AWA PL — Adm 002

Amador Water Agency

Strategic Plan Policy

Reviewed and Adopted:
01-25-2025

Statement of Purpose

The Amador Water Agency Board of Directors and staff are committed to the long term
development of the Agency and its ability to serve its customers now and into the future. To this
end, the Board developed and routinely reviews the Strategic Plan that aligns the Agency’s
activities to its Mission Statement. The Strategic Plan is the Agency’s vision and philosophy.
The plan takes the vision expressed as a mission statement and with values and translates it into
goals that will guide the formulation of achievable objectives. The Strategic Plan focuses the
resources of the Agency in a manner that strives to achieve the vision and, increase value to the
customers. The Strategic Plan is shown in Appendix #B
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STRATEGIC PLAN 2024-2029
2024 Update

Mission Statement

To enhance the quality of life in Amador County by providing safe, reliable water,
wastewater, conservation and reclamation services.

Vision Statements

It is the year 2029.

The Agency is completing the highest priority water and wastewater projects in its master plan
studies. Improvements have been made to the Tanner and lone Water Treatment Plants to
improve capacity to be able to meet existing and immediately foreseeable peak demands.
Water service, while carefully managed, can support planned growth, and is fully compliant with
water quality, conservation, and leak-loss regulatory requirements and is making progress
toward meeting system reliability requirements. The Agency has achieved the Financial Vision
it adopted in 2021.

Work is proceeding on further improvements to treatment facilities to serve the Amador Water
System and on improved fire flow capacity upcountry. While many infrastructure challenges
remain, staff and directors believe we understand the facts and have sound plans and prioritized
tasks. The Agency’s capital improvements program, rehabilitation and replacement program,
and financial and safety programs are guided by a risk management approach that prioritizes
actions based on the severity and likelihood of risks. The Board remains committed to
addressing aging infrastructure and providing safe and reliable water and wastewater service.
The Agency has prepared plans for contingencies within each of its water systems including
drought, fire, and earthquake. Systems can be run electronically or manually, and the Agency is
cyber-secure.

AWA has obtained significant federal and state grants and low-interest loans. It has done well
in water use efficiency and has executed water transfers to produce substantial non-rate
revenue. The Agency is A rated and has borrowed capital funds on competitive terms. Debt
service is manageable and does not prevent ongoing investment in asset management,
preventive maintenance, and staff development and retention. AWA and its employees recently
agreed upon a new 3-year MOU, and employees like their jobs and feel fairly compensated. In
2026, the Board approved a five-year plan of water and wastewater rate adjustments that are
moderate and well supported by facts. There were fewer than 5% protests.

AWA works collaboratively with other agencies in the county on infrastructure, disaster
preparedness, public health protection, and efficient provision of services. Amador citizens
understand AWA'’s role and believe the Agency is cost-effective and trustworthy. AWA is
respected within the region as well run and credible, and is a valued partner with the County
and cities and in UMRWA, MCWRA, ACWA, and other agencies, groups, and advocacy
coalitions.



It is the year 2044.

Amador County is healthy and vibrant. Economic development has been wisely managed by
the County and cities, and AWA has been able to provide reliable, affordable, and safe water
and wastewater services to serve planned growth.

Across the county, water systems are drought resilient and are prepared for the exigencies of
fire or earthquake. AWA is the lead partner in a county-wide water recycling program. Where
feasible, water systems are interconnected or have multiple water sources. The average age of
AWA'’s water and wastewater infrastructure is approximately half of its useful life, and its
condition is well documented.

AWA optimizes the beneficial use of its water rights across the county, and conserved water is
used as a resource to produce non-rate revenue. The Agency regularly secures its fair share of
federal and state grants. The Agency is AA rated.

PG&E’s FERC license renewal, AWA'’s water use efficiency, and effective drought planning
have protected the Agency’s water supply from climate change impacts.

Staff morale is high and turnover is low. Most employees are in career-track positions that allow
development and advancement. The public trusts the Agency to do its job and to spread its
costs equitably. AWA is viewed throughout the state as well run and as a model medium sized
agency.



SWOT EVALUATION

Strengths, Weaknesses, Opportunities, Threats

Strengths
Board of Directors

Functional management team
Excellent work force and good morale
Improving financial health

Weaknesses

Financial constraints due to small rate base, disadvantaged communities,
and large systems scale

Small work force limits coverage of systems

Small work force makes succession planning a challenge

Geography, size, and other factors affecting competition in procuring services

Old and inherited infrastructure

Reliance on single major source of supply

Reliance on agreements with PG&E for major supply

Legislative leverage

Complicated administrative history

Opportunities
Federal and State grant opportunities

State safe and affordable drinking water and consolidation programs
Market for transfer of conserved water

Regional collaboration on infrastructure, outreach, etc.

Improved efficiency of services through consolidations

Threats
Accelerating infrastructure failure and risk to safe, reliable water and wastewater service
Restraints on establishing new service
Economic inflation or recession
Rates affordability
Drought, climate change, and State water use restrictions
Mega-wildfire damage to infrastructure and water quality
GreenGen Water Battery Project use of AWA stored water
PG&E Project 137 Relicensing
Rising cost of electricity
New storage or water rights exercised by others
State requirements for electrification (fleet, treatment, pumping, grid, etc.)
Cost of increasingly stringent water quality regulations
Retention of staff
New legal restrictions on rate-setting



ACCOUNTABILITY:

COLLABORATION:

ENCOURAGEMENT:

ETHICS:

HEALTH AND SAFETY:

PROFESSIONALISM:

RESOURCES:

RESPECT:

INNOVATION:

TRANSPARENCY:

TRUST:

VALUES

Commit to assigned tasks, perform duties and comply with standards
required to fulfill or further Agency goals

Emphasize internal and external collaboration in attaining objectives
and resolving issues.

Respect and encourage differences of opinion.

Practice the highest ethical standards and maintain integrity
throughout the organization.

Ensure public and employee health and safety including conducting
operations in strict accordance with all statutory and regulatory
requirements.

Achieve high levels of staff professionalism through career
development, including training opportunities, and retention of skilled
staff with competitive compensation.

Protect sustainable resources.

Respect customers and employees while conducting Agency
business.

Provide productive techniques and innovations in product technology
and equipment that offer workplace improvement measured in safety
and efficiency.

Transparent governance through open communication.

Conviction to truthful, reliable communication and actions which are
the foundation to a positive working environment.



PLANNING CYCLE

Strategic Plan
Goals &
Objectives
Review of
Prior Year

February

Annual Review

& Update of Project Planning
Strategic Pl
rategic Flan Mar- April

Business Plan
Sept- Oct

Five Year
Annual Budget Financial Plans

June 30 Update as
Needed

Rates / Capacity
Fees

Update as
Needed 3-5yrs

Customer
Service

Leadership Fiscally
Responsible

STRATEGIC
PLAN

Infrastructure Employees




Acronyms
ACGMA

ACWA
AWWA
CALPERS
CAMRA
CAWP
CIP
CMMS
CGA
CSDA
ERC
FERC
HOA
JPIA
JVID

MAC-IRWM

MCWRA
MOU
NGO
Oo&M
PPE
UMRWA

Amador County Groundwater Management Authority
Association of California Water Agencies
American Water Works Association

California Public Employees’ Retirement System
Calaveras Amador Mokelumne River Authority
Central Amador Water Project

Capital Improvements Program

Computerized Maintenance Management System
Cosumnes Groundwater Authority

California Special Districts Association

Ecological Resources Committee

Federal Energy Regulatory Commission
Homeowners Association

Joint Powers Insurance Authority

Jackson Valley Irrigation District

Mokelumne/Amador/Calaveras Integrated Regional Watershed
Management

Mountain Counties Water Resources Association
Memorandum of Understanding
Non-Governmental Organization

Operations and Maintenance

Personal Protective Equipment

Upper Mokelumne River Watershed Authority



Goal:

STRATEGIC PLAN COMPONENTS

Goals are the important outcomes we want to achieve
Strategies are the direction or course we want to take to reach those goals

Objectives reflect what we need to accomplish in the near term

CUSTOMER SERVICE

To provide high level services that exceed expectations

Strategies:
e Customer Service Satisfaction
¢ Information Technologies

e Standardization

Respond to our customers’ needs with efficiency and expediency

Acknowledge request for information within 48 hours
o Prompt notification if additional time is necessary to fully respond to request
Conduct customer service surveys
Customer relations refresher every two years for all employees
Review and provide recommendation regarding potential improvements for online billing
and payment services
Strive to obtain email addresses for all customers to enhance communications
o Provide report to the Board at annual strategic plan review
Expeditious notification to customers on improvement activities
Prompt customer notification of emergencies

Improve service to wholesale customers by clarifying responsibilities and providing
information for planning

Standardization of all processes accomplished through creation of reference manuals and
standard procedures

Document management
Utility billing
Collections



FISCALLY RESPONSIBLE

Goal:

To provide a high level of service by managing public funds to assure financial stability
and prudent rate management while demonstrating responsible stewardship of public
assets

Strategies:
e 5.Yr Financial Plans

Forecasting Revenues and Expenses

Manage Reserve Accounts

Reporting-Governmental Compliance

Use of Grant Funding

Review & Recommendation of Capacity Fees, Rates and Debt
Innovative Use of Agency Resources to Generate Non-rate Revenue
Long-Range Financial Plan to understand debt capacity

¢ Implement 2021 Financial Plan and Financial Vision to become financially healthy and
creditworthy

e Balance further rate adjustments to achieve financial health and affordability, and
emphasize the importance of a cost-of-service study

e Incorporate goals and objectives of Strategic Plan in the next financial plan update and
rate study

o Strive to fund operating and capital reserves fund within by FY2026-27

Frequent and understandable reports of financial activity in public meetings and on the

website

Maximize grant funding opportunities and report out to the Board and Public

Annual review of purchasing policy and procedures to ensure fiscal responsibility

Review and update capacity fees (3-5 years)

Ensure timely completion/ reporting of regulatory required/ governmental reports

Prepare annual budget consistent with adopted financial plan

Evaluate for cost savings and efficiencies through the budget process

Inventory and asset management to meet the Agency’s needs while being fiscally

responsible

e Pursue opportunities to transfer conserved water in the statewide market to generate
revenue to support capital investments

e Collaborate with other agencies or organizations to advocate for legislation that provides
rate relief to low-income customers.



EMPLOYEES

Goal: To employ and develop a high quality, motivated workforce

Strategies:

Safety Program-Safe Work Environment

Employee Development, Education and Training

Succession Planning

Team Building

Open Communication

Recognition/ Appreciation

Compensation and Benefits

Encourage Employee flexibility as a resource for mutual benefit of the
Agency and Employee

¢ Provide and maintain a safe work environment

Safety Regulations Compliance and Training

Updating Safety Information Annually

Weekly Safety Meetings with Staff

Annual review and update of emergency response plans
Implement Safety Committee Recommendations
Provide appropriate PPE and safe staffing level

Make facilities safe

Encourage all employees to be safety leaders

o Staffing Levels to ensure all strategic plan objectives are met

To maintain excellent customer service

To comply with regulatory requirements
To ensure continuity of service

Succession Planning

Jobs defined within series to provide opportunities for development and promotion
Employ and retain high quality staff by offering competitive compensation and
benefits

Cross train for reliability and continuity to meet essential duties and
responsibilities

Incorporate all reasonable avenues for staff training and development

o Staff Appreciation

Public Recognition

Certificates of Appreciation

Annual Employee Appreciation event
Agency Family Event

e Promote Open Communications

Quarterly All Employee Meetings

Cross department collaboration

Unified team approach

Employee Input

Active listening and trust

Annual staff feedback on open communications objectives
Weekly department meetings



INFRASTRUCTURE

Goal:

To provide safe, reliable, resilient, cost-effective, and environmentally sensitive
infrastructure to sustainably serve the current and future needs of the residents of
Amador County

Strategies:
Storage

Capacity

Master Planning of existing and future infrastructure
Prioritize CIP according to master plan studies
Eliminate canal losses

Water Reuse

Operations and Maintenance

Reliable and Resilient Facilities

Coordination for Fire Protection

Regulatory Compliance

Design Standards

STORAGE
e Focus efforts to consolidate, remediate, existing tanks.
e Create storage capacity and redundancy

CAPACITY
e Document system capacity available for retail and wholesale water service and for
wastewater service
¢ Investin treatment capacity improvements to the extent fiscally feasible
¢ Invest in water use efficiency to reduce system demands

WATER SUPPLY

¢ Analyze the potential effects of climate change and develop mitigation strategies

e Preserve, protect, and maintain the Agency’s Water Rights to meet current and future
needs

e Complete CAWP water right application 5647x03

e Consider water supply and related water right projects identified in MokeWISE, MAC-
IRWM, and newly identified future feasible projects consistent with water needs planning

e Participate actively in PG&E FERC P-137 relicensing process and planning processes
for other Upper Mokelumne River project proposals

MASTER PLAN — REPLACEMENTS AND IMPROVEMENTS

o Update Water and Wastewater Master Plans every ten years

¢ Evaluate opportunities for regional solar projects and charging stations

e Evaluate conservation projects including open canal improvements

o Complete 5-year Capital Improvement Plan based on the Water and Wastewater Master
Plan Studies for annual adoption

¢ Implement AWA actions in the 2020 Amador County Local Hazard Mitigation Plan
Update consistent with 2020 Water Master Plan Study and 5-Year CIP




WATER- REUSE
¢ Evaluate Recycle/ Reuse Opportunities in regional collaboration to more efficiently use
water

OPERATIONS AND MAINTENANCE

e Use Asset Management Program to prioritize infrastructure needing replacement and
improvement
Track and report Preventive Maintenance execution
Emphasize safety training and Safety Committee participation
Improve coordination with Customer Service to minimize driving time to tasks
Modernize information systems and record generation and fully utilize CMMS
Consider transition to Advanced Metering Infrastructure
Improve coordination between project design, O&M, and Standards
Include risk management principles in planning, design, and O&M

RELIABLE AND RESILIENT FACILITIES

¢ Optimize staffing and schedules for improved coverage
o Make critical systems reliable and resilient to potential impacts

COORDINATION FOR FIRE PROTECTION

e Continue collaborative work efforts with County fire agencies to prioritize hydrant
replacements, upgrades, and system improvements

¢ Continue to work with County fire agencies to implement fire flow testing with integration
of 10-Year Fire Protection Action Plan (2018) into Preventive Maintenance Program.

e Pursue partnerships and grants for actions reducing fire risk to AWA facilities.

e Encourage volunteer services from organizations (Boy Scouts, Fire Safe Council, HOA’s
etc.) to help promote fire protection

REGULATORY COMPLIANCE

¢ Maintain regulatory compliance for drinking water, wastewater, waters of the State, and
required reporting at all times

o Move as quickly as practicable toward compliance with water treatment plant capacity
requirements, removal of wastewater cease and desist orders, and meeting new
standards for water use efficiency.

¢ Actively incorporate long-term cost-effective solutions to regulatory compliance issues
when possible (building new facilities, retrofits, etc.)

o Actively participate in presentations regarding new proposed regulations and
communicate with appropriate Agency staff

e Ensure compliance with State order regarding delivery of untreated water to customers

INFORMATION TECHNOLOGY
e Use separation, contractor firewall and cloud storage strategies against cyber risks.
e Improve the use of technology in the field to improve efficiencies and safety for staff
e Train for and utilize valuable features of software we currently have within CMMS,
Laserfiche, etc.




LEADERSHIP

Goal:

To demonstrate leadership through a wide range of relationships and activities to
strengthen the Agency's ability to serve its customers.

Strategies:

Open Communication and Outreach

Watershed Protection

Water Use Efficiency

Legislation

Public Awareness & Participation

Local, Regional and State Organization Participation
Environmental and Watershed Stewardship

Fiscally Responsible

Expand communication and outreach activities:

Publish semi-annual newsletters

Outreach & Legislation Committee to review key messages on relevant Agency activities
to be used in public communications.

Continue to enhance the Agency website and use of social media

Utilize template outreach materials produced by ACWA, AWWA, and others
Schedule outreach meetings as needed for all associated Agency committees
Encourage involvement in community organizations and activities that promote a
positive Water Agency image.

County-wide peer support through cooperative agreements, contract services, and
communication.

Develop communications policy and communications plan to ensure communities are
made aware of projects and activities that may directly affect them, particularly for
disadvantaged communities.

Advocate watershed protection and water use efficiency:

Participate in the Mokelumne River ERC meetings.

Advocate and support water use efficiency.

Encourage and submit projects as part of the MAC IRWM plan that protect water quality
and supply while protecting or improving the watershed through environmental
stewardship.

Support healthy forest management to resist wildfire and enhance water quality and
supply

Encourage the Upper Mokelumne River Watershed Authority (UMRWA) to continue and
expand activities that protect or improve the watershed while meeting the goals and
objectives of UMRWA.

Actively participate in professional organizations and legislative activities:

Participate in ACWA, MCWRA, CSDA, CAMRA, UMWRA, CALPERS,

ACWA- JPIA or other organizations to actively engage in topics that are relevant to
Water Agency business including but not limited to legislation, new technologies,
emerging trends and regulations, finance, personnel, and customer relations.



o Utilize the services of lobbyists as needed to assist the Water Agency to pursue,
support, amend, or oppose legislation relative to Water Agency business and maintain
relationships with legislators and their staffs.

o Participate in legislator education programs, and other activities that promote the Water
Agency and its mission.

Collaboration:

o Participate in CIP coordination among agencies in the county.

e Share information about grant opportunities and support others’ grant
applications wherever appropriate.

e Collaborate with the Housing Work Group and in other planning processes to
improve growth projections, infrastructure planning, and coordinated pursuit of
grant funding.

e Share information about legislative and administrative advocacy that is of
common interest.

e Work with customers, NGOs, granting organizations, and other agencies to
improve water use efficiency.
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