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Strategic Planning Steering Committee and employees work together setting priorities for the department.
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Welcome & Introduction

I am pleased to present the City of Oceanside Water
Utilities Department 2011 Strategic Plan. The Plan was
developed through a series of collaborative workshops
and working sessions with Utilities Commissioners, the
entire Department staff as well as interested members
of the public. Each participant was asked to share their
vision for the future of the Department as a whole and
to assess the Department’s greatest strengths,
weaknesses, opportunities and threats. Participants were
also tasked with identifying several top priorities for the
Department for the next few years. The result of these
combined efforts is a Plan which provides organizational
focus, clarifies priorities for action and efficiently and
effectively drives the work we do day-to-day.
Thank you to each and every one of you who made this
project a success – I look forward to working with
everyone as we implement the Plan together!

Cari Dale,
Water Utilities Director
Water Utilities Department
300 North Coast Highway
Oceanside, CA
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Strategic Direction
MISSION
Our experienced personnel are dedicated to managing
the resources with which we have been entrusted;
Providing safe, reliable, and economical utility services
while meeting customer demands; and
Preserving and protecting the environment
for the Oceanside community.

VALUES
RESULTS

Of greatest importance to the Water Utilities Department are:
departmental goals and quality
achieved with fiscal responsibility, and
environmental and social consciousness.

TEAM

We treasure:
our people and their individual contributions.
Their team work and mutual support is enabled by
communication, because all voices matter whether internal or
external.

SKILLS

Critical for performance are:
Training, development and job preparation balanced with
flexibility, innovation and openness to new ideas
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Strategic Direction
VISION 2016
BY 2016...
In the Oceanside community, our work is VALUED
Citizens and their elected representatives value the
Water Utilities Department and understand its role in
health, safety, prosperity, and enjoyment of Oceanside.
To constantly improve this relationship, the Department
engages the community, follows through on commitments,
and innovates improvements — including turning waste
into valuable useful resources.

The Water Utilities Department is RESPECTED
Peer departments, agencies and water professionals
respect the Water Utilities Department because it is open,
helpful and collaborative around common goals.

Our employees are recognized as PROFESSIONALS
Employees have confidence in the Department and are
proud to work in it. They are knowledgeable, responsible,
lead their field, and perform well as a group and in the
community. The Department is an exciting place to work
because it is proactive in pushing performance
improvements and efficiency, optimizing local water
sources, and innovative energy efficiency and generation.
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Organizational Themes
Across all Water Utilities Department activities there are two major themes that will be kept
in the foreground for the foreseeable future:
• Regulatory Relations & Compliance; and
• Productivity, Efficiency & Innovation

Regulatory Relations & Compliance
The Department operates in a highly complex and regulated environment. There are
mandates, some funded and many unfunded, that are placed upon the agency’s operations.
These are intended among other things to ensure safety, water security, reliability, interoperability of systems up and down the hierarchy of water agencies, environmental
protection, timely maintenance of infrastructure, proper rates and billing, and so on.
Complicating matters for the department are four key aspects to the regulatory environment:
1. Seldom are rules relaxed or removed, but frequently new rules are introduced or made
more stringent.
2. Regulations and reporting requirements come from local, state, federal levels and many
different agencies within them.
3. The political nature of the regulatory environment means that new requirements are
frequently set without the attendant funding to implement them.
4. Each year new regulations or changes to existing regulations force changes in
departmental priorities.
Therefore, strategic long-range planning is made very difficult in a constantly evolving
regulatory context.
The question that must be asked every day: “Are we in compliance now and what
regulatory changes are coming down the line?”
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Organizational Themes
Productivity, Efficiency & Innovation
The operating environment for Water Utilities Department has dramatically changed due to
three powerful converging forces:
1. In 2010, the City began experiencing a significant budget shortfall as a result of
the housing market collapse and ensuing Great Recession.
2. Political leadership in Oceanside is driving to reduce the size of city government
down to “essential services” and outsource as many other services as possible.
While the Department provides an essential service, its operations and investments
are subject to the same scrutiny as every other City department and program. The
Department must be able to perform competitively when benchmarked against
other utilities.
3. The cost of water from MWD is rising. If concerns about that agency come to pass,
further price increases and price volatility will result.
It is expected that these trends will continue exerting influence for the foreseeable future. If
the Department does not respond to these forces the implications will likely be: public upset;
leading to indiscriminate cuts to the Department imposed by the City Council; resulting in the
Department having little control over its destiny. This cascade, driven by external forces,
would be wasteful and highly damaging to departmental productivity and morale.
If, on the other hand, the Water Utilities Department drives its own productivity and efficiency
gains through internal innovations, stakeholder collaboration, and a self-imposed discipline of
managing to key metrics, it will be able to change in ways that increase fiscal fitness,
productivity, and morale. Through engagement with external stakeholders and communicating
how the Department is driving its own improvement, many who are currently adversaries
could become partners.
The question that must be asked every day: “Is there a better way?”

9

Water Utilities 2011 Strategic Plan

Strategic Issue: AGING INFRASTRUCTURE

The challenges this represents:
Oceanside’s water utilities system infrastructure is aging and deteriorating. If it is not kept
in good condition for today’s utility service demands, and expanded in anticipation of
tomorrow’s service demands, reliability suffers, system-wide costs go up, and Oceanside’s
attractiveness to businesses and residents declines.
Prioritization of repairs and replacements. Beyond routine maintenance, prioritizing what to
repair (often band-aid fixes) versus what to replace with similar or new technologies is very
challenging – especially so in light of current fiscal constraints which impact the department’s
ability to purchase materials and source labor. Frequent changes in regulation can reprioritize
projects without warning.
Community Understanding is important. The Oceanside community is largely unaware of the
scope and complexity of Water Utilities Department systems. Consequently, when major
investments are required for repairs or upgrades, the public has little appreciation for what’s
involved and understandably raises concern over rates.
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Strategic Issue: AGING INFRASTRUCTURE
Goal:

Safe, reliable and cost effective utilities infrastructure that is
proactively maintained, adequately funded, and anticipates
future demand

Objective

Target
Date

Responsible
Group

1. Complete Condition Assessment, with tracking element,
resulting in a comprehensive prioritized list of specific actions
for replacement and repair of infrastructure.

April 2013

Utilities Engineering

2. Ensure that 90% of maintenance is PROACTIVE (preventive
maintenance) and 10% or less is reactive (corrective work
orders). Provide monthly reporting.

On-going

Operations Managers

3. Asset condition and work processes updated and recorded
in work management system on a timely ongoing basis.

On-going

GIS
- Software/IT

4. Timely replacement and repair of aging infrastructure.

On-going

Supervisors
- Data Entry
Operations Mangers

5. Community Outreach program that results in a better
educated and informed public.

On-going

Administration
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Strategic Issue: WATER SUPPLY

The challenges this represents:
Familiar sources for supplying water to Oceanside are becoming potentially unreliable
and dramatically more expensive.
The forces making current supplies vulnerable are outside of the Department’s control.
Among these are climate change impacts to seasonal snowpack and rainfall, species protection
in key watersheds, competition over water rights along the Colorado River, and other forces.
Taken together, the relatively few water sources, at the familiar costs the Department has
relied upon, must be considered at risk. Since the variables related to the availability and cost
of water, and the unique treatment requirements required for water from each source can
seriously impact the Department’s budgets and resources, the Department must diversify its
portfolio of sources and increase those over which it has local control.
Diversifying water supply enables the Department to predict supply and costs with greater
certainty. Gaining control of a more diverse portfolio of water sources requires investment to
build and upgrade infrastructure, implement new technologies, and secure water rights.
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Strategic Issue: WATER SUPPLY
Goal:

Diversify water supply to ensure 50% of supply
is local by 2030

Objective

Target
Date

Responsible
Group

1. Increase the supply and use of recycled water in the
community.

2017

Utilities Engineering

2. Build Desalinization Plant.

2020

Utilities Engineering

3. Maximize supply of water from Mission Basin facility.

2014

Department Director

4. Implement 2010 Water Conservation Master Plan.

On-going

Management Analyst
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Strategic Issue: WORKFORCE DEVELOPMENT

The challenges it represents:
Replacing Retirees: Water Utilities Department staff is experienced, loyal, and aging. Many
key staff will retire soon. Little succession planning has been done to prepare for a major
turnover. Local trade schools do not offer water operations and administration training, so
ready replacements are hard to find. The Department is at risk of losing the core skills that
make day to day functioning safe, efficient, and reliable. As pressure on remaining staff
mounts, morale suffers in spite of empowerment and cross training.
Brain Drain: Compounding the impact of losing senior staff is the lack of a process and tool
set for capturing hard won know-how, history, and insights related to Water Utilities
Department infrastructure and operations. The Department is at risk of having its institutional
wisdom walk out the door with each retirement. Without the wisdom born of experience, the
quality of strategic decision-making drops. Keeping staff trained and skills updated is a
nearly continuous challenge.
Remaining Competitive: For existing employees, continuing education and generally
sharpening and updating skills keeps the Department competitive and an attractive work
environment. Local schools offer education classes to that can provide the basics. The “handson” training that is needed to maintain a skilled workforce is not readily available. The City’s
current budget shortfall will only make this problem more acute.
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Strategic Issue: WORKFORCE DEVELOPMENT
Goal:

The Department is staffed by a competitive,
well trained workforce.

Objective

Target
Date

Responsible
Group

1. Create and implement a communication plan to ensure all
employees are informed on Department goals, issues, and
progress on strategic plan.

By March 2012

Management Group

2. Establish a cross training program to build and expand employee
capabilities and competencies.

By June 2012

Jeremy Kemp

3. Develop formal technical training program for CEU’s and
vocational skill development.

By June 2012

Kelvin Harris

4. Create supervisory and management development program.

By June 2012

Department Director
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Strategic Issue: FISCAL RESPONSIBILITY

The challenges it represents:
More than ever it is critical for City departments to be fiscally conscious, transparent, and
financially responsible. This applies equally to revenues and costs. In an era of long-running
economic recession, the pressure is very high to get the most value for every dollar spent, and
make the clear case for why each dollar was needed in the first place.
On the cost side, modeling future operating needs is becoming increasingly difficult because
the cost of water from non-local sources is increasingly more volatile and rising in general.
Additionally, materials and energy costs are rising in unpredictable ways.
On the revenue side, income is curtailed across every City department. Water rate plans are
controversial in the best of economic conditions. The persistent recession of the last few years
has put unprecedented financial pressures on municipalities. Resistance to raising water rates,
in spite of higher costs, is greater than ever.
Lastly, there is a general distrust of governments and public services pervading public
discourse. This means that The Water Utilities Department must be more transparent, more
clear in its priorities and rationale for raising or lowering rates, and make very strong
arguments for funding infrastructure upgrades, replacements, and even routine maintenance
expenditures.
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Strategic Issue: FISCAL RESPONSIBILITY
Goal:

Utility rates are maintained at, or less than, the average
levels as compared to all other county agencies

Objective

Target
Date

Responsible
Group

1. Plan for short and long term capital and operations expenses
including reserves.

On-going

Administration

2. Managers and supervisors conduct monthly budget reviews,
in each work group to, to assess projected vs. actual budget
numbers.

March 2012

Administration

3. Promote revenue generation.

On-going

Department Director
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Strategic Issue: GREEN OCEANSIDE

The challenges it represents:
The California Energy Commission conducted a study in 2007 that found that water-related energy use
consumes about 19 percent of the state’s electricity, 30 percent of its natural gas, and 88 billion gallons of
diesel fuel every year. Energy is consumed along the entire water value chain, including conveyance, storage,
treatment, distribution and wastewater collection. The study concluded that a “major portion of the solution to
water and energy efficiency is closer coordination between the water and energy sectors.”
At a smaller scale, the City of Oceanside has a similar energy-water nexus that could become a long-term
vulnerability. The prices for traditionally sourced energy (oil, natural gas, diesel) are rising due to increasing
global demand and availability uncertainties. The cost of renewable energy technologies continues to decline.
“Acting Green” with regard to energy makes economic sense in addition to environmental sense. Additionally,
locally sourced energy makes the Department that much more resilient to fluctuations in power rates and
availability.
By improving the energy and resource profile of departmental activities the Department can effectively reduce,
re-use, and recycle. In simple terms this means that the department can diminish what it needs to import across
all its activities thereby diminishing expenses. Ultimately, this strategy paves the way for the prospect of
exporting not waste, but commercially valuable byproducts from water treatment processes. Potential exists to
offset some Water Utilities Department operating expenses.
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Strategic Issue: GREEN OCEANSIDE
Goal:

Promote “Acting Green” by maximizing the use of
renewable resources, while reducing waste generation

Objective

Target
Date

Responsible
Group

1. Expand installed solar generation capacity.

June 2012

Utilities Engineering

2. Explore Bio-Gas resource use.

Utilities Engineering

3. Complete and implement zero-waste plan.

Solid Waste
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Appendix
•

Strategic Planning Process
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Strategic Planning Process: 2011

Phase 1: Planning to Plan
Strategic Planning process began with meetings with the Department Director to set the level of ambition, focus, and
identify participants for the effort. The planning process design was customized to fit the department’s needs. A
Steering Committee was formed with representatives from across the organization. Their role was to lead the effort
and bring a diverse and broad perspective to the process. They committed whole heartedly to the work, and
ultimately put in many hours to build a relevant and practical plan.
Phase 2: Situational Analysis
To provide a solid footing for plans, analyses were conducted by the Steering Committee to assess the department’s
situation along several dimensions. This included assessing the internal and external conditions (for a list of elements
considered see the Strategic Framework in the following pages). Internal strengths and weaknesses were plotted
against external threats and opportunities yield the SWOT Analysis. Two additional dimensions were assessed. In the
Stakeholder Analysis individuals and groups who have a stake in the performance of the department and or who
have influence over the department were identified. This helped clarify which stakeholders need to be complied with,
negotiated with, engaged for input, or simply informed of departmental news. A review of mandates from regulators
was conducted to ensure that all plans would keep the department in full compliance with regulations, and where
possible anticipate changes in legal requirements. Lastly, the department’s Mission was reviewed and refreshed to
reflect some important changes in the department’s roles, priorities, customers, methods, products and services since it
was written years ago.
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Strategic Planning Process: 2011
Phase 3: Articulate Strategic Issues
Strategic Issues are the most important problems or opportunities the organization must address within the 5-7 years
time horizon of this strategic plan. To understand how these issues cascade through the many activities of the
department, the Steering Committee created a Strategy Map (see the Strategy Map explanation in the following
pages). From this exercise points of leverage were identified. This enabled the Steering Committee to plan for
improvements most efficiently and affordably. To bring many more voices into the planning process, the Steering
Committee hosted “All Hands” sessions to explain the planning process to a wide swath of departmental employees.
During the sessions, the Steering Committee facilitated their colleagues in SWOT analysis activities and elicited from
them top priorities for departmental improvement. This input was used to test the work to date and folded into the
planning process.
Phase 4: Make Strategic Choices
Based on all the work thus far, the Steering Committee was able to set the strategic direction for the department out
to 2016. This included setting the major goals for the next five years. They articulated the values by which the
department would execute those goals, and in particular how members of the department would treat each other
along the way. Based on these, a vision of success for 2016 was formed which describes what the department will
look like in five years as it as fulfilled its mission, lived by its values, and achieved its goals.
Phase 5: Plan to Implement the Strategies
The Steering Committee assigned measures and targets to the major goals so that progress toward success could be
managed. Specific objectives to achieve the targets were developed. For each objective, a group or individual was
made accountable. To check that the strategic direction, goals, and measures aligned with the priorities of the
Oceanside Utilities Commission, a workshop was conducted with its members.
Phase 6: Plan to Evaluate & Monitor
The Steering Committee met with departmental managers to roll out the strategic direction, fine tune the objectives
and develop approaches for tracking progress at the work group level. Changes have been made in the format of
routine departmental “All Hands” meetings to reinforce the new strategic goals and objectives, improve the culture
around the departmental values, and celebrate the successes as each strategic target is hit.
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