
DATE:  August 21, 2008 
 
TO:  Board of Directors  
 
FROM: General Manager 
 
SUBJECT: Receive and File the Information Technology Strategic Plan 
 
 
 
RECOMMENDATION: 
 
It is the Staff recommendation that the Board of Directors: 
 

1. Receive and file the Information Technology Strategic Plan; and  
 

2. Take other action as appropriate. 
 

BACKGROUND 

A previous draft of the Information Technology Strategic Plan (ITSP) was presented to the 
Water Resource Committee (WRC) at its June 24, 2008, regular meeting. At that time, the 
Committee recommended forwarding the ITSP to the full Board for its review and consideration. 
However, there was considerable discussion at the WRC meeting regarding identification of 
benefits versus the costs associated with the plan. This staff report will focus on clarifying the 
context for the development of the ITSP, outline specific benefits of the projects included in the 
ITSP, and the importance of moving forward with these projects.  
 
It is important to recognize that the development of the ITSP is an element of the Staff Work 
Plan that was approved by the Board of Directors on November 17, 2005. Strategic Objective 2.5 
of the District’s Strategic Plan is to “Implement appropriate technology to efficiently meet the 
District’s operational needs”.  This objective is included as one of five objectives in core 
business area #2 – Assets. The approved Staff Work Plan includes Task 2.5.1 which calls for the 
development of an integrated technology strategic plan to carry out the needs of the core 
functions of the District, which encompass the following: 
 

• Operational needs: SCADA, CMMS (maint. mgmt), Automated Meter Reading (AMR) 
• Administration needs: financial software, archiving, security, website, and intranet 
• Engineering: GIS and mapping 

 
Task 2.5.1 was included in the Staff Work Plan because staff had identified deficiencies in the 
District’s information technology systems. These include the lack of standard programs and 
systems as well as shortcomings with existing programs and systems. Consequently, staff 
initiated efforts to improve the overall information management programs and systems.  This 
effort has included the hiring of professional information technology staff (System 
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Administrator), conducting an external security audit of the existing information system and 
addressing identified deficiencies, and preparing the ITSP.  
 
Since May 2006, the System Administrator has provided technology management and support. 
The security audit identified many areas in need of improvement and more importantly, raised 
awareness that there was a need to conduct a more thorough assessment of all elements of the 
District’s information technology programs and systems. Management acknowledged there were 
pressing needs to implement a number of significant technology projects and that there were 
many challenges related to the implementation of these projects. There were many competing 
needs for appropriate technological tools, but limited resources. The District needed an 
organized, structured approach for moving forward. In July 2007 the District engaged CGR 
Management Consulting (CGR) to work with staff to develop the ITSP.  The goal of the plan 
was to assess the current condition of the technology systems, identify the District’s needs, and 
develop a plan for how to address those needs.  
 

DISCUSSION 
 
The ITSP was prepared through a collaborative staff effort that brought together members of all 
District departments, with the assistance of a consultant, to identify, organize, and prioritize 
information technology projects necessary to address identified deficiencies. The ITSP is a 
planning level document that identified twelve (12) key projects, establishes a project time line, 
and cost estimates. A copy of the Final Draft of the ITSP is enclosed with your agenda for your 
review.  
 
In June 2007, CGR presented the Technology Strategic Plan team with an assessment report 
prepared after staff interviews, documentation review, and site visits. This assessment confirmed 
staff’s original assessment that there were significant deficiencies with regard to existing 
information systems and the lack of basic industry standard programs and systems. In essence, 
the assessment report concluded that currently, highly manual processes contribute to 
inefficiencies and costly data gathering, mostly due to outdated systems. The absence of 
technology in other areas hampers the District’s ability to implement programs such as asset 
maintenance and management. A summary of the strengths and weaknesses identified by CGR’s 
assessment are listed below. 
 
Strengths 

• Staff is anxious to adopt more modern systems 
• Computer equipment and facilities are adequate for current systems 
• Network infrastructure includes fairly modern servers 
• Systems are in the process of being brought up to date 

 
Weaknesses 

• Financials 
 Access to information is very limited, primarily due to the constraints of the financial 

system. 
 Managers do not have real time financial data for managing budgets. 
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 Manual systems are used to supplement the limited functionality of the financial 
system. 

 Customers do not have internet access to their accounts for viewing or payment. 
 

• Processes 
 District processes are not in keeping with the increasing pace of modern business. 
 There are many manual processes involving writing, transcribing, printing, routing, 

obtaining signatures, and rekeying of data. 
 Considerable amounts of expensive staff time and effort are expended in 

unproductive tasks; searching for information, rekeying data, copying documents, and 
duplicating effort. 

 
• Varying Staff Technology Competencies 

 Lack of knowledge in some areas will make it difficult to implement new systems. 
 Considerable amounts of training will be required to bring many staff up to a level 

necessary to operate new systems 
 

• Records Management 
 Maps and drawings are not updated in a timely manner. 
 GIS is currently outsourced because there is no in-house capacity to manage it. 
 The archiving program is only accessible by one staff member and has a limited 

amount of documents (Board agendas, resolutions, contracts). 
 

• Asset Management 
 SCADA is only implemented fully at the Plant; the distribution system does not have 

any SCADA components. 
 There is no automated asset maintenance or management system in place. 

 
The twelve projects contained in the ITSP are intended to be implemented over a five year 
period.  The ITSP provides a framework for the implementation of projects and deployment of 
needed systems and programs that will improve the District’s operational capabilities in each 
functional area.  The ITSP includes projects in the following core areas that staff has determined 
are critical to the District’s continued improvement and success. 
 

• Financial software (general ledger, billing, customer service, HR) 
• Electronic document and records management 
• CADD and GIS  (mapping) 
• Asset Management and Maintenance Management (CMMS – work management) 
• Automated Meter Reading (AMR) 
• Supervisory Control and Data Acquisition (SCADA - Distribution System) 

 
Attachment A provides an overview of each of these critical areas, summarizes benefits, and 
correlates the action to core business areas contained in the District Strategic Plan. While it is 
difficult to quantify in economic terms the benefits of these improvements, it is clear to staff that 
existing shortcomings in these business/operational functions will continue to deteriorate the 
District’s current deficient condition in the area of information system management and hamper 
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staff’s ability to improve the efficient delivery of service and operation of the District.  With that 
said, as staff looks to the future, embracing the appropriate technology to continuously improve 
will present challenges for staff to transition from routine, manual activities to more high value, 
skilled ones.     
In addition to the improvements listed above, the ITSP identifies the following other projects that 
support, integrate, or complement the recommended systems. 
 

 The development of information technology policies and procedures is considered a 
best management practice and will provide a framework around which information 
systems will be managed, selected, implemented, and maintained. 

 Network infrastructure is a key baseline component needed to support and protect the 
implementation and investment of new systems and will be in a continuous process of 
improvement and refinement. 

 Disaster recovery planning is an essential element of business continuity and will plan 
for recovery of all electronic information in the event of a disaster. 

 The GIS portal will make the District’s asset information available to all users without 
having to deploy full GIS and CADD environments to those users. 

 Process analysis will be necessary during each system implementation to ensure that the 
most effective and efficient processes are developed to take advantage of the new 
systems. 

 Performance management and reporting brings all of the systems information together 
to provide tools for analysis and performance improvement, and allows managers to 
benchmark, monitor, and measure District program performance. 

 
CONCLUSION: 
 
Staff is recommending the Board receive and file the ITSP. The ITSP provides a foundation for 
moving the District forward in the technology arena that will improve operations, reduce 
inefficiencies, and improve external and internal access to information. 
 
COMMITTEE ACTION: 
 
The Water Resources Committee reviewed this item at its June 24th meeting and directed staff to 
move this item forward to the Board for review and consideration. 
 
FISCAL IMPACT: 
 
There is no fiscal impact with adoption of the plan. An estimated $2.5 million will be required if 
all of the projects in the ITSP are implemented. As staff implements the plan, the Board will 
have an opportunity to review and approve detailed budgets for specific projects prior to 
implementation. 
 
Attachment A – Project Summary  
Enclosure - Information Technology Strategic Plan 
 
Prepared by: Jeanne Deaver, Administrative Manager 
Approved by: Mike Bardin, General Manager
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Area Action Benefits Board Objective 
Financial 
 Accounting 
 Budgeting 
 Payroll/HR 
 Purchasing 
 Utility Billing 
 Fixed Assets 
 Customer work orders 

 

Replace legacy system  Reduced manual data entry 
 Improved access to information 
 Improved reporting capabilities 
 Automated routine tasks 
 Reduced paper transactions 
 Customer access to account information 

Finance – Maintain sound financial 
condition 

Electronic Documents & 
Records Management 

Replace legacy system  Centralized repository for all District documents and records 
 District-wide access to documents 
 Easy search and retrieval of documents 
 Secure storage of documents 

 

Admin & Management – Continuously 
improve business practices 

CADD and GIS Assume in-house 
capability and 
management of GIS from 
consultant and integrate 
with CADD system 
 

 Manage District assets and data related to physical location 
 Provide needed support for engineering, construction, 

operational, and maintenance activities 

Assets – Maintain District facilities and 
other physical assets 

Asset Management and 
Maintenance 

Implement a computerized 
work order, cost 
accounting, inventory 
control and work 
management system. 
Establish preventative 
maintenance program for 
fixed assets. 
 

 Complete inventory of District assets 
 Track maintenance and replacement schedule of assets 
 Linkage to GIS and Financial systems 
 Track job and work orders 
 Capture institutional knowledge of system from long time 

employees 
 Reduced maintenance costs 

Assets – Maintain District facilities and 
other physical assets 

Automated Meter Reading Convert manually read 
customer water meters to 
an automated, 
computerized system 

 Reduce manual labor costs associated with reading meters 
 Improves accuracy of billed usage 
 Centralize collection and processing of meter reading 

information 
 Real-time usage data for customers 

 

Admin & Management – Continuously 
improve business practices 
Relationships – Outreach and 
communications 

Supervisory Control and 
Data Acquisition 
(SCADA) 

Implement SCADA 
throughout distribution 
system and integrate with 
current SCADA at the 
Plant 
 

 District-wide computerized data collection 
 Improved operations of the water distribution network 
 Reduced operating costs 

Assets – Maintain District facilities and 
other physical assets 

ATTACHMENT A 

Agenda page 54



DATE:  August 21, 2008 
 
TO:  Board of Directors 
 
FROM: General Manager 
 
SUBJECT: Approval of Change Order No. 8 for the Phase 1 Valve Replacement Project 

(J-703) 
 
 
RECOMMENDATION: 
 
It is the Staff recommendation that the Board of Directors: 
 

1. Approve a $41,871.44 change order (Change Order No. 8) for the installation of thrust 
restraint for line-stops and enhanced thrust restraint at valve tee assemblies on piping 
larger than 12-inches in diameter, for the Phase 1 Valve Replacement Project (J-703). 

 
2. Take other action as appropriate. 

 

DISCUSSION:  
 
Project Change Order History 
 
To date, there have been 7 change orders associated with the Phase 1 Valve Replacement 
Project.  Change Order 1 for $84,978 involved the emergency replacement of a valve located on 
Lomas Santa Fe Drive and was initiated under the emergency provisions of the SFID 
Administrative Code and subsequently approved by the Board.  Change Order 2 for $5,943 
involved the installation of two manual air release valves at the Lomas Santa Fe location.  At its 
July 17, 2008, meeting, the Board approved reallocating the cost for these two emergency related 
change orders, as well as an additional $15,671 for associated engineering, construction 
management, and other cost, to a separate Emergency Valve Replacement Project account.  The 
Board also approved an amendment to the capital project budget to replenish the Phase 1 Valve 
Replacement Project funds and add additional funds to further increase the project contingency. 
 
Change orders 3 through 7 totaled $27,801.39, and consisted of 4 owner initiated changes for 
additional air release and blow-off valves within Fairbanks Ranch, and one change order 
associated with unforeseen field conditions within Fairbanks Ranch.  Approval of change orders 
2 through 7 were within the $35,000 approval authorization of the General Manager.   The 
following summarizes change order history to date. 
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Project J- 703 Change Orders To Date 
Change Order No. 1 *  $84,978.00 
Change Order No. 2  *  $  5,943.00 
Change Order No. 3  $  6,184.39 
Change Order No. 4  $  5,943.00 
Change Order No. 5  $  8,000.00 
Change Order No. 6  $  4,674.00 
Change Order No. 7  $  3,000.00 

Total Change Orders To Date:   $118,722.39 

*C.O.s reallocated to Emergency Valve 
Replacement Project: $  90,921.00 

Net Total Change Orders To Date:        $ 27,801.39 
 
 

Basis for proposed Change Order No. 8 
 
Approval of Change Order No. 8 is recommended for the following reasons: 
 

• In order to isolate existing valves requiring replacement, the Phase 1 Valve Replacement 
Project requires the installation of appurtenances known as “line-stops”.  Lines stops are 
essentially removable valves which are inserted into live pipelines using a specialized 
apparatus.  The removable valve is then closed to enable the replacement of the existing 
permanent valve.  Once the new replacement valve is installed, the temporary line-stop is 
removed.  Thrust restraint must be provided at all valves, including temporary valves, to 
avoid system failure due to the forces exerted on a valve while in the closed position.   

 
The contract documents were not clear regarding the specific requirements for thrust 
restraint at the line-stops.  In addition, based upon a misunderstanding regarding the 
agreed upon thrust restraint approach, the contractor was informed by the District during 
the bidding process that thrust restraints would not be required at the line stops.  
Therefore, the contractor did not include these costs in their bid.  Since thrust restraint is 
mandatory, the District has been directing the contractor to install the proper restraint 
since the beginning of construction activities in June 2008.  Most of the installations have 
already been completed.  Dexter Wilson Engineering, Inc. reviewed the contractor’s 
proposed cost for the additional work and confirmed that the contractor’s estimate was 
acceptable. 

 
• The contract documents refer to the Water Agencies Standards (WAS) for thrust blocks 

for pipes through 12-inches in diameter. However, the contract documents do not clearly 
define thrust restraint requirements for pipes and appurtenances greater than 12-inches in 
diameter.  Since there are 16 and 18-inch tees included as part of the required 
improvements, additional funds are required to accommodate concrete and labor required 
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for the larger thrust blocks. Dexter Wilson Engineering, Inc. reviewed the contractor’s 
proposed cost for the additional work and confirmed that the contractor’s estimate was 
acceptable.  Similar to the line-stops, the District has been directing the contractor to 
install the appropriately sized thrust blocks since the beginning of construction activities. 

 
Board Approval Requirement 
 
The SFID Administrative Code stipulates that Change orders greater than $35,000 require Board 
approval.  The cost associated with Change Order No. 8 is $41,871.44; therefore, Board approval 
is required.  
 
FISCAL IMPACT: 
 
There are sufficient funds in the J-703 Valve Replacement Project Capital Budget, and J-905 
Emergency Valve Project,  to cover the original contract amount, approved change orders to 
date, and the recommended Change Order No. 8.  Following approval of Change Order No. 8, 
there will be a remaining contingency of $147,488.17 in the J-703 Valve Replacement Project 
Capital Budget.   
 
 
COMMITTE ACTION: 
 
No Committee action.  
 
 
 
 
 
Prepared by: William Hunter, Engineering Manager 
Approved by: Michael Bardin, General Manager 

Agenda page 57



DATE:  August 21, 2008 
 
TO:  Board of Directors 
 
FROM: General Manager 
 
SUBJECT: Status Report on Carlsbad Desalination Project 
 
 
 
INFORMATION ITEM 
 
This is an information item only and does not require action by the Board. 
 

DISCUSSION 
 
On August 6, 2008, the California Coastal Commission approved the Carlsbad Desalination 
Project’s two remaining permit conditions – the Marine Life Mitigation Plan and the Energy 
Minimization and Green House Gas Reduction Plan.   
 
On August 22, 2008, the State Lands Commission is expected to approve a lease agreement that 
allows the desalination project to move forward to construction.  However, due to uncertainties 
raised by a law suit filed by the Surfrider Foundation and the Planning and Conservation League 
against the Coastal Commission in January 2008, it is anticipated that initiation of construction 
will be delayed until late spring or early summer 2009.  The law suit contends that the 
desalination plant would harm marine life in Agua Hedionda Lagoon and that the Coastal 
Commission did not conduct the appropriate level of evaluation before making their decision.  It 
is anticipated that the Court will consider the lawsuit in January 2009.  It is expected that new 
lawsuits will be filed against the Coastal Commission based upon their recent approval.  Since it 
is probable that new law suits would essentially be an extension of the argument in the original 
law suit, it is anticipated that these will not have a significant impact on project implementation 
if Poseidon prevails on the original suit. 
 
To date, the focus of Poseidon’s efforts was to obtain Coastal Commission approval. With that 
objective completed, the efforts to define the most viable delivery regime for the desalinated 
water supply are being accelerated.  Boyle Engineers has completed a report that defines 
potential product water delivery regimes.  The report will be distributed at the August 28, 2008, 
Desal Partners Distribution Technical Advisory Group meeting.  In addition to identifying 
technical alternatives and associated costs, the report will provide information that enables 
discussions regarding exchange agreements and other institutional issues. SFID staff will 
continue its proactive participation in this technical group, as well as the Desal Partners 
Management Group.  A summary of the findings of the delivery regime report will be provided 
at the September 18, 2008, Board meeting. 
 
Staff will also continue to implement provisions included in the Water Purchase Agreement.  A 
provision in the Agreement states that by September 7, 2008, the parties shall agree upon an 
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