
Oro Lorna Sanitary District 
MEMORANDUM 

TO: Board of Directors 

FROM: Personnel/Safety/Public Information Committee 
Directors Duncan and Walters 

DATE: July 21; 201:7 

SUBJECT: MINUTES FROM JULY 21, 2017 MEETING 

The Personnel/Safety/Public Information Committee, consisting .of Directors Duncan and 
Walters, met on Friday, July 21, 2017. Chair Duncan called the meeting to order at 9:00 
A.M., and Director Walters attended via telephone. Also in attendance was Administrative 
Services Manager Andreea Simien. There were no members of the public present. Items 
discussed included the following: 

• PUBLIC COMMENTS 
None. 

• REVIEW BENCHMARKING SURVEY RESULTS 
The Committee reviewed a report outlining the results of the benchmarking survey 
completed by staff (attached). Chair Duncan asked if. there was a direct correlation 
between the results and the 10-Year Strategic Plan, and staff said that several findings 
are now incorporated into the Board-approved Strategic Plan (e.g. future funding for 
Capital Asset projects). Chair Duncan also noted that compensation information was 
not included in the report, and staff advised· that the American Water Works Association 
benchmarking study did not contain that metric, but was focused on process, finance, 
and operation parameters. Lastly, Chair Duncan asked that verbiage on succession 
planning be included in the report. 

Director Walters thanked staff for developing the comprehensive report, and added that 
completing the study was important for determining where Oro Lama ranks among other 
jurisdictions. He ·also said that being in the top. quartile in every category is not 
necessarily a good thing, and that knowing where we stand, the Board makes conscious 
decisions on the direction of the District. 

The Committee accepted the rep~rt. · 

• RECOMMENDATION FOR 2018 SCHOOLS EVENT 
At the Committee's request, staff presented the objectives for the. schools event, along 
with a proposal to make the event more inclusive, while expanding the awards and 
maintaining the current budget (proposal attached). In summary, staff recommended a 
writing contest where students would be asked to complete the sentence "Recycling is. 
important to me because ... " All the entries would be included in a drawing for eight cash 
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awards in each grade group. -The winners would then be invited to attend an open 
house at Oro Lorna to receive their awards. Participating schools would continue to 
receive awards. 

Director Walters said that the objectives were spot on, and should be measured by 
future customer surveys. He also proposed that the sentence to be completed be 
changed to "Reduce, reuse, recycle is important to me because ... " 

Chair Duncan agreed that the objectives should be measured, but disagreed with the 
new structure, saying that a writing ~ontest dilutes the event, is not challenging enough, 
and diminishes existing standards. She suggested adding a writing component and a 
social media component to the existing poster contest, but simplify the requirements to 
keep the event manageable. 

Director Walters said that he supports staff's proposal, adding that the poster contest 
has become very narrow in that only artistically-inclined students are participating. 
Many times, the same students enter and win in the poster contest due to their 
extraordinary drawing abilities; with the proposed random selection of winners, every 
student has a chance to win. 

The Committee accepted the report and said that the full Board should discuss 
before a decision is made on restructuring the poster contest. 

• RECRUITMENT UPDATE - FIELD ENGINEER 
Staff reported that a job offer was made to an applicant who has worked at Oro Lorna as 
a contractor for several weeks. The individual possesses a Master's Degree in Civil 
Engineering and a Professional Engineer license, and seems to be a great fit for the 
District. The offer was accepted, and the new hire is scheduled to start on August 14. 

The Committee accepted the report. 

• CALPERS HEALTHCARE PREMIUMS 2018 
Staff reported that the CaiPERS Board has adopted the 2018 healthcare premiums 
(attached). The Kaiser premiums, on which the benefits of Oro Lorna employees are 
based, will increase by 6.34%, to $2,027.64 per month for a family. The change in 
premiums for HMO plans in 2018 varies between a 29% increase and a 13% decrease. 

The Committee accepted the report. 

• STAFF AND DIRECTOR COMMENTS 
None. 

• ADJOURNMENT 
There being no further business to come before the Committee, Chair Duncan 
adjourned the meeting at 9:50 A.M. 



Oro Lorna Sanitary District 
MEMORANDUM 

TO: Personnel Committee 

FROM: Jason Warner, Genera·l Manager 
Andreea Simien, Administrative Services Manager 
Arlene Wong, Finance Manager 

DATE: May15,2017 

SUBJECT: BENCHMARKING STUDY RESULTS 

Oro Lorna is a leader within California as an effective utility. The District has long asserted that 
its service rates, safety record, and regulatory compliance are evidence of a high level of 
performance. 

In 2017, staff sought to validate the assertions using available benchmarking data. Although the 
American Water Works Association (AWWA) primarily serves water agencies, AWWA also 
facilitates the data collection and publishing of wastewater pe·rformance benchmarks. Staff 
purchased the most recent report, which includes wastewater performance data from FY 2013. 
The District compared its FY 15/16 data to the 2013 performance indicators. Staff considered 
comparing 2013 benchmark data to 2013 District results. However, where business practices are 
evaluated, current practices are the superior measure. For cost measures, comparing to older 
data provides a more robust comparison, as the benchmark data would be expected to increase 
overtime. 

The AWWA benchmarking study includes both quantitative measures (i.e. O&M Costs per Million 
Gallons Treated) and qualitative measures (i.e. assessments of best management practices). 
For each performance indicator, specific measurement parameters are described within the 
AWWA report to ensure proper comparisons are made. 

·A summary of results is provided in the attached Table 1: Summary of Benchmarking Results -
FY 15/16. Table 2 includes an audit of Organizational Best Practices. Table 3 includes the 
results for the staffing allocation by department for OLSD and the comparator agencies. For 
those measures within the 25-75 percentile, no discussion is provided. 

The following discussion includes a review of those items above or below the 25~ 75th percentile 
band. A review of the 'Organizational Best Practice$' audit and 'Staffing Allocation' ·is also 
provided in the discussion. 

Summary of Benchmarking Results 

Measures of Efficiency 

Several efficiency measures validated our longstanding assessment of being an efficient District. 
The District serves 1 ,094 customers/emp.loyee vs. a 75th percentile value of 764. The 1 ,094 
value is approximately twice the industry median of 5~0 customers/employee. The District's 
Sewer Service rate ($17.17/month) is 36% below the top performing quartile rate of 
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$26.65/month, and 60% below the bottom quartile rate of $42.50. The District's affordability 
index, which measures the service rate as a percentage of average income stands at 0.29%. 
This is nearly half of the best performing agencies, with a 75th percentile value of 0.56%. The 
benchmarking data validates our longstanding assertions of industry leading efficiency, despite 
living in an area with a high cost of living. 

Cash Reserves 

The District maintains reserves of $21,735,898 (June 30, 2016), equal to 525 days of operating 
expenses. This is above the 75th percentile value of 408 days. The District's reserves and lack of 
debt reflect its position of financial strength. As the District considers the use of its reserves for 
nutrients or to reduce pension liabilities, it might consider the 408 or 259 day reserve level (75th 
and 50th percentile) when balancing its reserves and issuing debt. 

Operating Ratio 

Operating ratio reflects the fraction of operating expense divided by operating revenue. This ratio 
puts the District below the bottom quartile with a ratio of 0.98. For every dollar collected in rates, 
$0.98 is allocated to operating expenses. Median agencies operate with an operating ratio of 
0.51. This allows funding for Capital Asset Projects and debt payment. Because we have no 
debt, the primary issue is to build Capital Asset Project funding into the rates. 

The Board established a goal to incorporate Capital Asset Project expenses into the rate 
structure in its recent 1 0-Year Strategic Plan Update. Building Capital Asset funding into the rate 
would bring the operating ratio in line with the 25th to 75th percentile range of 0.42-0.82. 

Percent of Pipes Inspected 

The District's reported value of 74o/o of system inspected each year is over four times the 75th 
percentile benchmark of 17%. The District has cited this performance measure to explain its 
history of excellent collection system performance. Within the past two years, the District has 
changed its standard practice to include a second TV Van. The second van performs pre
cleaning inspections, which serve to identify specific locations for cleaning. This practice both 
limits unnecessary high pressure cleaning (which decreases pipe life) and increases operator 
feedback on the integrity of the collection system. While the reported value is an outlier among 
reporting agencies, no management actions are recommended. This practice produces 
extraordinary results without proportional expense. 

R&R % of Pump Stations 

In FY 15/16, the District spent $210,786 renewing its pump stations on an estimated asset value 
of $50M. This ratio (0.42%) is below the· bottom quartile of 0.5% and a median of 3.1 %. The 
value indicates that the District may not be spending adequately to maintain its lift stations. 

The District's ten-year Capital Plan (CIP and R&R) includes an average of $371 ,000 per year for 
lift station R&R. The planned spending level raises the District's ratio to 0.74%, which brings the 
District's spending within the 25th to 75th percentile. It is likely that a higher ratio will be required 
in the decades ahead. Using a simple remaining life of 50 years, the ratio should likely increase 
to near 2.0% (1/50th) over the long term. . 
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A significant fraction of the asset management plan will be devoted to lift stations (as other areas 
are partially developed). The asset management plan .will identify all assets, assess their 
condition, assess their remaining life, and calculate the projected costs for their repair and/or. 
replacement. Once .this is complete, staff will work with the Board to align future R&R budgets to 
the precise long-term funding needs.. It is possible that the estimated asset value of $50M is too 
high (approximately $4M/Pump Station). If that value is lowered after more comprehensive cost 
estimations,.the ratios will correct in proportion. Given the historic high performance of the lift 
stations and availability of funds to correct issues if they are identified, the long-term plan to 
develop an asset management program and identify precise funding needs by 2023 sufficiently 
addresses this potential issue. 

Customer Complaints 

The District has developed a culture of responsiveness and customer service. The culture is 
reflected in its customer service complaints ratio of 0.2 complaints per 1000 customers/year. This 
ratio is less than a tenth of the highest performing agencies (75th percentile value of 2.5 
complaints per 1000 customer/year). The District has invested significant resources in 
developing brochures, training administrative staff to use the Geographical Information System 
(GIS) to provide quick and thorough information; we audit our website, and audit calls to the 
District to identify lapses in training. Based upon these results, the District should continue to 
train personnel who work directly with the public (Administration, Collections, and Engineering) on 
frequently asked questions and best phone practices. Staff should continue to log complaints, 
identify patterns, and continually seek to identify systems and practices to improve customer 
service. 

Sewer Overflows 

The performance benchmark for sewer .overflows is the number of overflows per 100 miles of 
pipe/year. For the FY 15/16 reporting year, the District had zero overflows, which ranked well 
above the 75th percentile value of 0.5 .ove·rflows per 1 00. The District's 10 and 5 year annual 
averages are 1.3 and 1.0 overflows per 100 miles. These two val.ues are closer to the median of 
reported agencies, which is· 1.4. overflows per year. The national benchmarking data appears to 
be significantly lower than repo·rted values in Northern California. This may be due to varying 
reporting practices throughout the United States or a reflection of the age, seismic activity, soil 
conditions, and construction practices in the Bay Area. 

In FY 16/17, the District had five spills (1.9 spills per 100 miles) including its first capacity related 
overflow in at least 12 years. The Board has responded by significantly increasing funding for 
pipe replacements, and has established aggressive goals to improve the health of the collection 
system over the next ten years. 

The District's 5-year average is better than its 1 o~year average. This reflects the focused 
attention on eliminating overflows and the results of our ongoing renewal practices. The 
benchmarking study shows that other agencies are reporting overflows at a lower rate than we 
typically assume (Best agencies < 2 per 100 miles). In this case, the benchmark data should 
provide motivation to continue to improve the health of the collection system and maintain our 
proactive collection system management practices. 
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Planned Maintenance to Production 

The District's rate of planned maintenance to production (0.9 hrs per million gallons treated) is at 
the bottom 25th percentile of reporting agencies. Planned maintenance reflects proactive 
measures taken to prevent failures. One might expect a low value in planned maintenance to 
translate to a high value in corrective maintenance. That expected condition does not exist at 
OLSD. The District scores near the top 75th percentile for corrective maintenance per unit of 
production - 0.94 hrs/MG (OLSD) vs 0.9 for the 75th percentile. In contrast, the lowest performing 
agencies spend 2.0 hours per million gallons treated. 

The District regularly measures the ratio of planned vs. corrective maintenance over time. This 
ratio has slowly been improving (i.e. we are doing more planned maintenance) over the past 
seven years. The April 2017 ratio is 71.5o/o. In April 201 0 the ratio was 59.2°/o. Based upon this 
positive long-term trend and the high reliability of District pumps, piping and equipment, no 
changes to our planned maintenance practices are recommended. 

Organizational Best Practices 

The Organizational Best Practices include Strategic Planning, Long Term Financial Planning, 
Risk Management, Performance Measurement, Optimized Asset Management, Customer 
Involvement, Transparency and Accountability, and Succession Planning. The District scored in 
the top quartile of agencies in Organizational Best Practices- reflecting the strength of the 
management team and staff as a whole. That said, the best practices audit showed that the 
District has not implemented several of the sub-elements of the customer involvement and asset 
management programs. 

Customer Involvement 

Under the best practice of Customer Involvement, the scoresheet includes: 

1. Offering consumer education programs and materials and assessing their effectiveness. 
(District Score = 0. 75 of 1) 

2. Conducting customer satisfaction surveys and responding to the results. (District score= 1 
of 1) 

3. Soliciting input on projects and programs under consideration, in planning, or under 
construction. (District score = 0 of 1) 

4. Efficiently resolving customer issues and complaints. (District score = 1 of 1) 

As indicated, the District scored a zero on bullet #3. The District does not typically solicit input 
from the public on projects and programs. Our practice has been to involve the Board in the 
planning and major project decisions. The Board represents the public's interests and weighs the 
benefits and drawbacks of ·various alternatives. The philosophy has been that niost of our 
projects typically replace or extend existing functionality, are technical in nature, and most suited 
for analysis by technical experts and the Board of Directors. Despite the variance with AWWA 
Organization Best Practices, public input on project planning could be done on a case by case 
basis, as recommended by staff or the Board. An example is the planned (FY 17/18) sewer main 
and lateral replacement project on Edgemoor Street. 
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Optimized Asset Management 

The Optimized Asset Management scoresheet includes: 

1. A complete inventory of infrastructure assets and. their locations in the system. (District 
Score= 1 of 1) 

2. Condition assessment of all assets. (District .score = 0.6 of 1) 
3. Replacement cycle estimates· for each asset class. (District score = 0 of 1) 
4. Estimates of asset maintenance and replacement costs. (District score = 0.5 of 1) 
5. Risk ran kings based on the impacts of specific as.set failure. (District score = 0 of 1) 

As indicated, ·the District scored 50% or less on bullets 3-5. The District has established a 
strategic plan goal to implement all five elements of the scoresheet by 2023. A step by step plan 
to achieve compliance is written, and staff is on a pace to implement the program by 2023. Staff 
considered · a faster implementation scheduled, but recommended a 10-year implementation 
instead, because best practices for Asset Management are still developing. The District can also 
manage to implement the 10-year goal using existing staff. In short, the District is on a path to 
achieve a 5 of 5 score by 2023. 

Staffing per Department 

Based upon the efficiency measures, District staff perform more work than the top quartile 
agencies. A secondary measure is how our allocation of personnel to various District functions 
compares with other agencies. 

In most cases, the District distribution falls within the 25th to 75th percentile. These include 
pretreatment, collections, operations, customer service, and finance .. 

The District scored above the top quartile for Management (including HR, IT, legal, and 
purchasing), Lab services, and public relations. Part of the efficiency related to these areas is 
that we contract for legal, information technology, and public relations. Our employees purchase 
items directly, with approval from their managers. Our Human Resources needs are primarily 
filled by one manager, with backup from staff in other functions. Our Chemist provides support 
for NPDES permit compliance, process control, and ongoing special projects with backup from 
pretreatment. 

The District scored below the bottom quartile in Engineering· and Mainten~nce. While a large 
portion of District staff is allocated to these functions, our business practices support a higher 
allocation. For exaniple, Maintenance performs vehicle maintenance, maintains the cogeneration 
system, regularly rebuilds equipme,t in-house, performs maintenance duties for EBDA, and takes 
primary responsibility for 14 lift stations. Engineering performs development review, customer 
service, lateral repair inspection·s, GIS .development/maintenance, and typical engineering 
functions of preparing contract documents, and construction management. 

Conclusions 

This benchmarking analysis ·supports the view that the District is a high performing organization. 
The analysis highlighted a known deficiency in our Asset Management Program. Although the 
study highlighted a variance between District practices and AWWA's related to public involvement 
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in projects -under consideration, staff recommends implementing these practices only when a 
specific project warrants public review. Nearly all of our projects serve to extend the life and 
function of the existing infrastructure. These types of projects do not warrant input from the 
public. 

Staff recommends another benchmarking study in three years to re-assess our position within the 
industry. 



Table 1: Summary of Benchmarking Results - FY 15/16 
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Table 2: Organizational Best Practice's Audit 

Strategic Planning 

long Term Financial Planning 

Risk Management Planning 
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Succession Planning 

OLSD Total 
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4.8 
5.0 
5.0 
5.0 
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2.8 

4.0 

29.1 
35 

83% 



table 3: Staffing Allocation- Comparison to Wastewater Industry 
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DATE: 

Oro Lorna Sanitary Dis·trict 
MEMORANDUM 

Personnel/Safety/Public Information Committee 

Jason Warner, General Manager 
Andreea Simion, Administrative Services Manager 

July 21, 2017 

SUBJECT: RECOMMENDATION FOR 2018 SCHOOLS EVENT 

·For the last 23 years, the District has organized an annual Earth Day Poster Contest that 
revolved around recycling themes and asked students -to generate drawings depicting those 
themes. A decade ago, the contest was very popular, with 3,000-4,000 entries each year (out 
of a St!Jdent population of approximately 20,000 students). First, second, third, and Honorable 
Mention prizes were awarded to students, as well Certificates of Merit to 1 0 finalists in each of 
six grade groups. Matching cash prizes were awarded to schools, and the winners were 
celebrated at an awards ceremony. 

In recent years, participation has been slowly decre~sing to. where less than 1,500 entries were 
received in 2017. The poster contest concept was developed 23 year ago, and may no longer 
be releva11t an~ meet modern standards. Only students with artistic talents are inclined to 
participate, the awards have high dollar values, and the per-entry cost has increased from 
approximately $9 per entry to over $23 per entry due to low participation. 

Based on Committee feedback from the June 23, 2017 meeting, staff developed a list of 
objectives for a schools event, as well as a proposal for a new structure. 

Objectives 

1. Increase awareness of the need to divert waste from landfill and generally be good 
environmental stewards; 

2. Engage schools and students in delivering the waste reduction message to families and 
the greater community; 

3. Increase awareness of who Oro Lorna is and what it does; 
4. Garner positive imEige for the District; 
5. Support District schools and students. 

Proposal for 2018 (and potentially future ) event(s) 

1. Students are provided 8.5 x. 5.5 cards pre-printed with the words "Recycling is important 
to me because ... " followed by several blank lines and space at. the bottom for the 
student name, grade, and school. Students are asked to, in their own handwriting, finish 
the sentence and write a short paragraph on the topic in the space provided. 

2. Any sincere writing would be accepted. 
3. Increase the winning categories from six to 13 (prizes awarded in each grade, K-12). 
4. Increase number of winning students from 95 to 104. 
5. Eight $150 student winners in each grade, selected at random. 
6. Each participating school receives a $300 award. 



7. Students and schools attend an informal awards ceremony/open house at Oro Lama to 
collect their awards and tour the facility; refreshments provided. 

Advantages 

1. The District continues to support students and schools. 
2. Everyone can be a winner. 
3. Every student, even Special Ed, can participate. 
4. Increase attendance at the District's open house. 
5. Increase awareness of Oro Lorna and its role within the community. 
6. Random selection eliminates annual questions on judging and bias. 
7. Cost of the program does not increase. 

Based on the information provided; staff is requesting that the Committee recommend full Board 
approval to restructure the annual schools event and pursue this course of action, as presented. 


