveness of the Authority’s science program by
collaborating with science programs of members and others. (Timing: 2020 and ongoing)

Support and coordinate scientific studies and communicate about them in a way to ensure
credibility of the results. (Timing: 2020 and ongoing)

Goal Area 6. Effective Communication and Engagement with Stakeholders

6.1

6.2

6.3

6.4

Important stakeholders know the Authority, understand its positions and know how to
engage with the organization. (Timing: 20XX)

The Authority understands its key stakeholders and knows how to engage with them
effectively. (Timing: 20XX)

Support collaborative programs to educate the broader public in California about key issues
important to the Authority. (Timing: 20XX)

Ensure member agencies and home boards are kept up to date and supportive of the
organization’s direction. (Timing 2019)

Goal Area 7. Finances Are Well Understood and Supported by the Board

7.1

7.2
7.3

7.4

7.5

Resolve the cost allocation issue as it relates to the Activities Agreement budget. (Timing:
2019 and ongoing)

Maintain and demonstrate effective cost control. (Timing: 2019 and ongoing)
Board understands Authority finances. (Timing: 2019 and ongoing)
Board is in control of the Authority finances. (Timing: 2019 and ongoing)

Financial planning and reporting extend to the longest practical and beneficial time-
horizon. (Timing: 2022)
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GOALS AND OBIJECTIVES WITH DETAILS:
Goal Area 1. Maximize the Water Supply

Strategic Challenge Facing the Authority. Since the 1990s, water supply reliability has been
systematically decreasing due to tighter regulations and legislation, competition for limited water
supplies, and drought. Continued decreases in water supply reliability and availability are forecast unless
changes are made.

The objectives in bold type below must be carried out to achieve the goal above.

1.1 Maximize water supplies from all available resources. (Timing: 20XX)
NOTES:

e Determine and meet affordability goals for water supply planning.
e Include both CVP and non CVP water.

e Incorporate storage as appropriate.

e Do not limit to CVP supplies.

e Establish and meet levels of reliability.

e Defend existing supplies and restore lost supplies.

e Increase engagement from SLDMWA members in BOR activities.

IMPLEMENTATION: See 1.2a and b below.

1.2 Actively engage in regulatory, legislative and administrative forums to improve
outcomes. (Timing: 20XX)
NOTES. The purpose is to improve legal and regulatory outcomes to better meet

Authority needs rather than react to or seek to undo outcomes after the fact. Areas to
engage include, for example: ROC on LTO, Sacramento River Temperature Plan

1.2a IMPLEMENTATION: Develop a long-term water supply master plan. (Timing: 2021)

NOTES: Include all appropriate considerations, including how much water is needed, the
level of reliability desired, how it will be obtained, stored, delivered, and financed.

1.2b Develop, approve and implement a comprehensive Water Strategy. (Timing: 2019)
NOTES: The strategy should consider the following elements:

e Be fully understood and supported by the membership

e Influence regulations and legislation while under development first, and after the
fact if necessary.

e Develop a positive program of what can be done to meet Authority water needs
along with diverse environmental, urban and agricultural water needs, rather
than being principally in opposition to others’ needs.

e Engage productively and positively in state and federal water policy making to
achieve mutual benefits for Authority members and other stakeholders in the
State.

e Engage with the Bureau, other water suppliers, and with urban and
environmental interests as appropriate to mutually advance Authority interests.

e Undertake proactive actions to protect and improve fisheries and other
environmental needs, such as barging fish, installing fish screens, etc.

e Evaluate legal strategy and update. Minimize use of litigation except when
necessary.
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Goal Area 2. Improve Governance and Policy Direction

Strategic Challenge Facing the Authority. The Authority was initially governed using relatively informal
policies and relationship-oriented communication. As the complexity of issues faced by the Authority
increased over time, and the original members and leaders changed, these relatively informal
governance and communication methods no longer worked as effectively. Partly as a result of these
factors, Board engagement and deliberation diminished over time. Governance and communication
policies and processes need to be updated to meet current needs and challenges and ensure decisive
and effective governance.

The objectives in bold type below must be carried out to achieve the goal above.

2.1 Provide consistent and clear policy direction. (Timing: 20XX)
IMPLEMENTATION: 2.2a below.

2.2 Policy direction is based on informed deliberation of the full Board. (Timing: 200X)
NOTES: More effectively utilize committees.

e Have more board members engaged and attending Board meetings consistently
along with improving clear recommendations from committees.

e What level of information does board want from staff?

e How can we be the most effective board possible?

2.2a IMPLEMENTATION: Review and update board policies, practices and procedures. (Timing:
2019 and ongoing at set dates.)

NOTES: The purpose is to maximize the Board’s ability to understand the issues facing the
Authority, focus on important issues, engage in robust deliberation, and provide clear
policy direction. Some ideas for consideration are below:

Elections and Appointments
e Elect officers and appoint committees publicly.
Committees

e Consider establishing an Executive Committee of the Board to be an intermediary
between staff and board, and prepare and present clear proposals to the full
Board.

e Rotate chairs of committees.

e Reconsider makeup of committees. For example, HR is under finance and so is
drainage.

e Consider adding a science committee

e Evaluate committees for how well they maximize deliberation and improve
decision-making.

e Consider reshaping committee membership to ensure balance. For example,
include representation from senior water right, municipal, refuges, and junior
water right. No one entity should be represented on every Committee.

Other governance issues and ideas

e Revise agendas and packets.

e Agendas and packets reflect action items that relate to the Strategic Plan.

e Consider how to efficiently and effectively vet issues with the Board before taking
action.

53_SLDWA.Goals.Objectives.Priorities.Only_19.1.7 DRAFT FOR REVIEW



e More workshops would be beneficial.

e Many Board members would benefit from a clear and concise staff report: with a
subject and recommendation and any details separated in attachment.

e Increase time focused on policy direction and less on routine items.

e Consider performance metrics to evaluate effectiveness of the Board.

e Consider ways for the Board to self-evaluate and police on its own effectiveness
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Goal Area 3. Staff Resources Are in Place to Implement Board Goals
and Priorities.

Strategic Challenge Facing the Authority. The Authority staff are considered to be dedicated and
effective professionals, but the management team has been thinned out by retirements, leaving for
other jobs, and decisions by the Authority to not rehire for vacant positions while the Board develops
long-term plans. In addition, a number of remaining senior leaders are nearing retirement, making
succession planning critical.

The objectives in bold type below must be carried out to achieve the goal above.

3.1

3.2

3.2a

3.2b

3.2c

33

Executive Director provides leadership inside and outside the Authority, assists the Board,
manages staff, and implements priorities. (Timing: 2019 and ongoing)

Staff has skills, experience and people to accomplish the Boards goals and priorities.
(Timing: 200X)
IMPLEMENTATION. Review and where needed revise the existing organizational structure
(ED: Timing: 2020)
NOTES:

e Consider what is the most cost-effective balance of consultants and staff.

e Consider size of contracts and retainers. Consider hiring more, smaller contracts,
etc.

IMPLEMENTATION: Select and retain the people needed to fill the updated organizational
structure. (Timing: 20XX)

NOTES: Consider: Executive Director, Policy Director, Science Manager, and Public Affairs
Director.

IMPLEMENTATION: Develop and maintain a succession plan for the Management Team and
key staff. (Timing: 2020 and ongoing)

Staff is motivated, trained and working together effectively to meet the goals and
priorities of the Authority. (Timing: 2019 and ongoing)

NOTES: It is important for the Executive Director to ensure that the staff understands the
Board’s directions and priorities and to ensure that the staff is well managed, motivated and
working effectively in each of the office locations.
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Goal Area 4. Effective Operations

Strategic Challenge Facing the Authority. Operations staff is well organized and efficient. Facilities have
been operating reliably. Repairs and replacements are well planned. However, operations may be
understaffed to keep up with planned maintenance. Costly upgrades and repairs are needed in the
coming years and it is imperative that they be accomplished timely and cost effectively. Operating out of
three offices leads to some management and communications challenges.

The objectives in bold type below must be carried out to achieve the goal above.

4.1
4.1a

4.2

4.3

4.3a

4.4

4.4a

4.5

Deliver water cost-efficiently. (Timing: 2020)

IMPLEMENTATION: Evaluate and identify opportunities to improve cost-effectiveness of
facilities and operations.
NOTES:

e Adopt proactive approach to Capital Improvement Program.

e Consider cost saving technology like automated meter reading.

e Identify technology solutions to develop transparent data collection and real
time tracking and reporting of what water is moving and when. The water
tracking and reporting system should be well coordinated with users, agencies,
and the Bureau. Currently, there is a delay of two weeks to a month to get this
information.

Utilize expertise from management of the DMC to optimize its operations and
maximize water supply. (Timing: 20XX)

Plan and implement capital improvements a with the longest reasonable planning
horizon. (Timing: 2020)
NOTES:
e The intended result is to decrease long-term facility costs, and avoid cost
surprises to members.
IMPLEMENTATION: Plan and implement capital improvements on a longer-term planning
horizon. (Timing: 2021 and ongoing).
NOTES:
e Consider incorporating review and buy-in on 10-year and 25-year capital
improvement plans through Committee and Board of Directors.

Maintenance and operations activities are planned and proactively implemented for
the lowest cost and least disruption. (Timing: 2021)

IMPLEMENTATION: Develop and memorialize policies and procedures for 0&M right-of-
way activities with the member agencies. (Timing: 200X and ongoing).

Ensure the optimum mix of office and field operations space and placement of staff.
(Timing: 20XX)
NOTES:

e Current office space fully utilized. Expansion or new space may be needed.
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e Consider using Tracy as the staff headquarters and Los Banos as center of Board

activities.
4.6 Technology is used to lower costs and/or improve quality of operations. (Timing: 2020)
4.7 Operations Employees are fully trained and growing in skill and experience. (Timing:
2020)
4.7a IMPLEMENTATION: Increase employee training for effectiveness and employee

development. (Timing: 2020)

NOTES: Expand training programs with focus on young technical and engineering
professionals.

4.8 Communicate effectively with member agencies and USBR on O&M issues and
activities. (Timing: 20XX)
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Goal Area 5. Increase Scientific and Technical Credibility and
Influence.

Strategic Challenge Facing the Authority. The current lack of science expertise diminishes the ability of
the Authority to evaluate impacts of various regulatory and legislative issues, and to communicate those
to the Board for the purpose of developing clear policy direction on issues. Without a technical expert in
regulatory and legislative forums, the Authority is at a disadvantage in terms of communicating its
interests and in influencing others.

The objectives in bold type below must be carried out to achieve the goal above.

5.1

5.1a
5.1b

5.2

5.3

5.4

Policy positions are based on sound science where appropriate. (Timing: 2019 and
ongoing)

IMPLEMENTATION: Establish a science program. (Timing: 2019)

IMPLEMENTATION: Develop a science and technical plan designed to serve the policy goals
set forth by the Board. (Timing: 2020)

The Authority employs, retains or collaborates with appropriate staff, partner agencies
and contractors with the right skills and experience to effectively engage and influence in
the needed regulatory, legislative and planning forums. (Timing: 2019)

Maximize the effectiveness and cost-effectiveness of the Science Program by collaborating
with science programs of members and others. (Timing: 2020 and ongoing)

Support and coordinate scientific studies and communicate about them in a way to ensure
credibility of the results. (Timing: 2020 and ongoing)

NOTES: For example, collaborate with other agencies and institutions (such as universities,
NGOs, etc.) to increase credibility of the results
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Goal Area 6. Effective Communication and Engagement with
Stakeholders

Strategic Challenge Facing the Authority. The Authority is little known, and little understood by all but a
small group of water insiders. Agriculture—a large part of the Authority membership—does not enjoy a
positive standing in California culture, media and politics. The unusually wide range of interests
represented by the authority (agricultural, small and large urban communities, and environmental
refuges) is a plus that should be capitalized upon.

The objectives in bold type below must be consistently carried out into the future to achieve
the goal above.

6.1 Important stakeholders know the Authority, understand its positions and know how to
engage with the organization. (Timing: 20XX)
NOTE: Key stakeholders includes legislators, growers, regulators, SWRCB, etc. Market
SLDMWA specifically, and cost effectively. (Timing: 2020 and ongoing)

IMPLEMENTATION: See 6.4 a and b below

6.2 The Authority understands its key stakeholders and knows how to engage with them
effectively. (Timing: 20XX)
IMPLEMENTATION: See 6.4 a and b below

6.3 Support collaborative programs to educate the broader public in California about key
issues important to the Authority. (Timing: 20XX)

NOTES: The goal of influencing urban areas is important but beyond the resources of the
Authority. Therefore, any effort to influence urban areas should be through relatively
modest support of collaborative programs.

IMPLEMENTATION: See 6.4 a and b below

6.4 Ensure home boards are kept up to date and supportive of the organization’s direction.
(Timing 2019)

6.4a IMPLEMENTATION: Retain a public affairs director to carry out public affairs and advocacy
work. (Timing: 2019)

6.4b IMPLEMENTATION: Develop a public affairs plan with clear goals, target audiences, budget,
etc. (Timing: 2019)

NOTES: The public affairs program should be designed to serve the overall water supply and
strategy needs of the organization.

Provide coordinated messaging that can be used by members.
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Goal Area 7. Finances That Are Well Understood and Supported by
The Board

Strategic Challenge Facing the Authority. Board member questions about finances and concerns about
rising costs, and whether costs are fairly allocated had become a stumbling block for the Authority,
resulting in the Board not approving new programs and needed hires. Ensuring that the Board
understands Authority finances, believes they are fairly allocated, and is receiving good return on
investment are critical to maintain a strong, fully supported organization.

The objectives in bold type below must be carried out to achieve the goal above.

7.1

7.2

7.3

7.4

7.5

Resolve the cost allocation issue as it relates to the Activities Agreement budget. (Timing:

20XX)

Maintain and demonstrate effective cost control. (Timing: 2019 and ongoing)

Board Understands Authority finances. (Timing: 2019 and ongoing)

NOTE: it is also important that home boards understand both the costs and benefits of
membership in the Authority and accept them.

Board is in control of the Authority finances. (Timing: 2019 and ongoing)
NOTES. The Board has always been technically in control of Authority finances. However,

many Board members are unclear on important details and are seeking more clarity and
more robust deliberation on finance. Issues and areas to consider, include:

e Link budget to goals and objectives.

e Identify expected return on investment of various activities (how to measure
success and return on investment).

e Improved and more comprehensive reporting.

e Authority has 10-year plans on O&M, should have similar on activities.

Financial planning and reporting extend to the longest practical and beneficial time-
horizon. (Timing: 2022)

NOTES: Intended result is to better provide for long-term financial understanding and
stability.
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