MONTE VISTA WATER DISTRICT
Teleconference: (773) 231-9226 Meeting ID 238-267-3925 Password 007304
Video: https://meetings.ringcentral.com/my/boardmeeting Password 007304

NOTICE AND AGENDA OF PERSONNEL COMMITTEE MEETING
TUESDAY, FEBRUARY 8, 2022  4:30 P.M.
Committee Members
Vice President Milhiser – Chair
Director Lopez
Consistent with the provisions in Government Code section 54953 (e)(2); the Personnel Committee will
conduct this meeting by video and teleconference. Interested members of the public may participate in
the meeting to observe and/or provide public comment by using the access information listed above.

1. CALL TO ORDER
2. PUBLIC COMMENT
3. AGENDA CHANGES/ADDITIONS
4. DISCUSSION AND/OR ACTION ITEMS
A. Committee Meeting Minutes
Meeting Date: December 13, 2021
Recommendation: Approve as presented
B. Comprehensive Compensation Study
Presenter: Betty Conti, Human Resources & Risk Administrator; Seth Garrison and Rebekka
Hosken, Raftelis
Recommendation: Recommend that the Board of Directors 1) review and discuss the
Comprehensive Compensation Study included in the 2022 Monte Vista Water District
Organizational Structure and Staffing Assessment Report by Raftelis; 2) approve the revised
Fiscal Year Ending 2022 Staffing Plan; 3) amend the Fiscal Year Ending 2022 Salary Grade
Wage Table to include the recommended position range changes, reclassifications, and title
changes, retroactive to January 1, 2022; 4) amend the Fiscal Year Ending 2022 Amended Budget
by $133,000, adjusting salary and benefits related accounts to reflect the recommended
compensation changes as a result of the Monte Vista Water District Organizational Structure and
Staffing Assessment Report; and 5) approve the transfer of $133,000 from reserves to
appropriate salary and benefits related accounts in the Fiscal Year Ending 2022 Amended
Budget.
C. Organizational Assessment Study
Presenter: Betty Conti, Human Resources & Risk Administrator; Seth Garrison and Rebekka
Hoske, Raftelis
Recommendation: Recommend that the Board of Directors receive and file the Operational
Assessment recommendations included in the 2022 Monte Vista Water District Organizational
Structure and Staffing Assessment Report by Raftelis.
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5. ADJOURNMENT

DECLARATION OF POSTING
In accordance with the requirements of California Government Code §54954.2, this agenda has been posted in the display
case at the gated entrance to our main office at 10575 Central Avenue, Montclair, California not less than 72 hours prior to
the meeting date and time above.
Written materials relating to open session agenda items, including those distributed to the majority of the Board of Directors
after distribution of this agenda package, are available for public inspection during normal business hours at the District’s
main office, located at 10575 Central Avenue, Montclair, California.
Pursuant to the Americans with Disabilities Act, persons with a disability who require a disability-related modification or
accommodation in order to participate in a meeting may request such modification or accommodation from the District
Secretary at (909) 624-0035, or by email at BoardSecretary@mvwd.org. Notification 48 hours prior to the meeting will
enable District staff to make reasonable arrangements to assure accessibility to the meeting.

MINUTES OF THE REGULAR MEETING
OF THE PERSONNEL COMMITTEE
OF THE MONTE VISTA WATER DISTRICT
BOARD OF DIRECTORS
December 13, 2021
DIRECTORS PRESENT
G. Michael Milhiser, Vice President – Chair
Tony Lopez, Director
DIRECTORS ABSENT
None.
STAFF PRESENT
Justin Scott-Coe, General Manager
Stephanie Reimer, Assistant General Manager/Chief Financial Officer
Betty Conti, Human Resources & Risk Administrator
OTHERS IN ATTENDANCE
None.
ITEM 1: CALL TO ORDER
Vice President Milhiser called the meeting to order at 4:35 p.m.
ROLL CALL
General Manager Justin Scott-Coe stated that the Personnel Committee (Committee) of the Board of
Directors (Board) of the Monte Vista Water District (District) meeting will be conducted consistent with
the provisions in Government Code section 54953 (e)(2). Each director confirmed their attendance and
ability to hear the proceedings. Other attendees confirmed they could hear each director. The directors
and staff were reminded that any votes taken during the teleconference portion of the meeting must be
taken by roll call vote. General Manager Justin Scott-Coe provided brief instructions on appropriate
conduct during the meeting.
ITEM 2: PUBLIC COMMENT
None.
ITEM 3: AGENDA CHANGES/ADDITIONS
None.
ITEM 4: DISCUSSION AND/OR ACTION ITEMS
A. Meeting Minutes: November 8, 2021
Upon motion by Director Lopez, seconded by Vice President Milhiser, and unanimously carried:
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M21-12-01
MOVED: Approve the November 8, 2021, minutes, as by roll call vote:
Vice President Milhiser
Director Lopez

aye
aye

B. New Employee Benefits
Human Resources & Risk Administrator Betty Conti facilitated the Committee’s further review and
discussion of potential changes to employee benefits to offset the 2022 cash-in-lieu cap under the
Flexible Benefits Cafeteria Plan Policy. She explained that the District is able to provide a health flex
contribution to all eligible employees on a monthly basis to purchase medical, dental, and vision
coverage through a Section 125 Plan under the U.S. Internal Revenue Service code. If eligible staff
members maintain benefits through another plan, they are entitled to a portion of that health flex in the
form of “cash-in-lieu,” or payment in place of benefit. On September 9, 2020, the Board adopted a
Flexible Benefits Cafeteria Plan that introduced a declining cap to the cash-in-lieu starting in calendar
year 2021. Recognizing the declining benefit, the Board simultaneously approved several alternative
benefit options.
In January 2022, the cap to the cash-in-lieu will reflect the approved scheduled change. Ms. Conti
presented staff’s recommendation to further build out a comprehensive benefit offering with this change.
Lincoln Financial Group provides staff with a 457(b) Governmental Deferred Compensation program.
This program allows employees to save for their future retirement needs, while providing some
flexibility to access funds prior to retirement. Ms. Conti recommended a District matching contribution
to staff’s individual accounts as a new benefit. The matching contribution would be set at a dollar-fordollar match up to the first $40 a month. Discussion ensued.
Upon motion by Director Lopez, seconded by Vice President Milhiser, and unanimously carried:
M21-12-02
MOVED: Recommend that the Board of Directors approve a new employee benefit matching 457(b)
contributions for all eligible employees of up to $40 per month, as by roll call vote:
Vice President Milhiser
Director Lopez

aye
aye

C. Cost of Living Adjustment
Assistant General Manager/Chief Financial Officer Stephanie Reimer facilitated the Committee’s further
review and discussion of a potential cost of living adjustment increase. On November 8, 2021, the
Committee requested staff perform a mid-year analysis of the Consumer Price Index (CPI), the metric
used as the basis for COLA. Ms. Reimer explained that the CPI for the Riverside-San BernardinoOntario metropolitan statistical area currently reflects an estimated 5.4% increase for consumer goods
and services for calendar year 2021.
Under normal economic conditions, the Fiscal Year Ending (FYE) 2023 Budget would include a staff
recommendation of a 5.4% COLA increase to be effective July 1, 2022. However, to hedge the
immediate impact this 30-year high inflation is having on District employees, Ms. Reimer presented
staff’s recommendation that the Board adopt a 2.5% COLA and transfer $67,000 in reserves to salary
and benefit accounts, effective January 1, 2022. Discussion ensued.
Upon motion by Director Lopez, seconded by Vice President Milhiser, and unanimously carried:
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M21-12-03
MOVED: Recommend that the Board of Directors 1) amend the Fiscal Year Ending 2022 Amended
Budget, adjusting salary and benefits related accounts to reflect a 2.5% cost-of-living adjustment
effective January 1, 2022; 2) amend the Fiscal Year Ending 2022 Salary Grade Wage Table, reflecting a
2.5% cost-of living adjustment; and 3) approve the transfer of $67,000 from reserves into appropriate
salary and benefit accounts reflecting a 2.5% cost-of-living adjustment, as by roll call vote:
Vice President Milhiser
Director Lopez

aye
aye

ITEM 5: ADJOURNMENT
Upon motion by Director Lopez, seconded by Vice President Milhiser, and unanimously carried:
M21-12-04
MOVED: Approve to adjourn the meeting, as by roll call vote:
Vice President Milhiser
Director Lopez

aye
aye

There being no further business, Vice President Milhiser adjourned the meeting at 4:51 p.m.
Respectfully submitted,

Justin M. Scott-Coe
General Manager/Secretary
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February 8, 2022
Honorable Personnel Committee
Monte Vista Water District
SUBJECT: Comprehensive Compensation Study
STAFF RECOMMENDATION:
It is recommended that the Personnel Committee recommend that the Board of Directors:
1. Review and discuss the Comprehensive Compensation Study included in the 2022 Monte Vista
Water District Organizational Structure and Staffing Assessment Report by Raftelis;
2. Approve the revised Fiscal Year Ending 2022 Staffing Plan;
3. Amend the Fiscal Year Ending 2022 Salary Grade Wage Table to include the recommended position
range changes, reclassifications, and title changes, retroactive to January 1, 2022;
4. Amend the Fiscal Year Ending 2022 Amended Budget by $133,000, adjusting salary and benefits
related accounts to reflect the recommended compensation changes as a result of the Monte Vista
Water District Organizational Structure and Staffing Assessment Report; and
5. Approve the transfer of $133,000 from reserves to appropriate salary and benefits related accounts in
the Fiscal Year Ending 2022 Amended Budget.
PRIOR BOARD ACTION:
On August 10, 2016, the Board of Directors reviewed the 2016 Classification and Total Compensation
Study and took several actions consistent with its findings.
FINANCIAL IMPACT:
Amending the Fiscal Year Ending 2022 Budget to establish funding for the recommendation will
increase the salary and benefits related accounts by $133,000 from $5,397,223 to $5,530,223 and reduce
reserves by the same amount from $35,704,690 to $35,571,690.

Comprehensive Compensation Study

CONSISTENCY WITH STRATEGIC PLAN GOALS/INITIATIVES:
Strategic Goal 6: Recruit and develop qualified personnel to increase productivity and enhance
employee retention and morale.
Initiative 6.1: Update human resources planning and policy documents.
BACKGROUND
Monte Vista Water District (District) has committed to completing compensation studies on a scheduled
basis to ensure the District’s compensation and benefit structure remains a point of difference as an
employer of choice. Maintaining a strong employment retention and recruitment packet is even more
important today than at any other time in recent history due to the phenomenon known as the “Great
Resignation.” Staff began working with Raftelis, the District’s consultant, in late May. This project
included a compensation study to review and update job descriptions and compare District
compensation with regional peer utilities. It also included an organizational assessment to evaluate and
review the District’s business processes, organizational structure, and assignments, and to forecast
necessary staffing levels for the next five years. Raftelis’s 2022 Monte Vista Water District
Organizational Structure and Staffing Assessment Report is attached to the following agenda item.
DISCUSSION
Raftelis worked with District staff to identify similar water agencies in the local and adjacent counties to
analyze position titles and compensation in closely aligned positions in these peer organizations. Table 1
includes the comparator peer utilities used for this study. Staff made efforts to identify those agencies
that directly compete within the District’s job market to be included in this list.

Table 1: Peer Utilities
Information

27

Number of
Accounts
8,200

128.25

48,000

Los Angeles County

27

13,800

Los Angeles County

42

12,470

West Valley Water District

San Bernardino County

87

22,000

Yucaipa Valley Water District

San Bernardino County

73

17,006

Mesa Water District

Orange County

57

25,032

Yorba Linda Water District

Orange County

81.5

25,350

Walnut Valley Water District

Los Angeles County

57

27,370

Jurupa Community Services District

Riverside County

51.5*

32,300

76

25,080

Utility

Location

Crescenta Valley Water District

Los Angeles County

Cucamonga Valley Water District

San Bernardino County

Rowland Water District
Valley County Water District

East Valley Water District
*Water operations only

San Bernardino County
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Once the peer utilities were identified, Raftelis pulled information on compensation and the peer
agencies’ benefit packages. The District has a long-standing compensation practice of using the 60th
percentile as a benchmark for acknowledging the work expectation of each staff member due to the size
of the organization and the many diverse responsibilities each member of our teams is asked to take on.
Table 2 reviews each position and where the position rated compared to the District’s peer utilities.

Table 2: FY22 Midpoint and 60th Percentile
Comparisons

MVWD Job Title

General Manager

MVWD
FY22
Salary
Midpoint

FY22
Average
Peer Salary
Midpoint

60% of
Peer
Average
Range

MVWD
FY22
Midpoint
Compared
to Peers’
60%

$234,686

$264,361

$261,135

-10.13%

$219,336

$211,826

$217,644

+0.78%

$178,630

$172,612

$182,712

-2.23%

Water Systems Superintendent

$119,184

$125,366

$127,196

-6.30%

Maintenance Superintendent

$119,184

$116,874

$121,685

-2.06%

Community Affairs Manager

$119,184

$126,407

$131,810

-9.58%

HR & Risk Administrator

$119,184

$158,040

$159,828

-25.43%

Executive Assistant II

$103,158

$112,561

$111,573

-7.54%

Customer Service Supervisor

$95,940

$105,109

$110,214

-12.95%

Accounting Supervisor

$95,940

$110,752

$113,870

-15.75%

$89,253

$96,806

$97,109

-8.09%

$89,253

$84,136

$86,581

3.09%

$83,034

$79,704

$84,868

-2.16%

Water Systems Operator III

$83,034

$89,848

$93,142

-10.85%

Accountant

$83,034

$86,428

$86,880

-4.43%

Senior Utility Service Worker

$77,230

$86,616

$93,663

-17.54%

Engineering / GIS Technician

$77,230

$72,870

$76,539

+0.90%

Cross-Connection Control
Coordinator

$77,230

$78,417

$80,904

-4.54%

Assistant General
Manager/CFO
Director of Engineering,
Operations, & Maintenance

Senior Utility Coordinator /
Inspector
Construction Projects
Coordinator
Community Affairs
Coordinator
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MVWD
FY22
Salary
Midpoint

MVWD Job Title

FY22
Average
Peer Salary
Midpoint

60% of
Peer
Average
Range

MVWD
FY22
Midpoint
Compared
to Peers’
60%

Facilities Maintenance
Technician

$77,230

$69,194

$71,210

+8.45%

Executive Assistant I

$77,230

$110,082

$110,286

-29.97%

Water Use Efficiency Analyst

$77,230

$82,625

$80,559

-4.13%

Water Systems Operator II

$73,560

$77,785

$80,040

-8.10%

Projects Assistant

$73,560

$79,027

$77,636

-5.25%

Senior Customer Service
Representative

$70,044

$71,282

$73,591

-4.82%

Utility Service Worker II

$63,523

$61,494

$69,508

-8.61%

Meter Technician II

$63,523

$69,405

$69,292

-8.33%

Water Systems Operator I

$60,507

$68,864

$69,644

-13.12%

Customer Service
Representative II

$57,626

$61,393

$64,548

-10.72%

Utility Service Worker I

$57,626

$62,796

$64,758

-11.01%

Meter Technician I

$57,626

$61,546

$62,214

-7.37%

Administrative Assistant

$52.260

$63,287

$62,514

-16.40%

Customer Service
Representative I

$49,775

$56,195

$57,437

-13.34%

After careful review and analysis, the consultant and staff identified several positions that warranted a
title change to better align with the duties and responsibilities performed at the District and to establish
consistency with the labor market and industry standards. Table 3 reviews these positions.

Table 3: Recommended Title Changes
MVWD Current Job Titles

Recommended Job Titles

Accounting Supervisor

Accounting Manager

Human Resources & Risk Administrator

Human Resources & Risk Manager

Maintenance Superintendent

Distribution & Facilities Manager

Water Systems Superintendent

Water Operations Manager
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An important review of all job descriptions was conducted to ensure clear responsibilities and identify
consistent requirements of all positions. All job descriptions have been updated to also include any
changes in reporting responsibility due to title changes.
As staff reviewed the data provided, careful consideration was given to the peer information and internal
position relationships. The recommended changes to address compensation results from this analysis
started with creating a new Fiscal Year Ending (FYE) 2022 Salary Grade Wage Table (attached). This
new table is designed to provide maximum flexibility by building ranges that are 2.5% apart. The prior
table design had variable range differentials and made it difficult to place positions within the
recommended targets. Because of the build-out of a new wage table, all positions will be re-slotted
based on the final analysis and recommendation.
Additional Benefits
After a thorough review of the peers’ benefit package, staff identified several benefits not offered at the
District that, if added, would provide for a more flexible work/life balance. Administrative leave is
customarily offered as recognition of the additional time that management staff spend in work-related
activities beyond the regular workweek. Currently, the District’s Executive Team is provided
administrative leave. Staff recommends adding this benefit to the remainder of the Management Team
as described in Table 4.

Table 4: Recommended Additional Benefit
Leadership Level

Administrative Leave Time

Executive Team

40 Hours

Management Team

24 Hours

Bereavement leave is currently offered to all staff to provide time off during very difficult experiences in
our lives. Currently this leave is connected to staff’s sick leave and does not provide a separate or
exclusive number of hours to be used only for bereavement. Staff recommends adding a separate
bereavement leave to be used in these difficult times. In the Employee Handbook, a bereavement leave
policy is identified, including the amount of time afforded depending on the circumstance. Table 5
identifies the time available.

Table 5: Recommended Additional Benefit
Bereavement Leave

Recommended Leave Time

Immediate Family without Travel

3 Days

Immediate Family with Travel

5 Days
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Staff recommends these changes to continue to position the District as an employer of choice. There is
more competition in today’s market to attract top talent, but when the District is positioned to provide an
exceptional work environment and competitive compensation and benefits it will continue to deliver on
its standard of service to the communities we serve.
Respectfully submitted,

Betty Conti
Human Resources & Risk Administrator

A. William Schwartz
Director of Engineering, Operations
& Maintenance

Stephanie A. Reimer
Assistant General Manager/
Chief Financial Officer

Justin M. Scott-Coe
General Manager

Attachments:
• Proposed Revised Fiscal Year Ending 2022 Staffing Plan
• Proposed Amended Fiscal Year Ending 2022 Salary Grade Wage Table
• 2022 Monte Vista Water District Organizational Structure and Staffing Assessment Report
(attached to “Organizational Assessment” agenda item)
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Monte Vista Water District

Staffing Plan
Revised FYE 2022

2022
Adopted
Positions

2022
Proposed
Positions

2022
Adopted
Positions

2022
Proposed
Positions

Accountant

1

1

Human Resource & Risk Manager

0

1

Accounting Supervisor

1

0

Maintenance Superintendent

1

0

Accounting Manager

0

1

Distribution & Facilities Manager

0

1

Administrative Assistant

1

1

Meter Technician I

1

1

Assistant General Manager/CFO

1

1

Meter Technician II

1

1

Associate Engineer

1

1

Part-Time Meter Technician

0.5

0.5

Community Affairs Coordinator

1

1

Projects Assistant

1

1

Community Affairs Manager

1

1

Senior Customer Service Representative

1

1

Community Affairs Program Specialist

1

1

Senior Meter Technician

1

1

Cross-Connection Control Coordinator

1

1

Senior Utility Coordinator/Inspector

1

1

Customer Service & IT Manager

1

1

Senior Utility Service Worker

3

3

Customer Service Representative II
Director of Engineering, Operations &
Maintenance
Engineering/GIS Technician

2

2

Utility Service Worker I

4

4

1

1

Utility Service Worker II

2

2

1

1

Water Systems Operator III

3

3

Executive Assistant I

1

1

Water Systems Superintendent

1

0

Facilities Maintenance Technician

1

1

Water Operations Manager

0

1

General Manager

1

1

Water Use Efficiency Analyst

1

1

Human Resources Assistant

1

1

District Interns

1.5

0.5

Human Resources & Risk Administrator

1

0

Total Authorized/Proposed Positions

41

41

Classifications

Classifications

M ON TE VIS TA W ATER D IS TRIC T

FYE 2022 Amended Wage Table
Effective January 01, 2022 (Compensation & Classification)

Monte Vista Water District
AMENDED SALARY GRADE TABLE

FYE 2022
(Revised 1/1/2022 Comp & Class)

Titles (sorted by)

Accountant
Accounting Manager
Administrative Assistant
Administrative Assistant II
Administrative Assistant III
Associate Engineer
Asst. General Manager/CFO
Community Affairs Coordinator
Community Affairs Manager
Community Affairs Prog Spec
Cross-Conn. Control Coord.
Customer Service & IT Manager
Customer Service Rep I
Customer Service Rep II
Dir of Engineering, Ops & Maint
Distribution & Facilities Manager
Engineering / GIS Technician
Executive Assistant I
Executive Assistant II
Facilities Maint. Technician
General Manager
Human Resources & Risk Manager
Human Resources Assistant
Intern
Meter Technician I
Meter Technician II
Projects Assistant
Senior Cust Service Rep
Senior Meter Technician
Senior Utility Coord / Inspector
Senior Utility Service Worker
Utility Service Worker I
Utility Service Worker II
Water Operations Manager
Water Systems Operator I
Water Systems Operator II
Water Systems Operator III
Water Use Efficiency Analyst

Range

257
271
245
248
252
269
N/A
257
274
250
256
272
241
247
290
272
254
268
270
248
N/A
283
256
231
245
250
254
252
252
263
261
246
251
274
250
255
261
257

Titles

Intern
Customer Service Rep I
Administrative Assistant
Meter Technician I
Utility Service Worker I
Customer Service Rep II
Facilities Maint. Technician
Administrative Assistant II
Community Affairs Prog Spec
Meter Technician II
Water Systems Operator I
Utility Service Worker II
Senior Cust Service Rep
Senior Meter Technician
Administrative Assistant III
Engineering / GIS Technician
Projects Assistant
Water Systems Operator II
Human Resources Assistant
Cross-Conn. Control Coord.
Accountant
Community Affairs Coordinator
Water Use Efficiency Analyst
Senior Utility Service Worker
Water Systems Operator III
Senior Utility Coord / Inspector
Executive Assistant I
Associate Engineer
Executive Assistant II
Accounting Manager
Customer Service & IT Manager
Distribution & Facilities Manager
Community Affairs Manager
Water Operations Manager
Human Resources & Risk Manager
Dir of Engineering, Ops & Maint
Asst. General Manager/CFO
General Manager

Range (sorted by)

231
241
245
245
246
247
248
248
250
250
250
251
252
252
252
254
254
255
256
256
257
257
257
261
261
263
268
269
270
271
272
272
274
274
283
290
N/A
N/A

Monte Vista Water District
COLA =
0.00%
Range differential = 102.50%

AMENDED SALARY GRADE TABLE

FYE 2022
(Revised 1/1/2022 Comp & Class)
Range
#

231
232
233
234
235
236
237
238
239
240
241
242
243
244
245
246
247
248
249
250
251
252
253
254
255
256
257
258
259
260
261
262
263
264
265
266
267

Minimum
Step 1
$15.00
$19.26

$19.74
$20.23
$20.74
$21.26
$21.79
$22.33
$22.89
$23.46
$24.05
$24.65
$25.27
$25.90
$26.55
$27.21
$27.89
$28.59
$29.30
$30.03
$30.78
$31.55
$32.34
$33.15
$33.98
$34.83
$35.70
$36.59
$37.50
$38.44
$39.40
$40.39
$41.40
$42.44
$43.50
$44.59
$45.70

Step 2
$17.00
$19.74

$20.23
$20.74
$21.26
$21.79
$22.33
$22.89
$23.46
$24.05
$24.65
$25.27
$25.90
$26.55
$27.21
$27.89
$28.59
$29.30
$30.03
$30.78
$31.55
$32.34
$33.15
$33.98
$34.83
$35.70
$36.59
$37.50
$38.44
$39.40
$40.39
$41.40
$42.44
$43.50
$44.59
$45.70
$46.84

Step 3
$20.23

$20.74
$21.26
$21.79
$22.33
$22.89
$23.46
$24.05
$24.65
$25.27
$25.90
$26.55
$27.21
$27.89
$28.59
$29.30
$30.03
$30.78
$31.55
$32.34
$33.15
$33.98
$34.83
$35.70
$36.59
$37.50
$38.44
$39.40
$40.39
$41.40
$42.44
$43.50
$44.59
$45.70
$46.84
$48.01

Step 4
$20.74

$21.26
$21.79
$22.33
$22.89
$23.46
$24.05
$24.65
$25.27
$25.90
$26.55
$27.21
$27.89
$28.59
$29.30
$30.03
$30.78
$31.55
$32.34
$33.15
$33.98
$34.83
$35.70
$36.59
$37.50
$38.44
$39.40
$40.39
$41.40
$42.44
$43.50
$44.59
$45.70
$46.84
$48.01
$49.21

Step 5
$21.26

$21.79
$22.33
$22.89
$23.46
$24.05
$24.65
$25.27
$25.90
$26.55
$27.21
$27.89
$28.59
$29.30
$30.03
$30.78
$31.55
$32.34
$33.15
$33.98
$34.83
$35.70
$36.59
$37.50
$38.44
$39.40
$40.39
$41.40
$42.44
$43.50
$44.59
$45.70
$46.84
$48.01
$49.21
$50.44

Step 6
$21.79

$22.33
$22.89
$23.46
$24.05
$24.65
$25.27
$25.90
$26.55
$27.21
$27.89
$28.59
$29.30
$30.03
$30.78
$31.55
$32.34
$33.15
$33.98
$34.83
$35.70
$36.59
$37.50
$38.44
$39.40
$40.39
$41.40
$42.44
$43.50
$44.59
$45.70
$46.84
$48.01
$49.21
$50.44
$51.70

Step 7
$22.33

$22.89
$23.46
$24.05
$24.65
$25.27
$25.90
$26.55
$27.21
$27.89
$28.59
$29.30
$30.03
$30.78
$31.55
$32.34
$33.15
$33.98
$34.83
$35.70
$36.59
$37.50
$38.44
$39.40
$40.39
$41.40
$42.44
$43.50
$44.59
$45.70
$46.84
$48.01
$49.21
$50.44
$51.70
$52.99

Step 8
$22.89

$23.46
$24.05
$24.65
$25.27
$25.90
$26.55
$27.21
$27.89
$28.59
$29.30
$30.03
$30.78
$31.55
$32.34
$33.15
$33.98
$34.83
$35.70
$36.59
$37.50
$38.44
$39.40
$40.39
$41.40
$42.44
$43.50
$44.59
$45.70
$46.84
$48.01
$49.21
$50.44
$51.70
$52.99
$54.31

Step 9
$23.46

$24.05
$24.65
$25.27
$25.90
$26.55
$27.21
$27.89
$28.59
$29.30
$30.03
$30.78
$31.55
$32.34
$33.15
$33.98
$34.83
$35.70
$36.59
$37.50
$38.44
$39.40
$40.39
$41.40
$42.44
$43.50
$44.59
$45.70
$46.84
$48.01
$49.21
$50.44
$51.70
$52.99
$54.31
$55.67

Step 10
$24.05

$24.65
$25.27
$25.90
$26.55
$27.21
$27.89
$28.59
$29.30
$30.03
$30.78
$31.55
$32.34
$33.15
$33.98
$34.83
$35.70
$36.59
$37.50
$38.44
$39.40
$40.39
$41.40
$42.44
$43.50
$44.59
$45.70
$46.84
$48.01
$49.21
$50.44
$51.70
$52.99
$54.31
$55.67
$57.06

Step 11
$24.65

$25.27
$25.90
$26.55
$27.21
$27.89
$28.59
$29.30
$30.03
$30.78
$31.55
$32.34
$33.15
$33.98
$34.83
$35.70
$36.59
$37.50
$38.44
$39.40
$40.39
$41.40
$42.44
$43.50
$44.59
$45.70
$46.84
$48.01
$49.21
$50.44
$51.70
$52.99
$54.31
$55.67
$57.06
$58.49

Maximum
Step 12
$25.27

$25.90
$26.55
$27.21
$27.89
$28.59
$29.30
$30.03
$30.78
$31.55
$32.34
$33.15
$33.98
$34.83
$35.70
$36.59
$37.50
$38.44
$39.40
$40.39
$41.40
$42.44
$43.50
$44.59
$45.70
$46.84
$48.01
$49.21
$50.44
$51.70
$52.99
$54.31
$55.67
$57.06
$58.49
$59.95

2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%

Monte Vista Water District
COLA =
0.00%
Range differential = 102.50%

AMENDED SALARY GRADE TABLE

FYE 2022
(Revised 1/1/2022 Comp & Class)
Range
#

268
269
270
271
272
273
274
275
276
277
278
279
280
281
282
283
284
285
286
287
288
289
290
291
292
293
294
295
296
297
298
299
300

Minimum
Step 1

$46.84
$48.01
$49.21
$50.44
$51.70
$52.99
$54.31
$55.67
$57.06
$58.49
$59.95
$61.45
$62.99
$64.56
$66.17
$67.82
$69.52
$71.26
$73.04
$74.87
$76.74
$78.66
$80.63
$82.65
$84.72
$86.84
$89.01
$91.24
$93.52
$95.86
$98.26
$100.72
$103.24

Step 2

Step 3

Step 4

Step 5

Step 6

Step 7

$48.01
$49.21
$50.44
$51.70
$52.99
$54.31
$55.67
$57.06
$58.49
$59.95
$61.45
$62.99
$64.56
$66.17
$67.82
$69.52
$71.26
$73.04
$74.87
$76.74
$78.66
$80.63
$82.65
$84.72
$86.84
$89.01
$91.24
$93.52
$95.86
$98.26
$100.72
$103.24
$105.82

$49.21
$50.44
$51.70
$52.99
$54.31
$55.67
$57.06
$58.49
$59.95
$61.45
$62.99
$64.56
$66.17
$67.82
$69.52
$71.26
$73.04
$74.87
$76.74
$78.66
$80.63
$82.65
$84.72
$86.84
$89.01
$91.24
$93.52
$95.86
$98.26
$100.72
$103.24
$105.82
$108.47

$50.44
$51.70
$52.99
$54.31
$55.67
$57.06
$58.49
$59.95
$61.45
$62.99
$64.56
$66.17
$67.82
$69.52
$71.26
$73.04
$74.87
$76.74
$78.66
$80.63
$82.65
$84.72
$86.84
$89.01
$91.24
$93.52
$95.86
$98.26
$100.72
$103.24
$105.82
$108.47
$111.18

$51.70
$52.99
$54.31
$55.67
$57.06
$58.49
$59.95
$61.45
$62.99
$64.56
$66.17
$67.82
$69.52
$71.26
$73.04
$74.87
$76.74
$78.66
$80.63
$82.65
$84.72
$86.84
$89.01
$91.24
$93.52
$95.86
$98.26
$100.72
$103.24
$105.82
$108.47
$111.18
$113.96

$52.99
$54.31
$55.67
$57.06
$58.49
$59.95
$61.45
$62.99
$64.56
$66.17
$67.82
$69.52
$71.26
$73.04
$74.87
$76.74
$78.66
$80.63
$82.65
$84.72
$86.84
$89.01
$91.24
$93.52
$95.86
$98.26
$100.72
$103.24
$105.82
$108.47
$111.18
$113.96
$116.81

$54.31
$55.67
$57.06
$58.49
$59.95
$61.45
$62.99
$64.56
$66.17
$67.82
$69.52
$71.26
$73.04
$74.87
$76.74
$78.66
$80.63
$82.65
$84.72
$86.84
$89.01
$91.24
$93.52
$95.86
$98.26
$100.72
$103.24
$105.82
$108.47
$111.18
$113.96
$116.81
$119.73

Step 8

Step 9

Step 10

Step 11

$55.67
$57.06
$58.49
$59.95
$57.06
$58.49
$59.95
$61.45
$58.49
$59.95
$61.45
$62.99
$59.95
$61.45
$62.99
$64.56
$61.45
$62.99
$64.56
$66.17
$62.99
$64.56
$66.17
$67.82
$64.56
$66.17
$67.82
$69.52
$66.17
$67.82
$69.52
$71.26
$67.82
$69.52
$71.26
$73.04
$69.52
$71.26
$73.04
$74.87
$71.26
$73.04
$74.87
$76.74
$73.04
$74.87
$76.74
$78.66
$74.87
$76.74
$78.66
$80.63
$76.74
$78.66
$80.63
$82.65
$78.66
$80.63
$82.65
$84.72
$80.63
$82.65
$84.72
$86.84
$82.65
$84.72
$86.84
$89.01
$84.72
$86.84
$89.01
$91.24
$86.84
$89.01
$91.24
$93.52
$89.01
$91.24
$93.52
$95.86
$91.24
$93.52
$95.86
$98.26
$93.52
$95.86
$98.26
$100.72
$95.86
$98.26
$100.72
$103.24
$98.26
$100.72
$103.24
$105.82
$100.72
$103.24
$105.82
$108.47
$103.24
$105.82
$108.47
$111.18
$105.82
$108.47
$111.18
$113.96
$108.47
$111.18
$113.96
$116.81
$111.18
$113.96
$116.81
$119.73
$113.96
$116.81
$119.73
$122.72
$116.81
$119.73
$122.72
$125.79
$119.73
$122.72
$125.79
$128.93
$122.72
$125.79
$128.93
$132.15
Assistant General Manager/Chief Financial Officer
General Manager
Board of Directors (Effective 07/01/2021)

Maximum
Step 12

$61.45
$62.99
$64.56
$66.17
$67.82
$69.52
$71.26
$73.04
$74.87
$76.74
$78.66
$80.63
$82.65
$84.72
$86.84
$89.01
$91.24
$93.52
$95.86
$98.26
$100.72
$103.24
$105.82
$108.47
$111.18
$113.96
$116.81
$119.73
$122.72
$125.79
$128.93
$132.15
$135.45
$108.08
$115.65
$276.06

2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%
2.5%

February 8, 2022
Honorable Personnel Committee
Monte Vista Water District
SUBJECT: Organizational Assessment
STAFF RECOMMENDATION:
It is recommended that the Personnel Committee recommend that the Board of Directors receive and file
the Operational Assessment recommendations included in the 2022 Monte Vista Water District
Organizational Structure and Staffing Assessment Report by Raftelis.
PRIOR BOARD ACTION:
On April 28, 2021, the Board of Directors authorized the board president and general manager to enter
into a Professional Services Agreement between Monte Vista Water District and Raftelis to provide an
Organizational Assessment and Comprehensive Compensation Study for a not-to-exceed amount of
$92,275.
FINANCIAL IMPACT:
None.
CONSISTENCY WITH STRATEGIC PLAN GOALS/INITIATIVES:
Strategic Goal 6: Recruit and develop qualified personnel to increase productivity and enhance
employee retention and morale.
Initiative 6.1: Update human resources planning and policy documents.

Organizational Assessment

BACKGROUND
On April 28, 2021, the Monte Vista Water District (District) Board of Directors (Board) approved
Raftelis as the consultant to provide the District’s Organizational Assessment and Comprehensive
Compensation Study. Staff worked closely with Raftelis to provide insight on the District’s processes
and the appropriate information for a successful overview.
DISCUSSION
As part of their 2022 Monte Vista Water District Organizational Structure and Staffing Assessment
Report (Report), Raftelis provides an Operational Assessment to evaluate and review the District’s
business processes, organizational structure, and assignments, and to forecast necessary staffing levels
for the next five years. The Report includes 23 recommendations for the District to consider and
potentially implement over that time period.
A list of Raftelis’s recommendations is attached, along with brief staff responses. Staff notes that
Raftelis’s recommendations are in significant alignment with the strategic initiatives established by the
Board as part of its 2025 Strategic Plan. A copy of Raftelis’s full Report is also attached.
At tonight’s meeting, Seth Garrison and Rebekka Hosken from Raftelis will review the findings of their
final Report and the 23 recommendations made within the Report.
Respectfully submitted,

Betty Conti
Human Resources & Risk Administrator

A. William Schwartz
Director of Engineering, Operations
& Maintenance

Stephanie A. Reimer
Assistant General Manager/
Chief Financial Officer

Justin M. Scott-Coe
General Manager

Attachments:
• Raftelis Recommendations and Staff Responses
• 2022 Monte Vista Water District Organizational Structure and Staffing Assessment Report
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Monte Vista Water District 2022 Organizational Assessment
Raftelis Recommendation

Staff Response

Recommendation 1: Consider adjusting the span of control of the GM and AGM/CFO to further
share leadership responsibilities and flatten the organizational structure.
Recommendation 2: Separate the engineering, operations, and maintenance functions.
Recommendation 3: Choose an option for the Engineering Department to ensure appropriate
execution of the District’s increased CIP and adoption of enhanced asset management

Staff will consider for future implementation. Staff notes that GM's role includes significant work
representing District to external organizations.
Staff will consider for future implementation.
Staff is implementing a version of Option 3 and has developed and is in the process of filling an
Associate Engineer position consistent with consistent with Strategic Plan Initiative 3.5: Develop
and implement an Asset Management Plan.
Recommendation 4: Review the District Treasurer role of the AGM/CFO and clarify reporting
Clarification is provided in the District Bylaws and the AGM/CFO job description. Staff will proposed
relationships and separation of duties.
further clarification for Board consideration during development of District Comprehensive Policy
Manual consistent with Strategic Plan Initiative 1.3: Improve standardized policies, procedures, and
work processes across the District.
Recommendation 5: Consider hiring an information technology manager for the District.
Staff will consider for future implementation after procurement and implementation of Enterprise
Resource Planning Software Upgrade Project .
Recommendation 6: Add a new Community Affairs Specialist position in the Community Affairs
Staff has developed and in the process of filling a Community Affairs Program Specialist position
Department.
consistent with Strategic Plan Initiative 4.1: Support customers in meeting or exceeding state water
use efficiency standards.
Recommendation 7: Size the new campus facilities to include modest room for future growth, new Staff is implementing consistent with Strategic Plan Initiative 3.2: Reevaluate the Main Office Site
technologies, and a focus on asset management.
Renovation Project.
Recommendation 8: Consider staffing implications of taking on sewer service operations.
Staff is implementing consistent with Strategic Plan Initiative 3.3: Explore providing sewer service to
improve local groundwater quality.
Recommendation 9: Improve cross-training and backup for staff positions District-wide.
Staff is implementing consistent with Strategic Plan Initiative 6.2: Develop a succession plan and
mentorship program to cultivate leadership and professional skills.
Recommendation 10: Enhance the culture of data-driven performance and decision-making with Staff is implementing consistent with Strategic Plan Initiative 1.2: Expand the use of technology to
improved technology and processes.
enhance the customer’s experience.
Recommendation 11: Streamline the District’s payroll policies and procedures.
Staff is implementing consistent with Strategic Plan Initiative 1.3: Improve standardized policies,
procedures, and work processes across the District; and Strategic Plan Initiative 6.1: Update human
resources planning and policy documents.
Recommendation 12: Improve automation of the District’s purchasing and work order processes. Staff is implementing consistent with Strategic Plan Initiative 1.3: Improve standardized policies,
procedures, and work processes across the District; and Strategic Plan Initiative 5.2: Revise and
improve accounting and financial reporting tools.
Recommendation 13: Invest in a records management systems to improve electronic
Staff is implementing consistent with Strategic Plan Initiative 1.3: Improve standardized policies,
recordkeeping, archiving, and asset management.
procedures, and work processes across the District; and Strategic Plan Initiative 3.5: Develop and
implement an Asset Management Plan.
Recommendation 14: Review the District’s purchasing thresholds and authorization limits.
Staff will review and propose for Board consideration during development of District
Comprehensive Policy Manual consistent with Strategic Plan Initiative 1.3: Improve standardized
policies, procedures, and work processes across the District.
Recommendation 15: Develop long-term meter reading plan and associated meter renewal and
Staff is implementing consistent with Strategic Plan Initiative 3.4: Develop and implement a Meter
testing program.
Testing and Replacement Program.
Recommendation 16: Increase capacity for contract/project delivery and asset management.
Staff is implementing consistent with Strategic Plan Initiative 3.5: Develop and implement an Asset
Management Plan.
Recommendation 17: Consider developing multi-years construction contracts and/or a short list of Staff will consider implementing consistent with Strategic Plan Initiative 3.1: Establish a Pipeline
pre-screened and approved vendors for the District’s ongoing pipeline installation program.
Replacement Program.
Recommendation 18: Re-examine the Project Assistant position related to water quality reporting. Staff is implementing consistent with Strategic Plan Initiative 2.2: Employ innovative techniques and
treatment to provide high quality water.
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Raftelis Recommendation

Staff Response

Recommendation 19: Establish a long-term strategy and funding plan for capital improvements
and asset renewal.
Recommendation 20: Develop an asset management program that includes predictive renewal
and maintenance activities.
Recommendation 21: Invest in a strong Preventive Maintenance (PM) program.

Staff is implementing consistent with Strategic Plan Initiative 3.5: Develop and implement an Asset
Management Plan.
Staff is implementing consistent with Strategic Plan Initiative 3.5: Develop and implement an Asset
Management Plan.
Staff is implementing consistent with Strategic Plan Initiative 3.5: Develop and implement an Asset
Management Plan.
Recommendation 22: Discontinue the use of paper work orders and implement a GIS-based work Staff is implementing consistent with Strategic Plan Initiative 1.3: Improve standardized policies,
order/asset management system.
procedures, and work processes across the District.
Recommendation 23: Consider the use of temporary or limited term staff, apprentices, or
Staff will consider implementing consistent with Strategic Plan Initiative 6.2: Develop a succession
additional interns to help address the District’s preventive maintenance backlog.
plan and mentorship program to cultivate leadership and professional skills.
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February 3, 2022
Mr. Justin Scott-Coe, General Manager
Monte Vista Water District
10575 Central Avenue
Montclair, CA 91763
Dear Mr. Scott-Coe:
We are excited to provide the attached Organizational Assessment and Comprehensive Compensation Study to the
Monte Vista Water District (MVWD). Providing utility services is the core activity of MVWD. The services help
preserve the health, environment, and prosperity of the community. They are critically important. Providing these
services efficiently and effectively ensures that customers get high value. It is commendable that you have
commissioned this review to build upon an already strong foundation. We believe that it will help MVWD to have
continued success in addressing the community’s needs going forward.
The study evaluates MVWD’s utility organizational structures and activities, and it identifies opportunities to
enhance efficiency and effectiveness. It summarizes our analysis of staffing resources, organizational structures,
technology, asset management, financial policies and procedures, and related areas to develop recommendations.
Together with the Comprehensive Compensation Study component, it provides information on potential
organizational structure changes at the senior management level and within the engineering group, new or improved
technologies such as Computerized Maintenance Management System (CMMS) to make the organization more
efficient, and process changes to streamline operations.
The District is fortunate to be staffed with people who care deeply about the community and are passionate about
the environment and meeting customer expectations. There is a great deal of good work being done by District staff
and the recommendations in this report are intended to build on and enhance these efforts.
We are confident that the recommendations in this report will provide a useful framework to address your current
and future needs. Thank you for the opportunity to work with the MVWD.
Sincerely,

Seth Garrison
Project Manager

445 S Figueroa St Suite 1925, Los Angeles, CA 90071
www.raftelis.com

Rebekka G. Hosken
Manager
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Executive Summary
The Monte Vista Water District (MVWD or “District”) commissioned an Organizational Assessment and
Comprehensive Compensation Study to evaluate the organization and operation of the District and to
identify opportunities to enhance efficiency and effectiveness. The Comprehensive Compensation Study
portion of the analysis included a review of positions and their corresponding job descriptions, along with
comparisons with similar agencies’ positions in the region. Economic and demographic data was factored
into the analyses.
The recommendations in the study build upon the District’s already high levels of service to customers,
such as the sound record of regulatory compliance, responsiveness to pipeline failures, and excellent
customer outreach activities as compared to general industry practices and the Effective Utility
Management (EUM) framework. Recommendations consider the District’s unique operating environment,
size, and customer demographics.
Raftelis leveraged both national and peer data to make benchmarking comparisons, as well as our
experience working with over 1,200 utilities of all sizes across the country, and several in the Los Angeles
region. Benchmarks chosen were largely from the EUM framework, because data was available both for
California and for national utilities. Raftelis selected and reviewed utility data directly from the peer
utilities. Note that even though we made every attempt to achieve similar comparisons, differences in
operating conditions, data reporting, and other factors mean that all benchmarking must be taken
collectively and in context. Raftelis used a different pool of peers for the Organizational Assessment and
Comprehensive Compensation Study portions of the study, reflecting the fact that the organizational
assessment peers need to be of similar size, scope, and operating environment, while the Compensation
Study peers are agencies that largely compete in the same regions for staffing.
Compensation Study
The cost of living in San Bernardino County is higher than the national median, but it is slightly lower than
the median cost of living in California. However, the cost of living in the area served by MVWD is higher
than that experienced in other areas to the eastern end of the county, due primarily to higher housing costs.
MVWD salaries are on average higher than those offered throughout the U.S. by utilities with a customer
base ranging from 10,000 to 25,000 accounts and by board operated utilities, but they are generally aligned
with those offered by similar entities in the region because the cost of living is much higher than the national
average. The salaries offered by the MVWD appear to be slightly below peers on average. In 22 of the 33
positions reviewed (66.7%), MVWD midpoint compensation was more than 5% below the 60th percentile
of the peers.
Five positions – Executive Assistant I, Human Resources & Risk Administrator, Senior Utility Service
Worker, Administrative Assistant, and Accounting Supervisor – were paid over 15% below the comparison
60th percentile midpoint of the peers, with another five positions – Assistant General Manager/ CFO,
Customer Service Manager, Engineering/ GIS Technician, Construction Projects Coordinator, and
Facilities Maintenance Technician – paid above the comparison agency 60th percentile midpoint. All but
five of the 33 positions are paid below the 60th percentile of comparison agencies.
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Organizational Assessment
The District provides a high level of service and activities are generally efficient, particularly for a smaller
utility. Smaller utilities often operate in a reactive-only mode with chronic underinvestment in staffing and
physical assets. MVWD does struggle with high numbers of leaks and breaks on its water pipelines and
with its asset management practices, particular its management of asset data and Preventive Maintenance
(PM) activities. These areas need to be strengthened. For this reason, MVWD is investing significant
resources in a capital program to replace pipelines and enhance production well performance. These
investments will require corresponding investments in asset management processes to manage the new data
generated and to start transitioning maintenance staff from reactive pipeline repairs to more PM.
MVWD appear to be meeting all of the required functions of a utility. Some of these functions could be
strengthened or become more efficient, such as the payroll process or water metering. The use of a new
billing/Customer Information System (CIS) or an Enterprise Resource Program (ERP) and a
Computerized Maintenance Management System (CMMS) to track maintenance activities and facilitate
more PM should be considered. Many records are currently stored in cumbersome paper files and
electronic tools sometimes require workarounds.
There has been a major transition in leadership at MVWD over the last few years. New leadership is
bringing new ideas and expertise, such as increased investment in water pipeline replacement and
consideration of offering sewer services. There is also an interest in executing more design work with inhouse staff. These changes, as well as the need to balance span of control and responsibilities, may require
some organizational structure adjustments among the leadership team. Raftelis offers several options,
which could be implemented over the next several years as requirements evolve. There is no “right way”
to structure a utility, so the guidance provided is based on MVWD’s operating environment, current staff
arrangement, and our experiences of what has worked at other utilities.
The assessment includes 23 recommendations listed in Table 1 below to help improve activities and create
addition efficiency. Recommendations are numbered based upon order of discussion in this report. To
assist with implementation, however, we have categorized these recommendations as high, medium, and
low levels of priority for utility operations. Most can be implemented over time as noted in the text of this
document.
Table 1: List of Report Recommendations
Rec.
Number

Recommendation

Overlay with
MVWD Strategic
Plan (if any)

Overlay with
EUM 10
Attributes

Highest Priority
3

Choose an option for the Engineering Division to
ensure appropriate execution of the District’s
increased CIP and adoption of enhanced asset
management.

Operational
Optimization

4

Review the District Treasurer role of the AGM/CFO
and clarify reporting relationships and separation
of duties.

Operational
Optimization
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Rec.
Number

Recommendation

Overlay with
MVWD Strategic
Plan (if any)
Goal 3 Priority 2a:
Reevaluate the Main
Office Site Renovation
Project

Overlay with
EUM 10
Attributes

6

Size the new campus facilities to include modest
room for future growth, new technologies, and a
focus on asset management.

7

Carefully consider the implications of taking on
sewer service operations.

9

Move toward a culture of data-driven performance
and decision-making with improved technology
and processes.

16

Increase capacity for contract/project delivery and
asset management.

Operational
Optimization

17

Consider developing multi-years construction
contracts and/or a short list of pre-screened and
approved vendors for the District’s ongoing
pipeline installation program.

Operational
Optimization

Infrastructure
Strategy and
Performance
Infrastructure
Stability

Goal 5 Priority 2:
Revise and improve
accounting and
financial reporting
tools

Operational
Optimization

18

Re-examine the Project Assistant position related
to water quality reporting.

Employee and
Leadership
Development

19

Establish a long-term strategy and funding plan for
capital improvements and asset renewal.

Infrastructure
Strategy and
Performance

Medium Priority
1

2

Consider adjusting the span of control of the GM
and AGM/CFO to further share leadership
responsibilities and flatten the organizational
structure.
Separate the engineering, operations, and
maintenance functions.
Improve cross-training and backup for staff
positions District-wide.

8

10
11

12

Employee and
Leadership
Development
Employee and
Leadership
Development
Goal 1 Priority 1:
Increase staff training
for all District
employees to maintain
excellent customer
service

Streamline the District’s payroll policies and
procedures.

Employee and
Leadership
Development
Operational
Optimization

Improve automation of the District’s purchasing
and work order processes.

Goal 3 Priority 3a:
Develop a strategy to
monitor and reduce
system water loss

Operational
Optimization

Invest in a records management systems to
improve electronic recordkeeping, archiving, and
asset management.

Goal 7 Priority 3:
Improve the District’s
ability to respond to
and recovery from
emergencies

Enterprise
Resiliency
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Rec.
Number

13

14

15

21

22

Recommendation

Overlay with
MVWD Strategic
Plan (if any)

Overlay with
EUM 10
Attributes

Review the District’s purchasing thresholds and
authorization limits.

Goal 5 Priority 2:
Revise and improve
accounting and
financial reporting
tools

Operational
Optimization

Develop long-term meter reading plan and
associated meter renewal and testing program.

Goal 3 Priority 4a:
Develop and
implement a Meter
Testing and
Replacement Program

Operational
Optimization

Ensure that Community Affairs’ work plan includes
capacity to address water rights management and
capacity.

Goal 2 Priority 1:
Develop additional
cost-effective water
supplies through local
and regional
partnerships

Water Resource
Sustainability

Invest in a strong Preventive Maintenance (PM)
program.

Goal 3 Priority 3a:
Develop a strategy to
monitor and reduce
system water loss

Infrastructure
Strategy and
Performance

Discontinue the use of paperwork orders and
implement a GIS-based work order/asset
management system.

Operational
Optimization

Lowest Priority
5

Operational
Optimization

Consider hiring an information technology
manager for the District.

20

Develop an asset management program that
includes predictive renewal and maintenance
activities.

Goal 3 Priority 3a:
Develop a strategy to
monitor and reduce
system water loss

Infrastructure
Strategy and
Performance

23

Consider the use of temporary or limited term staff,
apprentices, or additional interns to help address
the District’s preventive maintenance backlog.

Goal 3 Priority 3a:
Develop a strategy to
monitor and reduce
system water loss

Operational
Optimization
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Introduction
Background
The Monte Vista Water District was formed in 1927 and provides retail and wholesale water service to
approximately 12,322 customer accounts and over 141,000 residents within a 30-square mile area,
including the communities of Chino, Chino Hills, and Montclair within the County of San Bernardino.
The region served by MVWD, and the surrounding areas, are comprised of diverse and growing
communities with varying median incomes and broad demographic characteristics. MVWD is within San
Bernadino County but borders three other counties including the more affluent Los Angeles and Orange
Counties. MVWD is surrounded by other utility providers of different sizes and serving different population
bases with very different community characteristics, making direct comparisons with other agencies
challenging.
The District is governed by a Board of Directors comprised of five members elected at large within the
District’s retail service territory. The District currently has 38.5 full time equivalent (FTE) employees who
work in the areas of engineering, operations, maintenance, field service, customer service, billing, finance,
human resources, community affairs, and administration. MVWD provides approximately 15 million
gallons of potable water per day on average to its customers, which it sources from a combination of District
wells and imported sources.
There has been a significant amount of senior staff turnover in recent years, mostly due to retirements. The
General Manager; Assistant General Manager/Chief Financial Officer; Director of Engineering,
Operations, and Maintenance; Operations Superintendent; Maintenance Superintendent; and Customer
Services/IT Manager are all relatively new to their positions or their positions have changed recently.
The Board of Directors, General Manager (GM), and the Assistant General Manager/Chief Financial
Officer (AGM/CFO), are leading the District through adoption of a new strategic plan (2025 Strategic
Plan) and an update of the Administrative Policy and Procedures Manual. They are also moving the
District to a performance-based operation leveraging EUM principals. The EUM framework is a set of
organizational, operational, and management guidelines and benchmarks for water and wastewater
utilities endorsed by the major industry associations, including the Water Environment Federation (WEF)
and the American Waterwork Association (AWWA), as well as the US Environmental Protection Agency
(EPA). A key reference for EUM is the Ten Attributes of Effectively Managed Water Sector Utilities (see
Figure 1 below) as presented in “The Effective Utility Management Primer.” 1 The Primer focuses on how
to help utilities achieve outstanding performance by providing high-level practice goals. EUM attributes
describe desired outcomes and provide a set of reference points, guiding utilities to balance focus on all
areas rather than one at a time. EUM is not a checklist of activities or a list of well-defined best practices.
It simply provides high-level guidance on the characteristics of a sound utility and some measures to track
that are indicators of performance. Raftelis intrinsically uses the EUM attributes as a framework and an
important reference when performing utility assessments.

1

AMWA, APWA, AWWA, NACWA, NAWC, WEF and the US Environmental Protection Agency, June 2008
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Figure 1: EUM’s Ten Attributes of Effectively Managed Water Sector Utilities

The District hired Raftelis to review its compensation and benefits to ensure competitive compensation for
staff and to recommend areas for continuous improvement, so operations are well-run and as efficient as
possible. The review included two components:
1) A compensation study to review and update job descriptions and compare District compensation
with that in other regional utilities.
2) An organizational assessment to evaluate and review the District’s business processes,
organizational structure, and assignments, and to forecast necessary staffing levels for the next
five years.

Methodology
Raftelis conducted a kick-off meeting on May 18, 2021, with the District’s GM, AGM/CFO, Human
Resources & Risk Administrator (HRRA), and Director of Engineering, Operations, and Maintenance
(DEOM). The purpose of the meeting was to discuss the scope of the project, the District’s objectives, and
to finalize the project schedule. Raftelis then submitted a data request to collect background information
and data on various organizational structures, operations, and staffing elements. Documentation reviewed
included:
• Organizational charts
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•
•
•
•
•

Staff position titles, salary ranges, and job descriptions
Staffing levels by work unit
Budgets
Annual Financial Reports
Performance/workload reports

In early June 2021, the Raftelis team conducted remote interviews via videoconference with District senior
staff, including the GM, AGM/CFO, DEOM, Water Systems (Operations) Superintendent, Maintenance
Superintendent, Accounting Manager, Human Resources & Risk Administrator, Customer Service & IT
Manager, and Community Affairs Manager in order to learn about their job duties and their areas. After
an initial review of information provided, Raftelis consultants visited the District on June 24, 2021, to
conduct onsite interviews with managers and supervisors, and to visit major facilities, including the main
District headquarters and campus of offices, water operations facilities, and several pumping and storage
facilities.
Follow up meetings and emails occurred over the next several weeks with staff to clarify our understanding
of the information provided, ask additional questions, and to discuss organizational structure and staffing
options. Raftelis made additional data requests to support observations and recommendations.
A portion of the review included comparing quantitative and qualitative organizational and staffing
information against benchmarking data from other utilities, as well as a comparison of salary ranges and
benefits by position. Because the comparison of agencies for compensation includes much different or
larger agencies that happen to be located regionally, and which may directly compete for the District’s staff
members, the list of comparison organizations for compensation was different than the list of benchmark
organizations used for operational benchmarking. The latter required a comparison of utilities of similar
size and scope to MVWD in order to ensure a closer and more fair comparison of operational practices
and resources. Economies of scale is a significant consideration for utilities, so finding similar sized
organizations was important to create accurate comparisons. We also assessed organizational aspects
against AWWA measures and the EUM framework.

ORGANIZATION STRUCTURE
The current 2021-22 organizational structure for MVWD is shown in Figure 2 below. According to its FYE
2022 Staffing Plan, the District has 40 budgeted employees (38.5 FTEs), including 1.5 District Interns (not
shown).
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General Manager
1.0 FTE

Assistant General
Manager / CFO
1.0 FTE

Community Affairs
Manager
1.0 FTE

Customer Service
& IT Manager
1.0 FTE

Customer Affairs
Coordinator
1.0 FTE

Senior Customer
Service Rep.
1.0 FTE

Water Use
Efficiency Analyst
1.0 FTE

Customer Service
Rep. II
2.0 FTE

Human Resources
& Risk
Administrator
1.0 FTE

Accounting
Supervisor
1.0 FTE

Human Resources
Assistant
1.0 FTE

Accountant
1.0 FTE

Senior Meter
Technician
1.0 FTE

Executive
Assistant
1.0 FTE

Director of
Engineering,
Operations &
Maintenance
1.0 FTE

Administrative
Assistant
1.0 FTE
Engineering /
GIS Technician
1.0 FTE

Meter
Technician II
1.0 FTE
Meter
Technician I
1.5 FTE

Projects
Assistant
1.0 FTE

Maintenance
Superintendent
1.0 FTE

Facilities
Maintenance
Technician
1.0 FTE

Senior Utility
Coordinator/
Inspector
1.0 FTE
Senior Utility
Service Worker
3.0 FTE

Water Systems
Superintendent
1.0 FTE

Water Systems
Operator III
3.0 FTE

Cross-Connection
Control Coordinator
1.0 FTE

Utility Service
Worker II
2.0 FTE

Utility Service
Worker I
4.0 FTE

Figure 2: 2021-22 Organizational Structure of MVWD
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STAFFING LEVELS
As shown in Table 2 below, authorized staffing levels in the District are quite stable. While the District has
made adjustments to specific positions over time due to reorganizations and reclassifications, overall
staffing has increased by 3.0 Full Time Equivalents (FTEs) from 37 in FY17 to 40 in FY22, an increase of
8.1%.
The Administration and Maintenance Divisions saw increases of 3.0 and 1.0 FTEs respectively, while the
Finance Division decreased by 1.0 position and interns were reduced by 0.5 FTE.
Table 2: Authorized Staffing Levels in FTEs by Division, FY17 – FY22
Adopted

FY 2021
Adopted

FY 2022
Adopted

Change
FY2017
to
FY2022

5

5

5

6

3

3

3

3

3

3

0

7

7

7

7

7

7.5

0.5

Engineering

3

3

3

3

3

3

0

Finance

3

3

3

2

2

2

-1

Maintenance

11

11

12

12

12

12

1

Operations

5

5

5

5

5

5

Interns

2

1.5

1.5

1.5

1.5

1.5

-0.5

TOTAL STAFF

37

37.5

39.5

38.5

38.5

40

3

FY2017
Amended

FY 2018
Adopted

FY 2019
Adopted

Administration

3

4

Community Affairs

3

Customer Service

Division
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Compensation
Summary
MVWD engaged Raftelis to perform a market compensation analysis for 33 full-time positions. The
Raftelis project team obtained publicly available compensation and salary structure information from peer
utilities in California and from national data compiled by the AWWA in order to inform this analysis.
The purpose of this analysis is to provide the MVWD with the necessary information to assist in attracting
and retaining highly qualified staff and to ensure compensation falls in line with staff responsibilities and
job descriptions.
After an analysis of industry, national, regional, and peer utility trends, the project team made the following
observations.
•

While the cost of living in the region of San Bernardino County served by the MVWD is higher
than the national median, it is slightly lower than the median cost of living in California. The cost
of living in the area served by MVWD is higher than that experienced in other areas of eastern San
Bernardino County, due primarily to higher housing costs.

•

MVWD salaries are on average higher than those offered throughout the U.S. by utilities with a
customer base ranging from 10,000 to 25,000 customer accounts and by board operated utilities,
but they are generally in line with those offered by similar entities in the region where the cost of
living is much higher than the national average. In comparison to the peer utilities included in this
analysis, the salaries offered by the MVWD appear to be slightly below comparison peers on
average. In 22 of the 33 positions reviewed (66.7% or two-thirds), MVWD midpoint compensation
was more than 5% below the 60th percentile of the peers.

•

Five positions – Executive Assistant I, Human Resources & Risk Administrator, Senior Utility
Service Worker, Administrative Assistant, and Accounting Supervisor – were paid over 15% below
the comparison 60th percentile midpoint of the peers.

•

Five positions – Assistant General Manager/ CFO, Customer Service Manager, Engineering/ GIS
Technician, Construction Projects Coordinator, and Facilities Maintenance Technician – are paid
above the comparison agency 60th percentile midpoint.

•

Regional competition for positions and salary comparisons among peers may drive up salaries.
This may partially explain why salaries in the MVWD peer group are higher than the California
averages, yet the cost of living is similar. Raftelis has noted this phenomenon in other areas where
there are clusters of agencies competing for the same talent. There is no direct evidence of this
occurring in the region that MVWD operates, but since salary data is publicly available to all
agencies, this is a possibility.
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Market and Economic Trends and Practices
MVWD provides retail and wholesale water service to approximately 12,322 customers in the Cities of
Montclair, Chino Hills, and Chino (partial), and the unincorporated area in western San Bernardino
County, California. MVWD also provides wholesale water service to the City of Chino Hills. MVWD
provides approximately 15 million potable gallons of water per day to its customer base. The bulk of
MVWD’s customer base reside in the City of Montclair, so the project team referenced U.S. Census Bureau
data for the City of Montclair for overall market and trend data.

LOCAL ECONOMIC CONDITIONS
The City of Montclair (City) is located in San Bernardino County, California. As of the U.S. Census
Bureau’s 2019 Population Estimates Program, the City of Montclair’s population is 40,083, which
represents a 9.4% increase from the 2010 Census (36,664). The City’s median age is 32.5, as of the 2019
American Community Survey. In Montclair, approximately 71% of the population identify as Hispanic or
Latino, 49% identify as White, 11% identify as Asian, 3% identify as Black or African American, 1%
identify as American Indian or Alaska Native, and 4% identify as two or more races. The community is
51% female, and only 73% of adults are high school graduates.
The City’s median household income is $62,024, as of the 2019 American Community Survey, and
approximately 14.6% of the community falls below the federal poverty line. The median value of owneroccupied housing units is $354,500 and median gross rent is $1,405. The following cost of living indices
were obtained from the 2021 Best Places Cost of Living Calculator. The national average cost of living is
represented in the table below as the base comparison value of 100.
Table 3: Cost of Living Comparison
Cost of Living
Grocery
Health
Median Home
Cost
Utilities
Transportation
Miscellaneous
Overall

100.6
86.9

San
Bernardino
County
98.3
86.9

Los
Angeles
County
104.1
89.4

$434,000

$347,600

103.6
115.2
101.7
129.3

109.7
114.6
100.9
117.8

City of
Montclair

Riverside
County

Orange
County

California

United
States

99.3
87.8

105.1
95.9

105.1
92.4

100
100

$629,300

$382,300

$712,500

$552,800

$231,200

96.2
162.1
103.3
164.7

109.4
149.4
100.9
129.4

98.6
115.2
104.6
167.7

102.4
133.1
103.7
149.9

100
100
100
100

The cost of living in the region served by the MVWD varies significantly. In adjacent Los Angeles and
Orange Counties, the cost of living is much higher than even the State-wide average; this is driven primarily
by the high median home costs. Riverside County is also more expensive than San Bernardino County,
though cheaper than the State-wide average cost of living. Adjacent counties outside of the District’s service
area were included in this analysis because of their proximity to MVWD. These regions have a higher cost
of living than San Bernardino County and influence the cost of service provided by the District.
While the City of Montclair is somewhat more expensive to live in than the bulk of San Bernardino County,
the City has a lower cost of living than the State-wide average.
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TOTAL AND PROJECTED ANNUAL SALARY BUDGET INCREASES
The following table illustrates the annual actual salary budget increases for employers nationwide in 2020
and the projected mean and median annual increases for 2021. These figures encompass all industries and
are not specific to water utilities.
Table 4: Annual Salary Budget Increases 2
Position Category
Officers/Executives
Exempt, Salaried
Nonexempt, Hourly
All

Actual 2020 Total Salary Budget Increases
National Mean – All National Median –
Employers
All Employers
2.9%
3.0%
2.9%
3.0%
2.8%
3.0%
2.9%
3.0%

Projected 2021 Salary Budget Increases
National Mean – All National Median –
Employers
All Employers
2.9%
3.0%
2.9%
3.0%
2.9%
3.0%
2.9%
3.0%

ACTUAL AND PROJECTED SALARY STRUCTURE ADJUSTMENT
Most water utilities establish a salary structure through which employees are compensated in a hierarchy
of pay ranges with predetermined minimum and maximum salaries. These pay ranges typically increase
by approximately 2-3% per year, both through structure adjustments and salary increases. The table below
highlights the actual and projected salary structure adjustments in 2020 and the projected adjustments in
2021 for all utilities.
Table 5: Actual and Projected Median Salary Structure Adjustments 3
Position Category
Executives
Managers
Supervisors
Staff

Projected 2020
2.50%
2.50%
2.50%
2.50%

Actual 2020
2.30%
2.50%
2.45%
2.50%

Projected 2021
2.00%
2.50%
2.25%
2.50%

CONSUMER PRICE INDEX
The Consumer Price Index for all urban wage consumers (CPI-U) increased by an average of 1.2%
nationally in 2020, while the CPI-U in the Riverside-San Bernardino-Ontario region increased by an
average of 1.9% in 2020. The CPI-U in the Los Angeles-Long Beach-Anaheim region has increased at a
slower rate than in neighboring Riverside-San Bernardino-Ontario, with an annual average increase of
1.6% in 2020. The following table highlights the 12-month percent change in CPI-U nationally and in the
Riverside-San Bernardino-Ontario and Los Angeles-Long Beach-Anaheim regions.

2
3

WorldatWork 2020-2021 Salary Budget Survey
2020 AWWA Compensation Survey – Medium-Sized Water and Wastewater Utilities
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Table 6: National and Regional CPI-U Comparison 4
Region
United States
Riverside-San Bernardino-Ontario
Los Angeles-Long BeachAnaheim

1.2%
1.9%

12-Month
Increase,
January 2021
1.4%
2.2%

12-Month
Increase,
March 2021
2.6%
3.6%

12-Month
Increase,
May 2021
5.0%
5.9%

1.6%

0.9%

2.2%

3.9%

2020 Annual
Average Increase

The differences in the 12-month percent changes experienced in these two regions so far in 2021 is notable.
In May 2021, the percent increase was significantly lower (3.9%) in Los Angeles-Long Beach-Anaheim
than in Riverside-San Bernardino-Ontario (5.9%).

UNEMPLOYMENT RATES
As of May 2021, the United States had an unemployment rate of 5.5%, California had an unemployment
rate of 7.9%, and the Riverside-San Bernardino-Ontario region had an unemployment rate of 7.2%. In the
same month, the Los Angeles-Long Beach-Anaheim region had an unemployment rate of 9.1%. These
rates are substantially lower than those observed in 2020 following the onset of the COVID-19 pandemic
and may be a short-term aberration. It is important to understand unemployment rates, as they are an
indicator of job competition and may require an increase in total compensation to attract talented staff in
a competitive market.

Monte Vista Water District and AWWA Data
The following table illustrates a comparison between the pay range midpoint for MVWD employees and
the AWWA median and midpoint of average salary ranges for similar positions in medium-sized utilities.
The AWWA salary data is further distinguished between board operated (governed) utilities, utilities with
10,000 to 25,000 customers, utilities in California, and all medium-sized utilities included in the salary
survey. Note that each grouping has their similarities and differences with MVWD; for example, utilities
that are not board operated (governed) and are governed directly by a municipality may have different job
functions for some positions because they rely on the parent municipality for some support functions.
The titles and job descriptions of positions at MVWD and positions included in the AWWA benchmark
data are not exactly the same but are reasonably similar in many cases. The AWWA data does not include
comparable positions for several job titles at MVWD, such as the Assistant General Manager/CFO and
Construction Projects Coordinator. Those positions are omitted from the following table. The AWWA
data also does not include customer service support or administrative support positions, so the
Administrative Assistant, Executive Assistant, and Customer Service Representative positions were
compared more closely to similar positions in peer communities.
When compared to Board Operated water utilities, water utilities with 10,000 to 25,000 customer accounts,
water utilities in California, and all water utilities nationwide, the salaries offered by the MVWD tend to
surpass average compensation provided by other utilities. The salaries provided to MVWD’s executive and
managerial staff appear to significantly exceed the averages offered by other utilities in the AWWA study.
4

U.S. Bureau of Labor Statistics, https://www.bls.gov/cpi/
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Table 7: 2020 AWWA Salary Survey – Medium Sized Utilities
Board Operated
MVWD Job Title

2022 MVWD
Salary
Midpoint

General Manager
Director of
Engineering,
Operations, &
Maintenance
Director of
Engineering,
Operations, &
Maintenance
Community Affairs
Manager
HR & Risk
Administrator
Maintenance
Superintendent
Water Systems
Superintendent
Customer Service
Supervisor
Senior Utility
Coordinator /
Inspector
Water Systems
Operator III

All

Median

Average

Median

Average

Median

Average

Median

Average

Top Executive

$135,983

$147,058

$128,205

$138,774

$202,986

$193,457

$145,000

$153,283

$178,631

Top Operations &
Maintenance
Executive

$112,742

$117,892

$117,600

$112,437

$164,481

$166,227

$112,742

$118,729

$178,631

Top Engineering
Executive

$126,262

$125,255

$133,952

$131,381

$147,879

$145,884

$119,862

$122,332

$119,184

Community Affairs
Manager

N/A

N/A

N/A

N/A

N/A

N/A

$90,017

$86,033

$119,184

Top HR Executive

$90,168

$92,655

$87,003

$98,394

$111,429

$115,578

$92,964

$98,131

$76,563

$82,301

$74,711

$73,460

$106,327

$102,636

$76,623

$78,164

$94,570

$95,137

$82,300

$83,335

$111,218

$110,455

$84,550

$85,993

$71,661

$74,071

$78,000

$82,363

$90,193

$85,587

$68,739

$73,048

$76,563

$82,301

$74,711

$73,460

$106,327

$102,636

$76,623

$78,164

$63,831

$65,614

$65,185

$65,340

$79,602

$80,802

$60,618

$62,665

$56,493

$57,036

$76,190

$73,165

N/A

N/A

$58,656

$59,579

$91,091

$91,715

$94,134

$97,184

$115,669

$111,526

$91,091

$92,038

$67,756

$69,286

N/A

N/A

N/A

N/A

$66,352

$67,952

$80,000

$67,758

N/A

N/A

$54,649

$55,866

$65,185

$65,340

$79,602

$80,802

$60,618

$62,665

$119,184
$119,184
$95,940
$89,253
$83,034
$83,034

Accounting
Supervisor

$95,940

MONTE VISTA WATER DISTRICT

California

$234,686

Accountant

Engineering / GIS
Technician
Engineering / GIS
Technician
Senior Utility Service
Worker

AWWA Job Title

10,000 – 25,000
Customers

$77,231

Water
Maintenance
Manager
Water Operations
Manager
Customer Service
Manager
Water
Maintenance
Manager
Water Distribution
Operator—Senior
Accountant—
Intermediate
Accounting
Manager /
Controller
Engineer—
Associate

$77,231

GIS Technician

$55,474

$57,225

$77,231

Water Distribution
Operator—Senior

$63,831

$65,614
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Board Operated
Water Use Efficiency
Analyst

$77,231

Water Systems
Operator II

$73,560

Billing Technician

$63,523

Utility Service Worker
II

10,000 – 25,000
Customers

California

All

Conservation
Manager
Water Distribution
Operator—
Intermediate
Service Contract
Specialist

N/A

N/A

N/A

N/A

$93,048

$91,840

$80,890

$80,532

$55,658

$54,587

$57,000

$56,858

$66,477

$67,120

$51,126

$52,080

$48,906

$54,023

N/A

N/A

N/A

N/A

$57,262

$58,509

$63,523

Mechanic—Water

$60,093

$63,843

N/A

N/A

N/A

N/A

$55,893

$56,740

Water Systems
Operator I

$60,507

$45,718

$45,971

$49,684

$51,419

$59,454

$59,924

$44,044

$44,795

Utility Service Worker
I

Water Distribution
Operator—
Associate

$57,627

Mechanic—Water

$60,093

$63,843

N/A

N/A

N/A

N/A

$55,893

$56,740
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Water Utility Peers Data
As a part of this effort, similar water utilities in California were analyzed. The salary information for the
peer utilities included in this analysis was obtained from the State Controller’s Government Compensation
in California website (publicpay.ca.gov), and in some cases from the utilities directly. It should be noted
that the salary data for the MVWD was pulled from the District’s 2022 compensation schedule and
compared to peers’ 2022 reported salaries, which is the most recent publicly available data. To draw
comparisons between different position titles and most closely align position titles in peer organizations to
positions in the MVWD, the project team utilized publicly available job descriptions from peer
organizations. Below are a table summarizing the peer water utilities and a map including the location of
each utility.
Table 8: Peer Utilities Information
Utility

Location

Crescenta Valley Water District

Los Angeles County

Cucamonga Valley Water District

San Bernardino County

27

Number of
Accounts
8,200

128.25

48,000

FTE Count

Rowland Water District

Los Angeles County

27

13,800

Valley County Water District

Los Angeles County

42

12,470

West Valley Water District

San Bernardino County

87

22,000

Yucaipa Valley Water District

San Bernardino County

73

17,006

Mesa Water District

Orange County

57

25,032

Yorba Linda Water District

Orange County

81.5

25,350

Walnut Valley Water District

Los Angeles County

57

27,370

Jurupa Community Services District

Riverside County

51.5*

32,300

76

25,080

East Valley Water District
*Water operations only

MONTE VISTA WATER DISTRICT
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Figure 3: Map of Benchmarked Utilities
Most of the peer utilities included in this analysis service communities within San Bernardino County,
though several serve areas in neighboring Los Angeles County, Riverside County, and Orange County.
The cost of living in these counties varies, with the highest cost of living in Los Angeles County. The
disparities in cost of living are only marginally reflected in the salary levels of the peer utilities that serve
those communities. The data also does not show a significant salary disparity between those utilities in the
far eastern areas of San Bernardino County and those in the higher cost areas of Los Angeles and Orange
County. This could be because most are competing against each other for roughly the same talent pool.
The lack of a significant salary disparity suggests that a peer salary sample is somewhat insensitive to the
utilities chosen, as long as they are in the general region.
Summary tables are provided below. Full study results have been provided as Attachment A to this report.
In the table below, the percent of peers’ salary column illustrates the FY 2021-22 MVWD salary midpoint
as a percentage of the average peer salary midpoint. All peer data was for FY 2021-22 as well. When a
peer’s job description was deemed comparable to MVWD’s based upon job duties, supervisory level, and
education and experience requirements, it has been included.
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Table 9: FY 2021-22 Peer Salary Summary
Average
FY22
Peer Salary
Midpoint

Average
FY22
Peer Salary
Minimum

Average
FY22
Peer Salary
Maximum

Number
of Peers

$234,686

$264,361

$252,757

$275,964

8

$219,336

$211,826

$178,038

$245,615

6

$178,631

$172,612

$148,306

$196,918

11

Water Systems Superintendent

$119,184

$125,366

$108,313

$142,418

9

Maintenance Superintendent

$119,184

$116,874

$100,105

$133,643

7

Community Affairs Manager

$119,184

$126,407

$110,379

$142,434

6

Customer Service Manager

$119,184

$112,774

$94,794

$130,755

6

HR & Risk Administrator

$119,184

$158,040

$135,618

$180,463

6

Executive Assistant II

$103,158

$112,561

$95,012

$130,109

5

Customer Service Supervisor

$95,940

$105,109

$89,471

$120,746

9

Accounting Supervisor

$95,940

$110,752

$96,247

$125,257

6

$89,253

$96,806

$82,540

$111,072

7

$89,253

$84,136

$74,172

$94,099

2

$83,034

$79,704

$68,761

$90,646

8

Water Systems Operator III

$83,034

$89,848

$77,947

$101,749

9

Accountant

$83,034

$86,428

$75,300

$97,556

5

Senior Utility Service Worker

$77,231

$86,616

$76,597

$96,636

6

Engineering / GIS Technician

$77,231

$72,870

$62,988

$82,753

5

$77,231

$78,417

$68,192

$88,643

7

$77,231

$69,194

$60,162

$78,225

7

Executive Assistant I

$77,231

$110,082

$95,195

$124,969

7

Water Use Efficiency Analyst

$77,231

$82,625

$72,105

$93,145

5

Water Systems Operator II

$73,560

$77,785

$67,433

$88,137

10

Projects Assistant

$73,560

$79,027

$68,746

$89,307

5

Senior Customer Service
Representative

$70,044

$71,282

$61,307

$81,257

8

MVWD Job Title
General Manager 5
Assistant General
Manager/CFO 6
Director of Engineering,
Operations, & Maintenance

Senior Utility Coordinator /
Inspector
Construction Projects
Coordinator
Community Affairs
Coordinator

Cross-Connection Control
Coordinator
Facilities Maintenance
Technician

MVWD
FY22
Salary
Midpoint

5
The MVWD 2021 Compensation Schedule only includes a maximum annual salary for the General Manager
and Assistant General Manager/CFO positions as they work for specific contracted amounts. The minimum,
maximum, and midpoint are the same for these two positions.
6
The MVWD 2021 Compensation Schedule only includes a maximum annual salary for the General Manager
and Assistant General Manager/CFO positions as they work for specific contracted amounts. The minimum,
maximum, and midpoint are the same for these two positions.
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MVWD
FY22
Salary
Midpoint

MVWD Job Title

Average
FY22
Peer Salary
Midpoint

Average
FY22
Peer Salary
Minimum

Average
FY22
Peer Salary
Maximum

Number
of Peers

Utility Service Worker II

$63,523

$61,494

$61,131

$79,426

7

Meter Technician II

$63,523

$69,405

$60,556

$78,254

4

Water Systems Operator I

$60,507

$68,864

$59,499

$78,230

9

Customer Service
Representative II

$57,627

$61,393

$52,889

$69,896

6

Utility Service Worker I

$57,627

$62,796

$54,551

$71,041

7

Meter Technician I

$57,627

$61,546

$53,999

$69,092

8

Administrative Assistant

$52,260

$63,287

$54,836

$71,738

6

Customer Service
Representative I

$49,775

$56,195

$48,591

$63,798

11

Table 10: FY22 Midpoint and 60th Percentile Comparisons

MVWD Job Title

General Manager

MVWD
FY22
Salary
Midpoint

FY22
Average
Peer Salary
Midpoint

MVWD
FY22
Midpoint
Compared
to Peers’
60%

60% of
Peer
Average
Range

$234,686

$264,361

$261,135

-10.13%

$219,336

$211,826

$217,644

+0.78%

$178,630

$172,612

$182,712

-2.23%

Water Systems Superintendent

$119,184

$125,366

$127,196

-6.30%

Maintenance Superintendent

$119,184

$116,874

$121,685

-2.06%

Community Affairs Manager

$119,184

$126,407

$131,810

-9.58%

HR & Risk Administrator

$119,184

$158,040

$159,828

-25.43%

Executive Assistant II

$103,158

$112,561

$111,573

-7.54%

Customer Service Manager

$119,184

$112,774

$118,224

+0.81%

Customer Service Supervisor

$95,940

$105,109

$110,214

-12.95%

Accounting Supervisor

$95,940

$110,752

$113,870

-15.75%

$89,253

$96,806

$97,109

-8.09%

$89,253

$84,136

$86,581

+3.09%

$83,034

$79,704

$84,868

-2.16%

Water Systems Operator III

$83,034

$89,848

$93,142

-10.85%

Accountant

$83,034

$86,428

$86,880

-4.43%

Senior Utility Service Worker

$77,230

$86,616

$93,663

-17.54%

Assistant General
Manager/CFO
Director of Engineering,
Operations, & Maintenance

Senior Utility Coordinator /
Inspector
Construction Projects
Coordinator
Community Affairs
Coordinator
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MVWD Job Title

Engineering / GIS Technician

MVWD
FY22
Salary
Midpoint

FY22
Average
Peer Salary
Midpoint

MVWD
FY22
Midpoint
Compared
to Peers’
60%

60% of
Peer
Average
Range

$77,230

$72,870

$76,539

+0.90%

$77,230

$78,417

$80,904

-4.54%

$77,230

$69,194

$71,210

+8.45%

Executive Assistant I

$77,230

$110,082

$110,286

-29.97%

Water Use Efficiency Analyst

$77,230

$82,625

$80,559

-4.13%

Water Systems Operator II

$73,560

$77,785

$80,040

-8.10%

Projects Assistant

$73,560

$79,027

$77,636

-5.25%

Senior Customer Service
Representative

$70,044

$71,282

$73,591

-4.82%

Utility Service Worker II

$63,523

$61,494

$69,508

-8.61%

Meter Technician II

$63,523

$69,405

$69,292

-8.33%

Water Systems Operator I

$60,507

$68,864

$69,644

-13.12%

Customer Service
Representative II

$57,626

$61,393

$64,548

-10.72%

Utility Service Worker I

$57,626

$62,796

$64,758

-11.01%

Meter Technician I

$57,626

$61,546

$62,214

-7.37%

Administrative Assistant

$52.260

$63,287

$62,514

-16.40%

Customer Service
Representative I

$49,775

$56,195

$57,437

-13.34%

Cross-Connection Control
Coordinator
Facilities Maintenance
Technician

Figure 4 below shows position status as compared to the 60% percentile of comparison agencies is shown
below:
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Figure 5: Percent Above/Below Comparison Agency 60th Percentile
Facilities Maintenance Technician
Constr. Projects Coord.
Engineering / GIS Technician
Customer Service Manager
Asst. GM / CFO
Maintenance Superintendent
Community Affairs Coordinator
Director of EOM
Water Use Efficiency Analyst
Accountant
Cross-Connection Control Coord.
Sr. CSR
Projects Assistant
Water Systems Superintendent
Meter Technician I
Executive Assistant II
Sr. Utility Coordinator/Inspector
Water Systems Operator II
Meter Technician II
Utility Service Worker II
Community Affairs Manager
General Manager
CSR II
Water Systems Operator III
Utility Service Worker I
Customer Service Supervisor
Water Systems Operator I
CSR II
Accounting Supervisor
Admin. Assistant
Sr. Utility Service Worker
HR & Risk Admin.
Executive Assistant I
-35% -30% -25% -20% -15% -10%
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Benefits Comparison
As a part of this compensation study, it is important to also understand the benefits offered by peer utilities. The following table summarizes the
benefits offered by the peer utilities referenced above.
Table 11: Peer Utility Benefit Comparison
Water Utility

Monte Vista
Water District

Crescenta
Valley Water
District

Cucamonga
Valley Water
District

Retirement Benefits
CalPERS
Classic Members
• 2.5% @ 55
• 8% employee contribution
New Members
• 2% @ 62
• Employee pays 50% of cost
of plan
CalPERS
Classic Members
• 2% @ 55
PEPRA
• 2% @ 62
CalPERS
Classic Members
• Tier 1 – PERS 2.5% @ 55.
Members pay 8% as a pretax contribution effective
1/3/2021
• Tier 2 – PERS 2% @ 60 plan.
Members pay 7% as a pretax contribution effective
1/5/2020
New Members
• Tier 3 – PERS 2% @ 62.
New members pay 6.5% as
pre-tax contribution
effective 7/1/2020

MONTE VISTA WATER DISTRICT

Health Coverage
• Medical benefits through CalPERS
• Dental coverage through Cypress Hybrid
• Vision coverage through Medical Eye Services

• Anthem Blue Cross (PPO)
• Prior to 2020 they had lifetime medical, but no longer offer that
to staff

Hourly and mid-management positions
• District pays 85% of premiums, employee pays 15% for medical,
dental, and vision plans where the combined monthly premiums
exceed $564.71
Executive management employees
• District pays 80% and the employee pays 20% for medical,
dental and vision plans where the combined monthly premiums
exceed $600.00
Outside Coverage
• For full-time, regular employees with health insurance coverage
other than offered by the District, $480.00 per month is allotted
to participate in any health and insurance benefits offered by
the District, with any remainder, after purchase of said benefits,
to be taken in cash

Leave Benefits
• Vacation leave
• 13 paid holidays, including 1 floating
• 8 hours of sick leave per month

•
•
•
•

11 sick days per year
80-160 hours of vacation leave per year
7 days of additional leave offered to Managers
Paid holidays, including 3 floating holidays

• 10 vacation days after 1 year of service; 20 days
after 10 years
• 12 sick days per year
• 10 paid holidays
• 3 personal paid days
• Administrative leave for exempt employees—5
days for General Managers/Assistant General
Managers, 3 days for Managers, and 2 days for
Supervisors
• 4 days of bereavement leave per occurrence
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Water Utility

East Valley
Water District

Jurupa CSD

Retirement Benefits
CalPERS
Classic Members
2.7% at 55
New Members
2% at 62

CALPERS
Classic Members
2.7% at 55
If hired after 7/1/14, 5% of
employee portion paid by
District.

Health Coverage

• District covers 100% of employee’s selected dental and vision
plan for employee and their qualified dependents
• District offers 3 PPO and 3 HMO plans to choose from
• District offers a PPO/EPO dental plan, HMO dental plan, and
voluntary vision plan paid by employee

• Offers CalPERS health benefits with various HMO and PPO plans
• District paid dental through Delta Dental.
• Vision offered through VSP paid by employee

Leave Benefits
• 13 paid holidays
• Administrative Leave
• Executive Management = 64 hours/year
• Senior Management = 56 hours/year
• Management = 48 hours/year
• Professional/Supervisory = 40 hours/year
• 104 hours of sick leave per year
• 80 hours earned annual vacation leave per year
with increase after 3 years
• 11 paid holidays per year, plus two floating
holidays
• Earn up to 25 vacation days per year based on
years of service
• 12 sick days per year

New Members
2% at 62

Mesa Water
District

Rowland
Water District

CalPERS
Classic Members
• 2% @ 55, 7% employee
contribution
PEPRA
• 2% @ 62, 7.25% employee
contribution
CalPERS
Classic Members
• 2.5% @ 55
• 100% of contributions paid
by the District
New Members
• 2% @ 62
• 50% contribution by
employer, 50% contribution

MONTE VISTA WATER DISTRICT

• Cafeteria Plan—$1,600 “Flex Credit” per month to be used
towards health benefits including medical, dental and vision
• 10 medical plans offered by CalPERS: Kaiser HMO Plan, Blue
Shield Access+ HMA Plan, Anthem HMO Select, Anthem HMO
Traditional, Health Net Salud y Mas, Health Net SmartCare,
UnitedHealthcare, PERS Select, PERS Choice, and PERs Care

•
•
•
•

88-160 hours of vacation leave annually
96 sick hours per year
12 paid holidays
9 floating holiday hours per year

• District pays full cost of health insurance coverage for the
employee, their spouse, and dependents with a group plan
• Group dental and vision plans, with 100% of premiums paid by
the District

•
•
•
•

80-160 hours of vacation leave annually
12 sick days per year
11.5 paid holidays
Possibility to accrue 27 hours of compensatory
time off
Paid administrative leave for exempt employees
3–5-day bereavement leave
2-hour voting leave
4 months of unpaid pregnancy leave

•
•
•
•
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Water Utility

Valley County
Water District

Walnut Valley
Water District

West Valley
Water District

Yorba Linda
Water District

Retirement Benefits
by employee to cover cost
of pension benefit
• CalPERS
• District pays 8% of
employee normal member
contributions

Health Coverage

Leave Benefits

• Group health, dental, and vision insurance plans for employees
and dependents, fully paid for by the District
• CalPERS Health Benefits Plan
• ACWA Delta Dental Plan
• Vision Services Plan
• Group employee assistance program

• 80-200+ hours of vacation per year
• 3.69 hours of sick leave accrued per 2-week time
period, indefinitely
• 12 weeks of unpaid pregnancy leave
• Voting leave
• 40 hours of bereavement leave per occurrence

CalPERS

• Offers medical, dental, and vision coverage with employees
sharing in the cost when the cost exceeds amount provided by
the District

CalPERS
Classic Members
• 2% @ 55
• 100% of contributions paid
by the District

• 100% of health, dental, and vision plan costs paid by the District
for employees and dependents

PEPRA
• 2% @ 62

CalPERS
Class Members
• Tier 1: 2% @ 55, 7%
employee contribution
• Tier 2: 2% @ 60, 7%
employee contribution

Unknown

•
•
•
•
•
•
•
•
•
•

• 100% of premiums for health, dental, and vision plan costs
paid by the District for employees; 67% of premium costs for
dependents covered by the District

80-200 hours of vacation per year
14 paid holidays, including 2 floating
3.7 sick hours per bi-weekly pay period
80 hours of administrative leave for Executive
Management staff, 120 hours for the General
Manager and Assistant General Managers
5-day bereavement leave per occurrence
Up to 693 hours of unpaid pregnancy leave
Voting leave
School activities/school appearance leave
Organ and bone marrow donation leave
Crime victim leave

• 80-180 hours of vacation per year
• 96.2 sick hours per year (3.7 per pay period)

New Members (Hired 2013
or later)
• 2% @62, 6.75% employee
contribution
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Water Utility

Yucaipa Valley
Water District

Retirement Benefits

Health Coverage

Leave Benefits

CalPERS
Classic Members
• 7% contribution by
employee

Health benefit premiums paid by employer at the following
rates:
• $675 for single general or exempt employee
• $1,755 for family coverage of general and exempt employees
• $1,638 for all coverage levels for supervisory employees

Unknown

New Members
• 2% @ 60
• 8% contribution by
employee

Dental plan premiums paid by employer at the following rates:
• $35 for a single employee, $92 for family coverage for an
employee
Vision plan offered; premiums paid by employee

It should be noted that several of the peer utilities included in this analysis pay 100% of the costs for medical, dental, and vision plans for their
employees and their dependents. The MVWD does not currently offer this benefit.
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Discussion & Observations
All positions except for one, the Construction Projects Coordinator position, were compared to at least four and
often more similar positions at peer agencies. The Raftelis project team noted that it is difficult to make peer
comparisons for the Construction Projects Coordinator position, as only two peers had similar positions; all other
positions had four or more peers for comparison. However, each of the comparison positions for the Construction
Projects Coordinator were very similar and the salaries fairly comparable, suggesting that a larger pool may not be
needed.

Conclusions
While District salaries are higher than both national and State-wide averages, most are below salaries offered by
regional comparison utility organizations. This suggests they are generally appropriate, given the higher costs of
living in the region on average.
Higher regional salaries cannot be explained by a higher cost of living alone, as the region served by the District
offers a similar cost of living to the State-wide average. The higher salaries are likely, at least partially, the result of
increased competition for skilled workers and salary comparisons among the peers. Raftelis has noted this
phenomenon in other areas where there are clusters of agencies competing for the same talent. There is no direct
evidence of this occurring in the region that MVWD operates, but since salary data is publicly available to all agencies
this is a possibility.
Salary adjustments are justifiable for several positions at MVWD, so long as job responsibilities of peers align with
the actual work staff are performing.
Minor salary adjustment may also be necessary for positions with high levels of regional competition, such as the
Customer Service Representative position. Note that the labor market is highly variable because of the COVID-19
pandemic, and conditions may be transient.
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Operational Assessment
In this section of the report, we will share data from benchmarking MVWD operations with other comparison
agencies. We will also make recommendations to assist the District in improving organization structure and staffing
levels to meet service expectations over the next five years and to improve the efficiency of operations.

Comparison Data – Operational Benchmarking
Raftelis considered comparison data from a series of utilities that are similar to MVWD in terms of operating
conditions, size, and services provided, as shown in Table 12 below. These comparison agencies are within four
California counties: Los Angeles, San Bernardino, Riverside, and Orange. The comparison agencies’ number of
water accounts range from 5,500 to 25,000, deliver between just over 1 MGD to 45 MGD, and employ between 27
and 87 full-time equivalents (FTEs). Every comparison agency used is a water district and has the term “Water
District” in its name; for simplicity and space-saving reasons, the term “Water District” has been omitted from their
names.
Table 12: Comparison Agency Data – Operations Benchmarking
Services Provided

Total FTEs

Approximate
Accounts

Water
Delivered
(MGD)

Monte Vista

Water only

37

12,300

14.0

Beaumont – Cherry Valley

Water only

45

19,700

10.5

Water, sewer conveyance

27

8,200

3.0

Water, sewer treatment

43

10,800

2.2

Joshua Basin

Water only

28

5,500

1.4

Mesa

Water only

57

25,000

14.4

Water, Sewer treatment

49

13,200

7.4

Rowland

Water only

27

13,800

8.6

Valley County

Water only

42

12,500

6.3

West Valley

Water only

87

22,000

13.7

Yorba Linda

Water, Sewer conveyance

81.5

25,400

45.0

Water, sewer treatment

73

17,000

11.0

Utility

Crescenta Valley
Hi-Desert

Mission Springs

Yucaipa

Only districts were selected for comparison, since water utilities that are part of larger municipal governments tend
to have different organizational structures and operating models. They commonly share services such as fleet
management, accounting, and IT with other municipal functions. This makes them less applicable for organizational
benchmarking.
At an organizational level, there are several high-level staffing benchmarks that are commonly cited across the
industry and by EUM – namely, the number of accounts served per FTE and million gallons per day (MGD) treated
per FTE. Figure 6 shows that most of the peer utilities serve between 200 and 350 accounts per FTE. MVWD is on
the upper end of this range with 333 accounts per FTE. The implication is that serving more accounts per FTE
indicates that an organization is leaner (in terms of staffing) or more efficient. However, operational differences,
treatment processes, water sources, and system demographics can have a significant impact on staffing, so this
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benchmark alone is not sufficient to draw conclusions. Figure 6 also presents the 25th percentile, median, and 75th
percentiles of Accounts per FTE for water utilities contained in AWWA Utility Benchmarking. The participants in
AWWA Utility Benchmarking tend to be larger, high-performing utilities, whereas the peer utilities tend to be smaller
organizations that are not able to take advantage of the same economies of scale. Despite the lack of economies of
scale, MVWD fares well compared to the AWWA survey data.

Accounts per FTE
700
600
500
400
300
200
100
0

AWWA 25th Percentile

AWWA Median

AWWA 75th Percentile

Figure 6: Accounts per FTE

A second way to examine staffing levels for comparisons across utilities is through water production levels,
measured in MGD per employee. Figure 7 shows the MGD of water delivered per FTE for the peer group. In
comparing Figure 6 and Figure 7, one can see that the peers have been re-ordered. Differences between the two
figures are generally due to differences in per account consumption. Ironically, a utility that indicates lean staffing
on a per account basis can appear less lean if it serves accounts that use a relatively small amount of water. The
prevalence of multi-family housing, agricultural use, lot sizes, infrastructure age, and many other factors can
influence MGD produced per employee. A big factor is often the amount of non-revenue water. If a system is losing
a lot of water, then it may appear more efficient in terms of water production per FTE. MVWD has the third highest
water production per FTE of the peer group, similar to its relative performance in accounts per FTE. Figure 7 also
presents the 25th percentile, median, and 75th percentiles of MGD per FTE as reported for water utilities in the
AWWA Utility Benchmarking. While the majority of peers were at or below the 25th percentile in Figure 6, most
peers are at or above the 25th percentile in Figure 7. While the peer utilities still lack the economies of scale of larger
utilities, most peers rely on groundwater or imported water, which generally requires fewer staff in order to deliver
treated water to customers.
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Figure 7: MGD per FTE
Overall staffing levels can be an indicator of an organization’s efficiency, though utilities have wide latitude as to
what functions they perform in-house versus outsource. A utility that appears leanly staffed may make wide use of
contract services and another utility may be more heavily staffed yet perform most duties in-house. Both utilities can
be efficient, high-performing utilities, but they are achieving the goal in different ways.
Figure 8 shows the relative distribution of job functions across a number of the peer organizations. Some job
categories, such as Operations & Maintenance (O&M), are fairly consistent across the organizations. However, the
more “specialized” components of the organizations show variability as to how they are staffed. For instance,
Engineering is represented by bright red bars. Based on the width of the bars some utilities, such as Beaumont –
Cherry Valley or Yorba Linda, have engineering groups, while others likely only employ one or two engineers, and
in the case of several utilities, none. This data shows differences in how organizations choose to staff functions.
Those that have few or no engineering staff likely outsource a majority of their engineering work.
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Figure 8: Job Functions
EUM and the industry does not provide best practices for staffing functions. Best practices are centered around
activities performed and the relative efficiency of performance. For example, there is no “correct” number of
engineering staff at a utility, only measures pertaining to efficiently delivering engineering activities, such as
delivering a Capital Improvement Plan (CIP). These activities can be delivered by various combinations of in-house
and contract resources.
Other comparisons to gauge the relative performance of utilities are centered around the three major utility
expense/investment types: O&M, capital, and debt service. While the use of operating expenditures per account can
be an indication of the performance or efficiency of a utility, it should be noted that a large portion of a utility’s O&M
costs are essentially fixed – they have little influence over the costs of purchased water, chemicals, or power needed
to provide service. Moreover, the peer utilities rely on purchased raw and/or treated water from third-party sources
to varying degrees, which counts as an O&M expense. MVWD has the second highest operating expenses per
account among its peers which can be, in part, due to its role as a wholesale provider with a single customer. For this
reason, it is difficult to extract separate costs out and provide an accurate “apples to apples” comparison.
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Figure 9 presents the most recent annual capital budget per account for the peer utilities. Similar to O&M expenses
per account, MVWD has the second-highest annual capital investment per account. Operating expenses tend not to
fluctuate much from year to year unless there is a major change in operations or a significant one-time expense.
Capital expenses, though, can be highly variable from year to year as big projects are periodically tackled. Different
utilities may be in different capital replacement cycles, which can influence spending levels. Newer systems require
less investment, while older ones are often catching up on delayed capital investment. While MVWD does have the
second highest capital spending per account, it ranks toward the top of a consistent continuum between the lowest
capital spending utilities and the highest.
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Figure 9: Annual Capital Budget per Account
There is a cohort of utilities among the peers that spends relatively little on their capital budget and a cohort that
spends significantly more. As indicated in the previous paragraph, there may be a number of reasons for these two
cohorts. Some of the utilities in the low spending cohort may have made significant investments in previous years
and are simply in a down spending cycle. Other may have newer systems and do not require significant capital
investment at this time. A few may be neglecting capital investment to keep rates low or to offset expenses in other
areas. Those in the higher spending cohort may be working on one or more big capital projects or are trying to catch
up with capital needs. Based on the described needs at MVWD, the capital spending needs per account appear
reasonable.
The amount of debt service per account reflects past capital spending and borrowing decisions. High amounts of debt
service can be due to large, recent capital projects that require high levels of debt service for the coming two decades
or more, or it may be due to financing decisions made 10 or more years ago with the debt soon to be retired. Figure
10 presents the annual debt service per account for the peer utilities. MVWD has the highest rate among the peers,
though again, the peer utilities exhibit a continuum of debt service amounts, and MVWD’s debt service level is
considered comparable.
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Figure 10: Annual Debt Service per Account
While the previous three figures have looked at major expense and capital investment components, a key metric for
comparison between utilities is water rates. Revenue must match the sum total of the utility’s O&M expense, cashfunded capital, annual debt service, and change to its reserves. A utility decides how to collect its rate revenues
through its rate structure. In Figure 10 and Figure 11 below, total bills are presented at two levels of residential
consumption: 10 hundred cubic feet (ccf) and 20 ccf per month. As MVWD and the majority of peers charge a bimonthly bill, the total bills presented are calculated for 10 ccf and 20 ccf of usage over a two-month period. In 2021,
the AWWA released its Water and Wastewater Rate Survey which contains a survey of water utilities 2020 residential
bills at 5 ccf and 10 ccf per month. Figure 10 presents the peer utilities’ residential bi-monthly bills at 10 ccf of usage.
The median bill for small systems (utilities delivering 25 MGD of water or less) calculated as part of the AWWA
rate survey is also included. MVWD’s total bill at 10 ccf is near the median, with roughly half of the peers’ bills above
and half below.
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Residential Bill, 10 ccf/bi-month
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Figure 11: Residential Bill, 10 ccf (bi-month)
Figure 11 presents total bi-monthly bills 20 ccf of usage. MVWD again is seen to be in the middle of its peers and
has a total bill roughly equal to the median bill surveyed by AWWA.
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Figure 12: Residential Bill, 20 ccf/bi-month
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Analysis and Recommendations
Raftelis used benchmarks and our understanding of best appropriate practices to compare MVWD operations with
other peer agencies. We have made recommendations to assist the District in improving the organization to meet
service expectations over the next five years and to improve the efficiency of operations over the long term, consistent
with EUM and industry recognized best practices.
The analysis and recommendations detailed below identify specific and actionable recommendations that can be
implemented to strengthen service delivery for the next five years at MVWD. The recommendations are not provided
in a priority order, but as they relate to the District as a whole or to a specific department or division.
The District has dedicated professional staff who are committed and who pride themselves on providing high levels
of service to customers. This was evident during inspection of assets, and our interviews and interactions with staff,
and is present in the information provided. Staff express a true passion for serving the community and a commitment
to retaining a close “family” culture. For example, MVWD has worked hard to schedule regular employee events to
build comradery and provide a break. This has been a priority in general, but even more so due to the complications
of continuing to stay connected and provide service during the COVID-19 pandemic.
This review included two components: a compensation comparison and review, and an operational comparison and
review. In particular, MVWD wanted to know how its organizational structure and staffing levels should be changed
to ensure its ability to continue providing excellent service now and over the next five years.

Staffing and Organization Structure
Recommendation 1: Consider adjusting the span of control of the GM and AGM/CFO to further
share leadership responsibilities and flatten the organizational structure.
There are varied opinions about the optimal organizational structure of a utility and there are countless examples of
successful and less successful arrangements; although directly correlating success with structure is challenging. The
EUM attributes “Stakeholder Understanding and Support” and “Operational Optimization” touch on organizational
structure but offer little concrete guidance on specific alignments. Raftelis has observed some common practices
around span of control and industry alignments of functions that are prevalent. For example, having 5-7 direct reports
to the senior executive is common at small and mid-sized utilities. Separation between the operations functions and
more administrative/support function is also common.
While the organizational structure at MVWD seems to be working well with the incumbents, there are some
noticeable differences in span of control. As of July 2021, the GM had two direct reports, the AGM/CFO and the
DEOM. The AGM/CFO had five direct reports who oversee the following departments: Community Affairs,
Customer Service and IT, Human Resources and Risk, Finance, and the Executive Office. The five direct reports
include: Community Affairs Manager, Customer Service & IT Manager, Human Resources & Risk Manager 7,
Accounting Supervisor, and Executive Assistant, who also has a dotted line relationship to the General Manager.
The span of control is much greater for the AGM/CFO as compared to the GM. Other managers/supervisors in the
organization have as few as one direct report, while some positions have as many as six direct reports. The
AGM/CFO’s span of control is particularly noteworthy given the broad range of responsibilities of the direct reports
and the relatively few reports to the GM.

The current Human Resource & Risk Administrator position is recommended to be retitled to Human Resource & Risk
Manager earlier in this report and is shown as Manager in the organization charts on the assumption this will occur.
7
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One option to address this imbalance is to move the Community Affairs and Human Resources and Risk (HR)
groups from under the AGM/CFO to the GM as shown in Figure 13. The GM would then be directly responsible
for operations/engineering, Community Affairs, HR, and risk management, allowing the AGM to focus on finance
and customer service functions, freeing up some of the position’s capacity for additional long-range financial analysis,
capital budgeting, IT, and strategic customer service activities. This option might be attractive given anticipated IT
projects and additional investments in capital that are planned.
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Director of
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Community Affairs
Manager
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Figure 13: Proposed General Manager New Reports
Independent utilities (i.e., districts) commonly have the most important functions and the largest staffing groups
reporting directly to the top executive at the organization. HR, finance, engineering and planning, and
external/community affairs leaders in those organizations often report directly to the top executive, unless there are
directors that lead separated administrative and operations-type functions. Top executives are also closely involved
in relations with the governing body and external affairs. Functions that support these areas often report directly to
the top executive. Customer service functions fall in various spots across utility organizations with some considering
it an operations function and others treating it as an administrative or finance function. Again, there is no accepted
best practice or optimal organization structure to reference in the industry. Many arrangements have proven
successful.
Another alternative is to create a broader AGM/CFO position in which all operational staff report to the
AGM/CFO. In essence, the AGM/CFO would become responsible for all internally facing activities including the
groups under the DEOM, leaving the GM to focus entirely on inter-agency communication, legislation, outreach,
political issues, and board relations. This arrangement might help if a considerable amount of time is anticipated to
adopt services, for example. This would, however, further increase the levels of hierarchy in areas.
The AGM position at peer utilities in the region, when present, typically cover only parts of the organization. Some
positions still report directly to the GM. The Jurupa Community Service District shows that HR reports directly to
the General Manager’s office. The Walnut Valley Water District operates with the AGM overseeing all operational
divisions. The West Valley Water District has a CFO/Administrative Officer and an AGM reporting to the GM.
There are various structures at neighboring utilities, so it is impossible to say that there is a preferred arrangement in
the region. In our experience, the arrangement often depends on the skills, experience, and qualifications of senior
staff.
A flatter organization may create more involvement in the leadership team that better represents the multiple facets
of operations as compared to consolidating decision-making and information sharing within a two-person leadership
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team. Moving responsibilities from the AGM/CFO to the GM, if desired, could be undertaken in a phased matter
by first communicating the changes and purposes for them to staff, identifying any steps that should occur to make
this happen, and finally setting an effective date for the new arrangement. Job description and supervisory
relationships would need to be updated accordingly. There is no immediate need to make this change.

Recommendation 2: Separate the engineering, operations, and maintenance functions.
It is rare to have a single position directly supervising both engineering and operations/maintenance functions,
especially if there is a lot of in-house activity (vs. outsourced) occurring in each area. While the three areas –
engineering, operations, and maintenance – must collaborate, there are challenges in having one position with such
broad responsibility. The DEOM cannot focus exclusively on the District’s CIP and engineering needs, which will
be growing significantly as the District works to greatly increase its pipeline replacement program and considers
taking on more internal engineering and potentially taking on sewer activities. As needs in this area grow and should
the in-house engineering division staffing grow or more contractors be utilized, and as the District increases its focus
on asset management, the DEOM will need to devote more time to these activities.
The current Water Systems Superintendent and Maintenance Superintendent appear to be sufficiently skilled and
experienced to run these functions independently. Both now operate with a good deal of independence under broad
oversight of the DEOM, who provides mostly support and consultation. While there is natural collaboration between
engineering and operations functions, the functions are different and require different expertise. The incumbents
report great collaboration, which should continue, but also report that the DEOM serves as more of an advisor to
engineering-related operations topics than as a manager involved in day-to-day activities. Our recommendation
simply formalizes this relationship, as shown in Figure 14.
Under the current organization structure, the GM has two direct reports: the AGM/CFO and DEOM. By flattening
the organization in this manner, the General Manager will have more direct involvement in operations. This should
enhance collaborative decision-making and communication across the organization.
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Figure 14 : Proposed Split of DEOM Position
Due to the incumbent DEOM’s relative newness to the District, this recommendation would likely require a wait
until natural attrition occurs in the position. At that time, the DEOM and two Superintendent positions can be reclassified with compensation adjusted appropriately. The cost to implement this recommendation would include
moving two Superintendents to a higher classification, for example, from Range #251 to Range #253, for an increase
of approximately $32,000 for both positions ($16,000 for each) and moving the current DEOM position from Range
#255 to the same Range #253, for a reduction of about $35,500. The net impact of this change would be a savings
to the District of $3,500 and improved communication and involvement at the executive level.
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Note that if MVWD pursues Recommendation 1 to adjust the span of control for the GM and AGM/CFO, then the
GM would have six direct reports, which is within the 5-7 direct reports commonly seen in the industry but much
greater than the two positions currently under the GM.

Recommendation 3: Choose an option for the Engineering Department to ensure appropriate
execution of the District’s increased CIP and adoption of enhanced asset management.
The MVWD plans to considerably expand the amount of annual capital pipeline renewal beyond historical levels to
address failures and aging infrastructure. The District has considered many approaches to handle the expansion,
ranging from more contractor/consultant support to increasing in-house engineering capacity. The DEOM expressed
a desire to build greater in-house engineering capacity by adding staff to the Engineering Department. Under his
proposal, the District would reclassify the Engineering Tech/GIS position to an Engineer position and this full-time
position would provide engineering design and project management services, as well as manage the GIS needs of the
District.
There is no “right” answer for how to structure engineering functions at a utility. Many of MVWD’s peers outsource
their engineering, especially project design needs, while others perform the bulk in-house. Within the utility industry,
engineering needs at small and mid-sized utilities are met through the full range of strategies ranging from fully
providing engineering services in-house to fully outsourced engineering services. The EUM attributes “Infrastructure
Stability” and “Financial Viability” touch on making sure a utility has a viable plan for managing, renewing, and
paying for infrastructure, but does not provide specific guidance on staffing engineering groups.
There is naturally concern about adding staff at MVWD. Some consider the increase in capital projects in the next
five years or so to be temporary and suggest that the additional engineering needs could be handled by external
contractors. Others see the need for in-house resources for a sustained capital program at elevated levels well beyond
five years. Another factor is the relative cost of the options. Contract engineering service can be expensive on a per
project basis, but the cost is offset if there is limited need for design. In-house engineering can be very economical if
there are good processes in place and staff can focus on project delivery.
Raftelis’ recent benchmarking with other utilities suggests that there are some guidelines that may inform staffing
levels at engineering departments. One metric that can guide staffing levels is annual capital cost per engineering
FTE. In the recent benchmarking study, staffing ranged from $0.5 – $2.0 million of capital delivered per year per
engineering FTE. That means that an engineering department with four staff would be expected to deliver between
$2 - $4 million in capital projects per year. Examination of a second metric, engineering FTEs per 10,000 accounts,
found that engineering departments were staffed at a rate of 2 – 4 full-time positions per 10,000 accounts. These
metrics translate into MVWD being able to support an engineering delivery function of 3-4 people. These metrics
are not based solely on professional engineers but rather “engineering” positions, meaning that whichever job titles
are in engineering are counted, including those such as GIS technicians, asset managers, planners, etc. Essentially,
all those associated with planning and delivering capital projects are counted.
Below are three options to staff the engineering and design functions at MVWD to manage the capital improvement
program.
Option 1: Build a full services in-house engineering design and delivery group.
One option, shown in Figure 15 below, is to build a full-service in-house engineering design and delivery group to
manage all design, inspection, and GIS work at the District. Some services like survey would still be outsourced, but
the bulk of the design, project management, inspection, and GIS work would be performed by MVWD staff. This
option would involve hiring one or more licensed engineers. Note that the group will still have to get assistance for
more complex projects such as water treatment projects or projects with complex geotechnical work.
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Figure 15: Engineering Department – Option 1
In addition to capital project delivery, the engineering department would still need to support the general engineering
and asset management needs of the MVWD. This includes ensuring that the system maps and records are accurate
and up to date, assisting with operational optimization (a key EUM attribute), assisting with regulatory compliance,
and asset management activities. Combined, these new activities increase the scope of the engineering functions at
MVWD.
Option 2: Outsource design work and fill the vacant Engineering Tech/GIS position with a person that also has
project management/administrations skills to help with capital projects.
In this option, shown in
Figure 16 below, the District would not add any engineers to design capital projects but instead would hire a
technically trained project management/administrative person who would help oversee engineering contracts and
capital projects management. The position would also help with GIS, asset management, and O&M data
management. This individual would have project management and project administration expertise, would have
some design expertise to be able to read plans and interpret designs, but designs would still require the use of contract
engineering firms to perform design work. This multi-talented person may be hard to find or expensive. Training
may be required to buttress one or more needed attributes of the position.
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Figure 16: Engineering Department – Option 2
Option 3: Create a hybrid Engineering Department which includes an Engineer and Water Resource Analyst.
This option, shown in Figure 17 below, is similar to that proposed by the DEOM and would add the resources of a
licensed Engineer (or Associate Engineer) who can review contract designs and provide in-house engineering design
expertise, supplemented by an Engineering Tech/GIS person with project management/ administrative skills as
discussed in Option 2. The Tech position would help the Engineer/Associate Engineer manage contracts and
projects, as well as help with asset management and GIS. Project inspection, survey, and other ancillary function
would still need to be outsourced.
In addition, we recommend moving the Water Use Efficiency Analyst currently in Community Affairs to the
Engineering Department and retitling the position as a Water Resource Analyst. Ensuring safe and adequate water
supply is a critical operational component of water utility operation and deserving of significant focus and resourcing.
Implementation of this recommendation will accomplish the goal of integrating demand and supply management
under the District’s water resource responsibilities.
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Figure 17: Engineering Department – Option 3
The right option for MVWD should include consideration of the following things:
• Volume of capital projects now and over the next 5 plus years
• Level of design expertise required for the District’s projects; most of the capital renewal projects planned
are pipeline projects, which require less design expertise if only plan views are needed (no profile views)
• Ability to meet other District engineering needs besides capital project delivery
• Costs and value created
• Overall asset and O&M data management at MVWD
• The requirements to have plans stamped by a licensed engineer
In our view, MVWD should be cautious about Option 1 if the District plans to reduce the size of the capital program
after the next 3-5 years. A reduced capital program would create excess staff capacity. Some of the services like
inspection and survey can be procured affordably without the need for additional specialized staff. While some would
point to a decrease in hourly costs for services, increased overhead may offset the lower hourly rate.
While Option 2, fully contracting out engineering may be an attractive option because of the low staffing overhead,
it also carries risks. A utility is a highly capital-intensive operation and relies on the quality of its infrastructure to
ensure continued delivery of service to customers. Minimal in-house engineering expertise and historical knowledge
places a utility at risk of poor-quality design, cost overruns, and infrastructure failures.
We recommend the District consider hybrid Option 3 to ensure quality infrastructure and contract oversight. Under
this option, a new licensed engineer position would provide in-house design expertise for pipeline projects and
manage contractor projects in conjunction with the Director and an expanded Engineering Tech/GIS position. This
position would be supplemented by the Project Assistant to manage contracts elements, such as pay requisitions and
schedules. In this way, the District could do some design in-house, employ contractors where appropriate, and still
improve other engineering needs like asset management and operational optimization. If the number of projects
grows even further, the District may need to hire additional positions, perhaps on a limited term, until the capital
improvement program returns to lower levels.
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Recommendation 4: Review the District Treasurer role of the AGM/CFO and clarify reporting
relationships and separation of duties.
The AGM position now includes not only Chief Financial Officer (CFO) duties but is the District Treasurer as well.
The position’s job description is explicit in delineating that the position receives administrative direction from the
General Manager and policy direction from the Board regarding the position’s fiduciary responsibilities in overseeing
District finances as Treasurer.
While the relationship appears to work well now, should there be contention between the GM, AGM/CFO, and the
Board, having the AGM/CFO report (even in part) directly to the Board could result in conflict and confusion. If
there is malfeasance, there could also be some potential fiduciary conflicts. Furthermore, if the AGM/CFO needs to
certify, audit, or warrant any financial information for the Board, it is unclear that the reporting relationship affords
the necessary independence. This may be clearer if a District policy or Board resolution explained the separation of
AGM/CFO duties and those of the GM. Raftelis is not aware of such a policy or Board resolution.
In reviewing comparison agencies, the joint AGM/CFO is an unusual arrangement. In most utilities, the CFO is a
separate position (as opposed to being combined with the AGM). The CFO is also named the District’s Treasurer
and is responsible for Treasurer duties as set forth in State law. However, in every case we noted, the CFO/Treasurer
reports directly to the General Manager. In this way, there is no potential for conflict or confusion with the Treasurer
position reporting to two bosses: the General Manager and the governing board. Some utilities do have a Treasurer
position filled by a member of the Board. They often review information provided by the top executive or
independent auditors. For example, an annual audit should be submitted to the Board and not the District
management.
Raftelis recommends that MVWD more clearly articulate the responsibilities for the AGM/CFO, including fiduciary
responsibilities to the Board. The documentation should provide guidance on what to do if a conflict arises between
the parties regarding financial decisions. MVWD may also want advice from outside counsel to assure that the
arrangement meets all the legal separation of duties required under California law.

Recommendation 5: Consider hiring an information technology manager for the District.
The District does not have a position exclusively focused on IT. The Customer Service Manager was re-titled to
Customer Service and IT Manager in July 2021 to recognize his new role taking over management of the District’s
technology and related vendor contracts from the AGM/CFO. The incumbent is skilled at technology and excited
for the new variety of duties. The District is in the process of selecting a new Enterprise Resource Planning (ERP)
software that will serve the organization. The strategic plan’s focus on using technology to improve customer service
makes this a logical placement.
In considering the District’s long-term needs there will be an increasing need to focus on technology improvements
across the organization in order to meet data analysis and performance enhancement needs in the strategic plan, and
to increase staff efficiency. An Advanced Metering Infrastructure (AMI) or ERP project will each be multi-year
endeavors that will likely tie up a staff person nearly full time. Technology needs for the District include ensuring
cybersecurity (a growing and very real threat to utilities); meter testing and replacement; field operations
technologies; customer service call center and online customer improvements; asset management technologies;
document scanning and storage solutions; and more.
Poor implementation of technology projects can be very costly, in dollars, productivity, public trust, and staff morale.
Having a dedicated person with a background in information technology and an understanding of the right questions
to ask vendors would be a valuable skillset to have in the District. In addition, a truly performance-driven operation
uses data to inform management and decision-making. Due to a historic reliance on paper recordkeeping, there is a
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lack of significant data available in MVWD and movement to automated systems and electronic recordkeeping will
assist staff in pinpointing operational needs. Data is the key to performance management.
For this reason, we recommend the District plan to hire a dedicated information technology position in the near
future, reporting to the AGM/CFO as shown in Figure 18 below. This position can be solely focused on all of IT
and data initiatives and would manage multiple vendor contracts and serve as IT project manager.
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Figure 18: Addition of IT Manager to Finance and Administration Division
The cost of implementation would be up to $175,000 including salary, benefits, and overhead. While this is a sizeable
increase in costs, the benefits of the position – including enhanced data and information security, automation of
manual tasks, and better data analysis to inform operations – would merit the investment and can be planned for and
implemented in a phased manner over the next 3-5 years.

Recommendation 6: Add a new Community Affairs Specialist position in the Community Affairs
Department.
The Community Affairs Department is very busy with a myriad of important outreach and educational programs
and activities critical to the District. In order to ensure the Department maintains this service level, the former Water
Use Efficiency Analyst position, moved to Engineering, should be replaced with a Community Affairs Specialist
position which can be fully devoted to assist the Community Affairs Department.
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Should the District implement all the recommendations above, the new organization chart would be as shown below
in Figure 19. This result is intended to be phased in over the next five years.
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Figure 19: Proposed New Organizational Chart

District-Wide
During the review, several issues that impact the entire MVWD organization were investigated. They are discussed
in this section.

Recommendation 7: Size the new campus facilities to include modest room for future growth, new
technologies, and a focus on asset management.
The MVWD main campus, located in Montclair, California, has several buildings, including a former fire station
training tower and building. The primary office building is fairly new and in reasonable condition. Several other
buildings, including an operations area, engineering/ maintenance area, and garage, are much older, going back to
the early 1900s in some cases. The District has plans in place and is in process of building new campus facilities to
provide additional space and functionality for the non-office operations. These buildings are already budgeted in the
District CIP and plans are in process.
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Figure 20: Current MVWD Campus Facilities
Building new facilities for public entities is always a balancing act: on one hand, you want to size it for the future, to
provide room for future growth and ensure it lasts a long time so that staff have suitable space to perform efficiently
and effectively. On the other hand, you have to ensure the public doesn’t perceive overbuild or a too fancy “Taj
Mahal” that is viewed as an expensive waste of ratepayer funds.
In planning the campus, we would recommend that the District include flexibility for future growth of 2-3 positions
in existing areas. It should also include some space for temporary workers such as interns, consultants, and temporary
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project employees. The addition of sewer O&M employees would have a significant space impact. This needs to be
careful considered. Finally, we noticed that there isn’t a good, dedicated space for meter testing and backflow
equipment. The District should have a small test bench for testing 4-8 meters at a time.
The District should specifically consider:
• How will workforce size change during the life of the building?
• How likely is sewer provision to occur? If it does, how big of a staff will be necessary? What additional
equipment will be needed?
• What technology changes will occur?
• What changes in water provision requirements may occur in the next 10, 20, or 30 years?
Having several multi-purpose spaces that can be used for training, planning sessions, or simply group meetings is
very helpful. We often hear the biggest regret with new facilities is not enough unallocated space for general purposes.

Recommendation 8: Consider staffing implications of taking on sewer service operations.
At the time of this review, the Board had authorized the GM and staff to enter into investigations and planning to
consider taking on a new business line – the provision of sewer collection and distribution – to the unincorporated
areas within the District’s service boundaries.
The District has been approached by developers requesting this new service. The Board and GM consider sewer
service a potential opportunity to improve local water quality and increase the District’s service offerings to
customers. The Board would only consider this new service if it were self-funding, with no subsidy required by the
water operations (as required by California state law). The District is in the process of environmental review as
required by the California Environmental Quality Act (CEQA) and moving the approval process through the Local
Area Formation Commission (LAFCO), which approves service provision areas in the county. The District would
also require a contract with the Inland Empire Utilities Agency (IEUA) for sewer treatment. The District is also
reviewing funding sources for the new operation.
According to the GM, the District would not staff sewer operations immediately but slowly phase over to a fully
staffed operation, using contract assistance at first. Staff would require time to become certified and the District
would need time to hire additional staff and obtain additional equipment. Adding this business creates another reason
to separate engineering and operations/maintenance, as discussed in Recommendation 2.
Positive aspects of this change include the potential to increase economies of scale for operations/maintenance,
additional resources/revenues, diversification of services, and an opportunity to grow the service area. Other utilities
that have taken on new services have reported a few challenges. While these issues may not be applicable to MVWD,
Raftelis notes them to provide a balanced perspective. For example, other utilities report having to develop a number
of new standards, specifications, and policies to ensure the new infrastructure is appropriate. Other utilities have also
had to put requirements in place to prevent developers from installing infrastructure more quickly and cheaply than
appropriate.

Recommendation 9: Improve cross-training and backup for staff positions District-wide.
While additional positions have been recommended in this review where we believe they are justified, it is important
to recognize that staff are an investment of significant resources which, in turn, can result in higher rates to customers.
The District has historically maintained relatively lean staffing for this reason. MVWD can further improve efficiency
of operations and enhance capacity by creating additional opportunities for cross-training. For example, some meter
readers in Customer Service hold a backflow certification and can provide backup for the Backflow Specialist in
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Operations when necessary. There could also be more cross-training across the Operations and Maintenance
functions. This is the type of cross-training that would benefit the organization and help in reducing the need for
added staff.
We noted several instances where the District lacks backup. It is acknowledged that at a smaller utility like MVWD
not every position can have complete backup. If staff members are out of work due to illness, vacation, training, or
other reasons functions sometimes stall. Several staff noted the difficulty in scheduling and taking time off. In
Operations, for example, if just one of three staff members goes on their 9/80 Friday scheduled time off or a vacation,
the crew is down by 1/3. If the Senior Utility Coordinator/Inspector is pulled to perform inspections, Maintenance
loses a crew leader for that period. In Operations, a cross-training program had been implemented but was curtailed
due to impacts of the COVID-19 pandemic and need for remote work.
While sustainable in the short-term, this lack of backup creates stress on staff and can lead to delays in getting work
done or employee burnout. Operational Resiliency is one of the main tenants of EUM, simply because the impacts
of not having backups caused by a variety of factors can have a devastating impact on utility service delivery. There
are several things that the MVWD can do to mitigate impacts without providing excessive positional redundancy.
The District should formally identify backups and backup processes for every staff position and implement a phased
program of cross-training, where appropriate. In addition, some utilities have moved away from single-focused
person programs and efforts. Using cross-connection (backflow) again as an example, instead of having a single
tester/inspector, they have shared the functions across multiple technicians with one individual often the primary
resource and others being secondary resources. This is an evolution of cross-training that may help MVWD in some
areas.

Recommendation 10: Enhance the culture of data-driven performance and decision-making with
improved technology and processes.
Best practice, high-performance utility organizations collect, analyze, and review data to streamline operations,
justify decisions, and show progress toward goals. Information management is a crucial part of almost all EUM
practices. The District has adopted an aggressive Strategic Plan and the GM has focused staff on implementation of
that plan. However, inefficient electronic data collection, information management system, and process automation
throughout the organization is an impediment to fulfilling the Strategic Plan.
The Operations and Maintenance Division has electronic work order history for field maintenance available through
the Hansen work order system, which was used from 1999-2019. This system is currently not used. The Eden system,
which is used for some work orders, is not yet connected to GIS. The Division doesn’t have an electronic system
linked to GIS for tracking work to assets. Some work is currently managed through paper records, making the data
more difficult to access and analyze. Customer Service has just started using electronic work tracking associated with
customer accounts, but the system is very basic, and the processes are just now being developed to start using the
data. A major system upgrades to an ERP is planned. Payroll processing is also highly manual and time consuming.
A more automated process would be more efficient.
Once the District implements a new ERP system, it will provide new work processes and a database of information
can be used for continuous improvement. For example, it can help pinpoint where meter replacement/maintenance
needs to occur, what the key risks are with processes, which activities take too long, and whether the District meets
its own performance benchmarks in several areas. There is a similar need to implement a CMMS as described in
Recommendation 20 for field O&M activities.
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Public agencies are being asked more and more frequently these days to defend their performance and show verifiable
progress toward goals. Without quantitative data and defensible, efficient processes, this is a subjective game. Having
information to clearly show how the District is performing – operationally, not just financially – will greatly assist in
reassuring customers that the District is well-managed and a trusted steward of ratepayer funds.

Finance and Administration Division
The District’s Finance and Administration Division is led by the AGM/CFO and includes four departments: Human
Resources and Risk, Finance, Customer Service, and Community Affairs. In addition to these operating
departments, the Finance and Administration Division includes two support positions, the Executive Assistant and
Administrative Assistant. The Administrative Assistant position, in particular, has in recent years served as a floating
position to provide support across the four operating departments, helping where needed.

HUMAN RESOURCES AND RISK DEPARTMENT
The Human Resources and Risk Department was, until FY 202122 fiscal year, a one-person operation consisting solely of the
Human Resources and Risk Administrator (HRRA) position,
recommended for reclassification and retitling as Manager, with
occasional assistance from the Administrative Assistant and other
staff. In FY 2021-22, the Board approved an additional 1.0 FTE
Human Resources Assistant position, bringing HR Department
staff to two. This division is responsible for human resources
support and management, employee compensation and benefits,
risk management including oversight of District insurance
contracts and review of vendor contracts for insurance
requirements, payroll, and more. The HRRA has taken an active
role in working to create the “family” environment of the District,
including scheduling special staff events, such as the employee
barbecue lunch that our team was invited to during an onsite visit.

Figure 21: Employee lunch

FINANCE DEPARTMENT
The Finance Department consists of two staff, the Accounting Supervisor and Accountant, responsible for all
bookkeeping and financial work for the District, including accounts payable, accounts receivable, and audit. As the
District’s former Finance Manager, the AGM/CFO provides particular oversight of the Finance Department and
performs the long-range financial planning and budgeting aspects herself.

Benchmark comparisons and a review of the capital budgets show that MVWD is facing a significant increase
in capital work, while it already has a relatively high amount of debt. The biggest challenge of the Finance
Department is likely to be finding ways to pay for needed capital investments, while keeping rates affordable and inline with other area agencies. A careful mix of PayGo and debt financing will be required. EUM does not offer a best
practice in this area, because paying for capital is largely a political and philosophical decision made at the local
utility. However, bond rating agencies such as Standard & Poors and Moody’s offer guidance on debt coverage
ratios, cash on hand, and other financial measures to help guide decisions. The District has available cash reserves
as a result of unexpended debt proceeds.
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CUSTOMER SERVICE DEPARTMENT
The Customer Service Department is led by the Customer Service & IT
Manager and includes a Senior Customer Service Representative, two
Customer Service Representative II positions, a Senior Meter
Technician, a Meter Technician II, and 1.5 FTE Meter Technician I
position. This division is responsible for providing direct service to
customers, including sending and processing bills, answering questions
and assisting with service requests such as turn-on and turn-off of water
service, reading meters in the field, and more. As of FY 2021-22, the
Customer Service & IT Manager was given the responsibility to oversee
the District’s IT contracts and vendors. He is in process of leading the
District through identification of a new ERP system.

CUSTOMER SERVICE DIVISION
Monthly Averages
•
•
•
•
•
•

1,000 phone calls answered
5,150 payments processed
6,200 bills generated
6,400 meters read
32 meters exchanged
1,100 past due notices generated

The Department answers an average of about 1,000 phone calls and 20 online inquiries each month, as well as taking
payments over the counter, through the mail and a night box (lockbox), and online. Raftelis reviewed these metrics
in comparison to data in AWWA Utility Benchmarking. We also discussed staffing and work processes with the
Customer Service & IT Manager. Both sources suggest that there is the right number of staff in customer service.
Finding the right number of staff is often challenging for small and mid-sized agencies because of periodic surges in
customer interactions associated with the time of the day and regular operations like disconnections for non-payment
of bills. Vacations and other staff leave events also create a disproportionate impact on small and mid-sized agencies.

COMMUNITY AFFAIRS DEPARTMENT
The Community Affairs Department consists of a Community Affairs Manager, a Customer Affairs Coordinator,
and a Water Use Efficiency Analyst. This department is responsible for water use efficiency programs and outreach,
educational programs to local schools and customers to support conservation efforts, tracking of legislation and
letters of support and opposition, and public information including serving as liaison to partner agencies, meeting
with stakeholder groups, and performing some media relations. The work of this department was noticed throughout
our visit, including a welcoming display for customers in the lobby area of the administrative building, as well as
clever slogans on the side of the utility trucks. Even the building’s elevator door was wrapped with outreach materials.
The District holds an annual poster contest for schoolchildren.

Figure 22: Samples of District community affairs outreach and education
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Benchmarking activities of the Community Affairs Department is somewhat challenging at utilities have varying
goals for community outreach and there are few true best practices in the industry. Many utilities are very comfortable
taking the role of “silent servant” where they provide only required information to customers. Others opt for a more
prominent role in the community. In our experience the latter approach generally builds more support for important
efforts such as water conservation and capital investment.
Recommendations for all department within the Finance and Administration Division are below.

Recommendation 11: Streamline the District’s payroll policies and procedures.
Based upon current job descriptions, the HRRA serves as the District’s payroll administrator and is responsible for
review and entry of timesheets, calculations for exiting employees, ending payroll reports for benefits, federal and
state payroll reports, and quarterly/annual reconciliations, as well as preparation of the District’s approximately 36
checks to staff. This is an unusual arrangement, and in our review of job descriptions, it was noted that comparison
agencies did not have this responsibility in HR but, more often, in the Finance Department. More typically, HR is
responsible only to ensure accurate pay classification/rate for each staff member; unless the pay rate changes, HR’s
role in the payroll process is limited to questions on policies and the appropriate application of labor agreements. HR
typically is not responsible for compiling regular payroll information and ensuring it is accurate.
In the District’s current payroll process, employees complete Excel timesheets and save to a shared drive for review
and electronic approval/sign-off by their supervisor. The Administrative Assistant manually enters hard copy
timesheets into the Eden payroll software for review by the HRRA. The HRRA and Accounting Supervisor report
that significant time is spent reviewing employee entries, particularly with regard to non-standard hours (e.g.,
overtime or special shifts). Employees often self-report overtime when it may not be appropriate, and significant
discussion and interpretation of policies must occur in a short period of time to resolve any questions. Timesheets
are submitted to Finance for entry on Monday morning and payroll must be finalized by Tuesday at 2 p.m., leaving
just over 24 hours to resolve payroll questions.
During interviews with staff, both the HRRA and the Accounting Supervisor noted spending significant time on the
District’s biweekly payroll function which they now share. The HRRA had previously been solely responsible but
has added the Accounting Supervisor as backup and to assist with payroll, splitting the duties. Between these two
staff positions, a minimum of 10-12 hours is spent per biweekly pay period, which annualized is 240-288 hours per
year or over 10% of a full-time staff member. In our experience this is excessive for an organization with 36
paychecks.
In addition, staff are concerned about consistency, and the ability to ensure compliance with all payroll-related
regulations and requirements, in addition to their other duties. This is a common concern as payroll is a technical
specialty and even more complicated in the State of California with the CalPERS retirement system. Most agencies
must either have an in-house payroll specialist solely devoted to this function who is very knowledgeable about many
changing policies and requirements, or external experts to provide professional advice and assistance. They must
also have strong supporting policies and practices that are as clear as possible.
The District must streamline the payroll process and support it with clear policies and practices. It may also want to
consider the use of an external payroll vendor such as ADP. Not only can such vendors assist with automation such
as “employee self-service” (ESS) in which staff enter their hours worked into an online timesheet and this is
automatically fed to payroll, they can eliminate the need for manual data entry. These firms often provide compliance
services and technical assistance as well, including State and Federal reporting. While the public sector has specific
nuances that are not applicable to private sector payroll, many such vendors are now addressing these issues and
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local governments are increasingly using their services. By contracting out payroll, greater efficiency through
automation may be realized, as well as additional technical support for staff.
The cost of a payroll vendor can vary widely depending upon the nature and type of services contracted. In one small
California City with approximately 45 employees and CalPERS retirement, ADP was used for bi-weekly payroll and
annual costs were around $8,000. This increased to $10,000 when ESS options were later added. While seemingly
more costly than current operations unless the current staff time is considered, this option may assist in mitigating
some risk for the District and is less expensive than hiring a full-time Payroll Technician. Payroll automation can
take 3-6 months, depending upon the vendor and staff time to focus upon this initiative. A carefully planned and
rolled out implementation would be beneficial to manage staff understanding and expectations.
Regardless of whether or not the District moves to a vendor delivery model, the District still needs to review and
streamline its compensation policies to ensure clarity and standard application in the automated system. For
example, the overtime policies of the District should be set up to easily calculate payroll depending on the employee
classification, date, and time of hours worked; in short, MVWD needs clear rules and that can be more automated.
Staff will still need to review and approve final payroll, but after all standard policies have been applied. This means
payroll should require intervention only on very rare occasions and in very special circumstances. Staff could request
sample payroll policies from other regional agencies of similar size and scope to determine where changes can occur
to ensure clarity and standardization.

Recommendation 12: Improve automation of the District’s purchasing and work order processes.
The District operates a decentralized purchasing system in which staff in the divisions prepare and submit their own
requisitions online for approval via an automated workflow in the Eden system; there are no dedicated purchasing
staff. While the use of transaction attachments is possible in Eden, that functionality is not currently being used and
staff maintain paper files.
The former Hansen electronic work order system (CMMS) is no longer in use and the current Eden system is not yet
connected to GIS functions. The Operations and Maintenance work orders are being handled through a basic
electronic system developed in-house using service order functionality within Eden, supplemented by paper records.
While this is an acceptable temporary work-around, this is not the best long-term solution. While historical records
from the Hansen system in use from 1999-2019 are available to staff, the need to query redundant systems is not
ideal. The District should move to full implementation of an integrated CMMS as soon as practical.
The inventory of materials is entered into the Purchase Order system by Maintenance Department staff, sent to
accounts payable in Finance, and manually entered into Eden. There is no live count of materials or inventory for
use by Maintenance staff, who maintain an inventory and warehouse of commonly used parts in case of emergency
and to minimize disruptions to operations (see Figure 23: Operations and Maintenance inventory read for use in the
warehouse). They also maintain inventory on their trucks. Raftelis found the parts kept in inventory to be extremely
well organized, much better than at other utilities, which greatly helps in accurate and efficient inventory
management.
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Figure 23: Operations and Maintenance inventory read for use in the warehouse
Staff is currently focused on selection of a new ERP system rather than improvements to the existing one, as is
appropriate. However, process improvements are needed too so these new tools can be used effectively.
Improvements to the purchasing and workflow process should be incorporated into any ERP specifications,
including:
• Automated creation and workflow of work orders
• Ability to handle a complex rate structure.
• Attachment functionality (staff can attach backup documents or information to any purchasing request or
work order)
• Live inventory module
• Direct interface with Accounts Payable and Accounts Receivable
• Ability to use third-party payment applications
• Ability to interface with meter reading software for AMR/AMI
• GIS-capability and use of tablets and phones by staff in the field
By moving to automation, not only will the process of work orders and purchasing be expedited, but the District will
build a valuable database of information for use in managing operations.

Recommendation 13: Invest in a records management systems to improve electronic
recordkeeping, archiving, and asset management.
A great deal of important knowledge has been captured on paper and is stored in various locations at the MVWD
facilities. In the engineering, operations, and maintenance office area, there is a vaulted room where many as-built
plans are stored. In other offices, file drawers of documents are the primary means of information retention. While
this storage option is better than nothing, the District would lose everything in the event of catastrophic fire or other
event and often finds it difficult to use the information effectively for decision-making. Better electronic data
management and information systems are needed.
Electronic document management is an important aspect of “Operational Optimization” and “Operational
Resiliency” as referenced in EUM. It is vitally important that this historical knowledge is available and can be easily
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used for decision-making. The engineering, operations, and maintenance functions need a linked CMMS and GIS
system to manage their information. This is explained further in Recommendation 20 below. They also require,
along with other departments, a better electronic document management solution for other records such as contracts,
forms, HR records, etc. The Finance and Administration Division should be made responsible for creation of an
expedited records management system, phasing in scanning or storage of important documents while transferring
operations to electronic data systems. For example, as the new ERP system is implemented, staff should be mandated
to attach documents to each transaction after a certain date ; all information prior to that date should be scanned or
stored.

Recommendation 14: Review the District’s purchasing thresholds and authorization limits.
In interviews, staff noted that the purchasing thresholds and authorization limits were quite low, in some cases just
$500. This is very low in a capital-intensive operation such as a utility where a single component such as a valve can
be in excess of such low amounts.
The District should compare its purchasing thresholds with that in other agencies to determine appropriate levels.
While oversight of purchasing is important to minimize the risk of fraudulent behavior, the limits should not unduly
impair daily operations or delay work. Empowering managers with higher spending authorities will improve
efficiency of operations; however, the District must also hold staff accountable for complying with these purchasing
limits and with all purchasing procedures.

Recommendation 15: Develop long-term meter reading plan and associated meter renewal and
testing program.
MVWD has been adopting automated meter reading (AMR) technology on a limited basis over the past few years
while working to determine a long-term metering solution. AMR allows staff with radio units to read customer
meters while driving or walking by a meter location, saving the information for later download to a billing or data
collection computer. According to staff, the District has replaced approximately 1,000 of 13,000 meters to date using
AMR. The District has close to 8,000 meters that have been in the ground for over 15 years, about 63% of the active
meter inventory. Over time and/or amount of usage, the meter accuracy deteriorates, especially when measuring
low flows.
In September 2021, the District approved an updated meter replacement policy with a replacement schedule of 1520 years for small and medium meters; large meters are replaced when calibration is no longer acceptable per AWWA
standards. The District does not have a meter testing facility, which means it cannot perform as needed testing, nor
can it review the change in accuracy of the meter population over time. Best industry practice is that utilities test
roughly 5-10% of their new meters before they are installed to ensure factor accuracy standards. Utilities should also
test a representative population of meters periodically, using AWWA standards that require low, medium, and high
flow range testing. This type of testing requires in-house meter testing equipment (i.e., a meter testing bench). Large
meters should be tested much more frequently than small meters; some as often as yearly according to AWWA if
they are very large. Some larger utilities elect to purchase specialize equipment for testing these larger meters,
typically those over 1 inch in diameter. Other find it more cost effective and convenient to use outside testing
companies for their large meters.
The District has not yet determined whether it will continue with AMR or move to Advanced Metering Infrastructure
(AMI) technology. This is an important decision that should be made in the near future. Each system has its pros
and cons. Manual meters are the most basic and least expensive, but they require a labor to read each billing period.
AMR significantly decreases the time required to read meters but can add $25 to $75 to the cost of a meter, depending
on technology and vendor. AMR provides one-way communication, sending a signal from the meter to the reader.
AMI provides two-way, near real time communications. AMI can provide flow and consumption data, which allows
a host of analyses. It can even detect leaks, preventing excessive water bills and adjustments. AMI can send
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information to the customer directly about usage in order to better manage demand. AMI data allows for much more
detailed monitoring and dashboard-based monitoring of the water system. It is invaluable for reducing demand
associated with conservation programs. Some AMI systems even allow remote shut off and flow reduction.
Unfortunately, the capital cost of AMI is higher than AMR and higher than manual reading. While a typically 5/8inch residential water meter may cost around $125, adding AMR equipment may increase the costs by $25 to $75.
AMI requires reading collectors, typically located on utilities poles throughout the service area. This can add an
additional $50 to $75 per meter on average.
Both AMR and AMI are worthwhile technologies which enhance the efficiency and safety of a utility’s meter reading
function. AMI allows for real-time information to customers and the utility, notifications on usage to customers, and
greater overall transparency. The cost of AMI is incrementally higher – some estimate up to 25% more than AMR –
and the utility must assess whether the benefits of the AMI over AMR are worth the added cost. In addition, either
technology requires upfront funding and an investment; MVWD has been exploring the use of grant funding for its
meter program.
We recommend the District move rapidly to establish a long-term meter plan and begin an annual capital investment
in the replacement/testing of all meters.

Engineering, Operations, and Maintenance Division
The Engineering, Operations, and Maintenance Division is overseen by the Director of Engineering, Operations,
and Maintenance (DEOM) and consists of the three departments: Engineering, Operations, and Maintenance.
Engineering engages in system planning, engineering, and capital project delivery, while Operations focuses on well
and treatment, and Maintenance focuses on the distribution system. Engineering functions are supervised directly
by the Director, but the Operations and Maintenance Departments are led by superintendents who report to the
Director.

ENGINEERING DEPARTMENT
The Engineering section of the Engineering, Operations, and Maintenance Division is responsible for design and
implementation of the District’s capital improvement program (CIP), maintenance/updates to the GIS systems,
contracts management, and project management (overseeing the work of contractors hired to design and construct
capital projects) under oversight of the DEOM. Currently the Engineering Department is comprised of two positions
– an Engineering/GIS Technician and a Projects Assistant. The District anticipates a sizeable increase in the CIP as
it seeks to catch up on deferred investment in pipeline replacement.
The Engineering/GIS Technician position is currently vacant and the DEOM is evaluating the best staffing and
organization for this unit. According to the job description and interviews with staff, key tasks for which the
Engineering/GIS Technician position is responsible for are:
• Design and drafting for District construction projects, system repair, and replacements
• Maintenance of GIS maps and layers, fire hydrant flow maps, banners, and signs as needed
• Use of AutoCAD map to create drawings and maps for Water Operations section and maintain drawings
• Performing calculations and studies related to the water system
• Coordinating capital projects with contractors, utility companies, and other agencies
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While the Projects Assistant is located in the Engineering Department, in reality the position supports all three
departments: Engineering, Operations, and Maintenance. One of the Projects Assistant’s main duties is helping with
compliance reporting. According to the job description and interviews, key tasks for the Projects Assistant include:
• Ensuring timely completion and execution of vendor contracts and agreements, including bonds and
insurance, and notices of award, proceed, and completion
• Maintaining list of vendors on the plan holder list and those to whom bids are forwarded
• Preparation of project bids and addenda
• Scheduling pre- and post-bid meetings
• Preparation of letters, correspondence, and administrative tasks for all three divisions
• Preparation of water quality compliance reports submitted monthly, quarterly, and annual for signature by
the DEOM
• Investigating water complaints and reporting on quantity
• Preparing water quality samples per chain of custody and coordinating with external testing laboratory
• Maintaining spreadsheets on construction project contracts and developer service agreements for
Maintenance division.
While this level of support has been sufficient to meet District needs in the past, there is concern that the increase in
the CIP size over the next five years will require additional resources.

Recommendation 16: Increase capacity for contract/project delivery and asset management.
The DEOM has proposed the addition of an engineering position that is focused on design and management of
capital projects to ensure they are built to plan and constructed on time and on budget. We concur that more project
administration help is needed as the capital program expands. This will free up the DEOM’s capacity to focus upon
large-scale projects on the District campus, as well as the potential new line of business to provide sewer service.
Given the growth in the District’s CIP, additional capacity will be necessary to perform various project functions;
regardless of if engineering is delivering projects predominantly in-house or through consultants. Most project
administration function can be overseen with minimal engineering technical expertise. A projects administrator
should have knowledge and experience in project delivery, contracting/bidding, records management, water quality,
and familiarity with water system operations.
Project delivery often is limited by the speed at which it can be administered and not at the speed of the contractor(s)
completing the work; should utility staff fall behind, the ability for contractors to execute becomes limited. In addition
to oversight of projects, any new position should also have responsibilities with overall system asset management.
Completed projects need to be integrated with existing systems such as GIS, for example, to ensure they are properly
tracked and maintained. There is also a need to implement a CMMS as discussed in Recommendation 20, and for
the District to maximize use of the data collected.
Advanced asset management at the MVWD is limited. Operation is focused on operating assets to meet customer
and regulatory requirements and Maintenance is focused on fixing pipes and performing maintenance. Engineering
is focused on the delivery of the capital program. Paper records of work orders are kept, but the data is reportedly
not analyzed frequently and used to modify asset practices such as predictive failure analysis. Implementation of
advanced asset management practices is referenced in many elements of EUM. MVWD must bolster its activities in
this area as it manages a growing capital program.
The Engineering/GIS Technician position should be responsible for helping with asset management along with the
GIS of the distribution system as well as asset recordkeeping and assisting with pipeline design drawings.
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Recommendation 17: Consider developing multi-years construction contracts and/or a short list of
pre-screened and approved vendors for the District’s ongoing pipeline installation program.
The District’s aging infrastructure has resulted in a significant increase in leaks and maintenance issues. For this
reason, the Board has authorized staff to significantly increase its investment in pipeline replacement over the next
five years in order to play “catch up” and bring pipeline condition to acceptable levels. CIP funding levels have been
increased accordingly and staff are now working to plan for rapid deployment of these additional resources.
Several methods are used by other agencies to expedite and reduce the costs of capital pipeline installation. One is
to consolidate projects into multi-year contracts to lock in pricing and attract more competition. Contractors often
like these multi-year efforts because it assures them work over a long period. This allows them to be more aggressive
on other pursuits. Another option is pre-screening a short list of vendors for construction and installation services.
The District would undertake a traditional purchasing process to screen contractors for a series of future projects to
be determined at a flat price per foot or other metric for installation and select those most qualified and with the most
reasonable price. The contract can provide an annual escalation metric so that quoted prices can increase by 1% per
year, CPI, or another number, ensuring the vendors can continue over time. This can help manage risks associated
with price increases. An alternative is to simply pre-screen the vendors and then provide individual project task orders
with details and ask all pre-screened firms to “bid” on the cost of the task order.
This process greatly shortens project deployment time, as purchasing and bidding alone can take up to three months.
By having pre-screened contractors on hand, the District can quickly start up new projects and begin construction.
These vendors would also become familiar with the District’s policies and procedures, further shortening the learning
curve during construction. The District may also find that it can take more of a design-build approach with these
contractors, providing them with less detailed plans and specifications than may be required for other contractors.
For example, they may not need detailed profile views of most pipeline segments. Having a minimum of two such
pre-screened contractors will allow the District to simultaneously work on multiple projects as well as ensuring a
backup should one contractor have to stop working for some reason.

Recommendation 18: Re-examine the Project Assistant position related to water quality reporting.
The Projects Assistant located in the Engineering Department is responsible for supporting the Engineering,
Operations, and Maintenance Departments with a broad variety of duties including ensuring approval of vendor
contracts and agreements, scheduling of pre-bid and bidding meetings, preparation of bid addenda and
advertisements, and oversight of some aspects of construction contracts and agreements. These are typical job duties
for an administrative projects assistant and consistent with duties seen in comparison agencies. The Projects Assistant
currently serves all three divisions below DEOM.
The MVWD Projects Assistant is also involved in water quality reporting, which is unusual for the classification.
The Projects Assistant is responsible for submitting monthly, quarterly, and annual water quality reports to regulatory
agencies and has been ensuring chain of custody for water samples, sending them to the external laboratory vendor
for analysis. The Projects Assistant tracks water quality results in a spreadsheet, reviews them for compliance with
standards, and coordinates follow-up action with the Water Systems Superintendent if the District is not meeting
standards. The Projects Assistant also tracks water production amounts, import amounts, quantities across wells,
and recycled water amounts. Our understanding is that the position does not collect samples or perform any water
quality testing and is not responsible for making any process or flow adjustments to ensure/achieve compliance.
In most other agencies, a technical manager such as a Laboratory Director or Operations Superintendent with an
operator license reviews and submits regulatory reports. There is a division between the administrative aspects of
compiling data and the technical aspects of collecting and reviewing the data. For this reason, we recommend that
MVWD review the position carefully and decide if the position is more administrative or more technical. If it is
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determined to be more technical and requires interpretation of the results, for example, requiring technical training
and an operator license may be appropriate. If the position requires broad administrative skills and some analyst
capabilities above a basic level, then perhaps an analyst or manager title is appropriate.

Recommendation 19: Establish a long-term strategy and funding plan for capital improvements
and asset renewal.
With the growth of the CIP program, new leadership, and a fresh look, it is an opportune time to revise the District’s
policy for funding capital projects. The benchmarking section of this document shows that MVWD already carries a
relatively high debt load but has manageable rates, as compared with peers. Staff can assess the Board’s willingness
to consider the use of additional debt for large projects, as long as staff analysis justifies the financials, and the debt
service (principal and interest payment) requirements are not too onerous. PayGo (cash), paying for capital projects
with current rates is also an option. Utilities are all over the map in terms of the balance of PayGo and debt financing
of capital projects. This recommendation addresses EUM attributes, “Financial Viability” and “Infrastructure
Stability.”
While the District has recently completed a five-year CIP plan mini update that is published as part of its thirty-year
master plan, it should expand this to 20-years internally and hold discussions with the Board to include planned asset
replacements and associated funding method for each project. The long-term rate impacts of these decisions should
also be discussed to provide context for these discussions.
A revised policy should include metrics by which staff are required to analyze project financing to determine the
costs of PayGo (cash) financing versus the use of loans or debt. Besides the financial costs of borrowing (interest and
administrative costs related to borrowing), the District should include consideration of the non-financial
considerations, such as generational impacts, as outlined in the table below:
Table 13: Considerations for Capital Projects Financing
PAY AS YOU GO (PAYGO)

•
•
PROS
•

•
•
CONS

•
•

DEBT (Loans/ Bonds)

Future funds not tied up in
debt payments
Can use interest savings
(that would be spent on
debt) toward other projects
No risk of default

•

Can increase wait time for
projects while saving up
Large projects can exhaust
budget
Risk of project inflation
during wait
Burden to current users for
benefit of future users

• Borrowing rate could be high
• Debt payments impact future
budgets and reduce future
flexibility

•
•
•

Projects delivered when
needed; no wait
Costs spread over life of asset
Builds capacity to invest with
available funds
Those using the project, pay
for the project

Once a policy is created, staff can analyze large-scale capital projects with regard to lifespan, project cost, and
cost/benefit of PayGo versus debt financing and debt burden based upon current financing rates. For capital projects
over a specific threshold size ($1 million or $2.5 million, for example), staff should be required to perform a
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calculation on total cost if financed, impact upon net position if paid in cash, and potential rate impacts. This analysis
should be applied as soon as possible for future projects in order to take advantage of favorable interest rates.

OPERATIONS DEPARTMENT AND MAINTENANCE DEPARTMENT
The DEOM oversees the Operations and Maintenance Departments, led by the Water Systems Superintendent and
Maintenance Superintendent, respectively. The Operations Department consists of the Water Systems
Superintendent, three Water Systems Operator III positions, and one Cross-Connection Control Coordinator
position. The Department is responsible for water quality, supply, and treatment. Operations staff maintain pumping
and booster facilities and treatment equipment. Laboratory work is outsourced but Department staff perform some
field testing and collect samples. Ensuring appropriate water supply includes a complicated blend of demand, budget,
and provider agreements which is overseen by the Superintendent. Minimum flow requirements from surface
treatment plants and other vendors requires occasional shut off of groundwater production. Physical space
constraints restrict the ability to build new tanks and places more focus on the maintenance of existing ones and at
alternatives, such as groundwater.

Figure 24: An aging control panel at one of the major treatment and storage facilities.
The Maintenance Department includes the Superintendent, a Senior Utility Coordinator/Inspector position,
Facilities Maintenance Technician, three Senior Utility Service Workers, two Utility Service Worker II positions,
and four Utility Service Worker I positions. The Maintenance Department performs mostly reactive maintenance,
such as repairing pipeline leaks, as well as some PM such as hydrant maintenance and some valve exercising. In
addition, the Maintenance Department oversees maintenance of the District’s vehicle fleet and of the facilities,
including contracted janitorial services and landscape maintenance, elevator maintenance, and asphalt replacement
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contracts. In addition to maintaining the District’s assets, the Department advises developers on construction
standards and installations.
Because the recommendations regarding operations apply to both departments, we have included both departments
in one section of this report.

Recommendation 20: Develop an asset management program that includes predictive renewal and
maintenance activities.
The District currently conducts maintenance in mainly a reactive mode, responding to problems as they occur. This
is mainly driven by the relatively high number of water main breaks and somewhat lean staffing. Preventive and
predictive maintenance activities such as valve exercising, unidirectional flushing, and meter replacement/testing
based on analytics are generally not practiced. In many cases the data may not exist or its in paper records that can’t
be easily analyzed for this type of asset management.
It can be a challenge to make the transition from a reactive to a proactive organization. Doing so requires an
intentional asset management program. The lack of a CMMS hinders the District’s ability to analyze and thus
prioritize capital maintenance and renewal efforts. An asset management program can assist the District in tracking
performance metrics, setting targets, and identifying strategies for achieving those targets. For instance, Figure 25:
Water Losses shows the water losses for the District and the peer utilities based upon their 2020 Urban Water
Management Plan (UWMP) reports (with the exception of Joshua Basin, for which 2018 was the most recent
available). The District has the fourth highest rate of water losses among the peer utilities. An asset management
program, in which leaks, breaks, and line maintenance is recorded can help identify priority pipe segments for
replacement: Is the District best served by replacing its oldest pipe, or pipe of a particular material? Should pipe in a
particular pressure zone be prioritized or are there pipe segments in areas of subsidence that should be prioritized?
Generally, waiting for pipe to fail and then replacing it is the most costly way to manage assets.

Water Losses (AF per 100 miles of pipe)
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Figure 25: Water Losses
In addition to analysis of capital assets, an effective asset management program can assess the feasibility of service
level targets. For instance, when paired with a CMMS, the District can assess what PM is actually being done and
the amount of time it takes versus reactive maintenance. It can help answer questions such as, “If the District were
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to institute a valve exercising program, what resources would be required to achieve that? Would additional staff be
required?” An asset management program is a long-term investment in the operational optimization, infrastructure
performance, and resiliency of the utility.
As mentioned previously asset management is an integral part of EUM. Unfortunately, asset management is not well
understood in the industry; many people equate developing an inventory of assets or installing a CMMS as doing
asset management. Those are some components of asset management, but there is much more to it. Asset
management is fundamentally a way of doing business to deliver service levels to customers at the lowest cost. Asset
management, because it is not well understood, sometimes get a bad reputation. Utilities have put in place programs
that have not created value. This is not true asset management. Asset management involves many interrelated aspects
as shown in Figure 26 below.

Figure 26: Principles of asset management best practices

Recommendation 21: Invest in a strong Preventive Maintenance (PM) program.
MVWD has had a high number of leaks, estimated to be 120-140 per year on water mains with an additional 60-90
service leaks. MVWD’s metrics have improved due to the recent increase in CIP projects, but there is still more to
be done. In interviews, staff noted that maintenance had been deferred and they have been acting reactively “fighting
fires” in terms of emergency repairs and replacements and have been pulled away from a comprehensive PM. This
is a costly operational approach, both in terms of the cost of such repairs but stress on staff in responding and public
impressions of the District.
Maintenance Department staff noted that the District has invested in more CIP projects, which is helping to decrease
leaks and failures. The new DEOM and Maintenance Superintendent have changed repair approach as well, moving
from performing repetitive point repairs in the same area to replacing entire sections of pipe; although, Raftelis noted
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a large number of repair clamps or so-called “band-aids” in the MVWD inventory. Replacing sections of pipe as
opposed to band-aiding is industry best practice.

Figure 27: MVWD has a large number of repair clamps or so-called “band-aids” in inventory
District Maintenance needs to move to a more proactive Preventive Maintenance program, including valve
exercising, unidirectional flushing, and other programs which have been lagging. A fully staffed Engineering
Department with GIS and asset management can pinpoint trouble spots and assist in the design of a more aggressive
PM program, moving the District toward more predictive maintenance versus reactive maintenance.
The District may require an interim investment in an annual leak surveillance contract to identify leaks that require
attention; this can be done in parallel to the creation of a strong in-house leak detection program. The Maintenance
Superintendent should be made accountable for planning and phasing in this transition from reactive to Preventive
Maintenance over the next five years with strong collaboration from engineering. This recommendation addresses
the EUM attribute, “Infrastructure Stability.”

Recommendation 22: Discontinue the use of paper work orders and implement a GIS-based work
order/asset management system.
As the District works to implement its Strategic Plan and move to a data-driven, performance-based operation, it
will need to have data to analyze. The current lack of electronic work order tracking and management at MVWD
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results in the lack of readily available data which could pinpoint repetitive repairs or locations, most commonly used
inventory or parts, and other valuable information. MVWD needs a CMMS.
As noted earlier, the District should implement a new ERP, ideally one with a GIS-based work order and asset
management system. Such a system will tie the work performed directly to those assets and provide the ability to
better schedule preventive maintenance repairs. In many cases, a single CIS to track customer account work orders
(i.e., meters) and O&M work orders doesn’t exist. Two systems may be required. Often the ERP for managing
accounting, billing, and customer information uses a more basic CMMS module that links to accounts. A more
advanced, GIS-based CMMS with more advanced functionality is required for treatment and distribution activities.
Such systems tie work activities to assets and asset classes. Examples of such systems include Lucity or Cityworks.
These systems were once cutting edge like GIS but are now commonplace in the utility field and provide the data
necessary for efficient management of resources.

Recommendation 23: Consider the use of temporary or limited term staff, apprentices, or additional
interns to help address the District’s preventive maintenance backlog.
The District has a backlog of PM that have been deferred as crews work to address more pressing leaks and
replacements. For this reason, the capital improvement program is planned to significantly increase the level of
pipeline replacements in the next five years. In order to address the District’s backlog with regard to PM in the
interim, consideration should be given to the use of temporary or limited-term staff, apprentices, or additional interns
to help address simple PM tasks. This is also an opportunity to build succession and begin to train potential new fulltime staff as others retire or depart the District.
The full-time crew can work to train temporary staff to help with hydrant painting, data entry, and other duties to
begin helping the District catch up on PM while other full-time crew can address pipeline breaks and leaks that
continue to occur.
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Conclusion
This Compensation and Organizational Assessment was undertaken to ensure the District’s competitiveness with
regard to staff compensation, ensure appropriate staffing levels can meet service demands for the next five years, and
identify opportunities to enhance efficiency and effectiveness within the Monte Vista Water District’s utilities
operations. The recommendations in this report were developed to build upon the District’s already high service level
and strategic approach to operations.
By investing in engineering and contract management resources, information technology, and Preventive
Maintenance, the District will ensure its utilities operations continue to provide high value to residents for years to
come.
Using this report as a guide, the District will be able to continue to improve operations and services and to streamline
internal processes for the benefit of the MVWD community. Prioritization of these recommendations and thoughtful,
planned implementation are needed to ensure resources are expended prudently and risks to utility operations
reduced.
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