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On behalf of the Agency and its employees, I am pleased to present the Agency’s 
second Five-Year Strategic Business Plan.  The development of this strategic business 
plan followed an approach similar to our first 5-year plan in 2004/2005.  Over one-third 
of the Agency staff participated and contributed to the development of the Plan and 
all staff will participate in its implementation.  The adoption of this plan signifies the 
importance that the Agency, its Board, and employees place on seeking continuous 
improvements in every aspect of the Agency’s operations.  The Agency intends to 
review and update the plan annually and welcomes comments and feedback from its 
stakeholders and other interested parties.

Respectfully Submitted, 

Jason Dow

Message from the General Manager
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The development of this Strategic Business Plan was a collaborative 
process which included invaluable input and assistance from many 
agencies and individuals.  The following individuals are gratefully 
acknowledged for their interest and participation:
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The Central Marin Sanitation Agency (CMSA) is a Joint Powers Agency 
(JPA) that was formed in 1979 by the four local agencies (San Rafael 
Sanitation District, City of Larkspur, and Sanitary Districts No.1 and No.2 
of Marin County), that provided wastewater services to the residents and 
businesses in Central Marin County.  The initial purpose of CMSA was to 
construct and operate a regional wastewater treatment plant and make 
other improvements to the Central Marin wastewater transport system to 
comply with the stricter wastewater treatment, disposal, and regulatory 
requirements in the 1972 Clean Water Act.

Since its first day of operation, CMSA has provided a consistent, 
continuous, and critical public health service to Central Marin residents, 
businesses, and industries.  In addition to providing wastewater 
treatment and disposal services, CMSA has a comprehensive 
pollution prevention program, leads an award winning county-wide 
water/wastewater public education program, and provides various 
environmental services to several local agencies.

In 2002, CMSA assembled a group of well-respected managers from 
wastewater agencies in the San Francisco Bay Area to conduct an 
Operations and Management Review of CMSA and identify areas of 
strength and for improvement.  The highest ranked recommendation was 
to develop a strategic business plan that would guide the Agency and its 
staff in decision making, set a strategic direction to achieve the Agency’s 
vision, and establish a culture of continuous improvement.

The development of the Agency’s first strategic business plan was 
a collaborative and constructive process involving the CMSA Board 
members, employees, and external stakeholders, and was adopted 
by the CMSA Board of Commissioners in December 2004.  Since then 
the Agency has completed nearly all of the strategic actions in the Plan 
resulting in numerous improvements within the organization such as: 
improved planning and communication processes; constructed facility 
improvements to increase treatment and disposal capacities for wet 
weather events; prepared financial, administrative and operational 
policies and procedures; developed and implemented a multi-faceted 
asset management program; executed succession plans associated 
with the retirement of management and wastewater operations staff; 
and implemented programs to improve staff development and morale.  
More importantly, the culture of continuous improvement has been firmly 
established throughout the Agency and has enabled us to improve 
service delivery to our customers and enhance environmental protection.

Foreward



Central Marin Sanitation Agency | Strategic Business Plan | 2011 – 2016 4

Introduction What is a strategic business plan and why is it significant?  A strategic 
business plan defines the purpose, vision, mission, and goals of the 
organization.  This Five-Year Strategic Business Plan for the Central 
Marin Sanitation Agency establishes the organizational and operational 
framework for the Agency starting in Fiscal Year 2011-12.  The Plan 
identifies specific objectives and strategic actions that Agency staff and 
departments will strive to accomplish in the fulfillment of the Agency’s 
stated Mission and Goals.  The following table presents the hierarchy 
and definitions of the elements used within this Strategic Business Plan.

Elements of the Strategic Business Plan

Element Definition Primary Focus
Purpose Why the organization exists Entire organization
Vision Where the organization wants to be in the future Entire organization

Mission How to achieve the purpose of the organization Entire organization
Goal Organization-wide desire Entire organization and select departments

Objective What an organization needs to achieve to fulfill its goals Departments, work groups, committees 
Strategy The plan or program an organization develops and 

implements to achieve its objectives
Departments, work groups, committees, individuals 

The benefits of a Strategic Business Plan are that it provides a clear 
path for improving CMSA as established by the Board, guides staff 
in all levels of decision making, and communicates the Agency’s 
organizational priorities to interested stakeholders.

Primary Users Agency Stakeholders
► CMSA Board of Commissioners

► CMSA Staff

► Joint Powers Agreement Member Agencies

► Ratepayers and Customers in the CMSA service area

► Governmental Regulators of CMSA operations

► Organizations that contract for CMSA services

► Other local governmental entities and special districts

► Other interested parties
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Planning 
Process

Active involvement and contributions by the CMSA Commissioners, 
the General Manager and Project Manager, the Agency Strategic 
Planning Committee (ASPC), and staff are reflected in this Strategic 
Business Plan (SBP). The Commissioners provided the foundation for 
the SBP by establishing the Agency’s Purpose, Vision, and Mission.  
The ASPC developed the Goals, Objectives, and Strategic Actions 
that align CMSA’s activities with the overarching framework set by the 
Commissioners. 

The Plan was developed through a collaborative process over the 
course of seven workshops and with input from both internal and 
external stakeholders. The planning process included: 

►  Internal Stakeholder Assessment. November 2010.      
 Individual interviews were conducted with 15 CMSA staff regarding:

  ► The Agency’s purpose, vision, mission, and specific business goals,

  ► The Agency’s organizational structure,

  ► Performance measures,

  ► Individual roles and responsibilities,

  ► The general effectiveness and efficiency of Agency operations,

  ► The nature and extent of intra-Agency relationships,

  ► The nature and extent of relationships with external stakeholders, and

  ► Major issues and challenges confronting the Agency. 

►  SWOT Analysis Workshop. November 2010.      
 The focus of this workshop was to conduct a strengths, weaknesses,   
 opportunities, and threats (SWOT) analysis and included consideration of: 

  ► The existing resources the Agency uses to achieve its objectives,

  ► The limitations of the Agency that keep it from achieving its objectives,

  ► Favorable situations that permit the Agency to improve its   
   achievement of objectives or otherwise enhance its position, and

  ► Current or developing events that would significantly alter how the  
   Agency carries out its functions and responsibilities.

1 Internal
Assessment
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►  External Stakeholder Assessment. December 2010 – January 2011.  
 Interviews were conducted with six Agency stakeholder representatives  
 who have established relationships with CMSA to ascertain their respective  
 perceptions of the Agency. 

►  Board Workshop I, Strategic Planning Overview. December 2010.   
 The focus of this workshop included a review of previous strategic planning  
 efforts, an overview of strategic business planning terminology, and   
 discussion of conceptual changes to CMSA’s Purpose, Vision and Mission  
 statements.  

►  Board Workshop II, Purpose, Vision and Mission. January 2011.   
 During this workshop, the Board discussed and refined CMSA’s Purpose,  
 Vision, and Mission statements.  

►  ASPC Workshop A, Agency Goals. February 2011.     
 Prior to Workshop A,the ASPC met to review the Purpose, Vision, and   
 Mission statements prepared by the Board and to brainstorm conceptual  
 goals. During the workshop, the goal concepts were reviewed and   
 discussed and draft goals were prepared.  

►  ASPC Workshop B, Agency Goals and Strategic Objectives. February  
 2011.           
 Prior to Workshop B, the ASPC met in smaller working groups to brainstorm  
 conceptual objectives for each of the goals developed in Workshop A.   
 During Workshop B, the draft goals were further refined and consolidated  
 into six goals with two to three objectives identified for each goal.  

►  ASPC Workshops C and D, Strategic Actions. May and June 2011.  
 During these last two workshops, members of the ASPC focused on drafting  
 and defining Strategic Actions for each Objective.  

►  ASPC Workshop E. August 2011.       
 In July 2011, the CMSA Board recieved the draft Strategic Business Plan  
 and profided feedback on the Plan at its July Board Meeting. The ASPC  
 held a final workshop to incorporate Board comments into Strategic Actions. 

 
The results of the collaborative planning process described above are compiled 
and presented in this plan. CMSA intends to continue to use this collaborative 
process of reviewing and revising the plan in the future to further improve 
organizational and operational performance.

2
External
Stakeholder
Assessment

3 Board 
Workshops

4
Staff Workshop:
Agency
Goals

5
Staff Workshop:
Strategic
Objectives

6
Staff Workshops:
Strategic
Actions
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Mission Central Marin Sanitation Agency will achieve its purpose and vision by:

►  Operating and maintaining the wastewater treatment plant and   
 related facilities in a safe, sustainable, efficient, and effective manner.

►  Managing and protecting its assets and investments through sound  
 financial policies and business practices.

►  Providing quality service through long-range planning and   
 appropriate use of technology.

►  Encouraging discussion and development of strategies for   
 addressing regional wastewater issues.

►  Maintaining a diverse work place that fosters professional growth,  
 teamwork, succession planning, and job satisfaction.

►  Educating the public on water, wastewater, and environmental issues.

Central Marin Sanitation Agency shall provide wastewater treatment, 
disposal, and related environmental services to protect public health 
and enhance environmental quality within its service area comprised of 
Sanitary District Number 1 of Marin County, Sanitary District Number 2 
of Marin County, and the San Rafael Sanitation District. 

Purpose

Vision Central Marin Sanitation Agency will be an industry leader in providing 
efficient wastewater treatment and disposal services in a manner that is 
fully compliant with regulations and is economically and environmentally 
sustainable over the long term. 
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Goal 1
Goal 2
Goal 3
Goal 4
Goal 5
Goal 6

CMSA will continue to operate and maintain its 
wastewater facilities to produce high quality 
effluent and biosolids, and to meet or exceed 
changing regulatory requirements.
Objective 1.1:  Further enhance the Agency’s asset management 
program.

a. Develop a condition assessment program and associated decision making 
processes for the Agency’s assets.

b. Utilize the condition assessment results in the Agency’s preventative 
maintenance program.

c. Develop a long-term risk and condition based asset funding model.

a. Prepare a comprehensive inventory management program for critical 
equipment, materials, and supplies.

Objective 1.2:  Continuously improve the performance of the 
treatment plant’s operational processes and systems.

a. Periodically review process equipment and systems to identify opportunities for 
improvements.

b. Evaluate new technologies being used in the wastewater industry for 
applicability at the Agency.

c. Develop an implementation plan for the identified improvements and 
technologies.

d. Develop and implement a secondary flow equalization strategy.

Objective 1.3:   Proactively develop and 
implement strategies to meet changing regulatory 
requirements.

a. Negotiate realistic and reasonable terms and conditions for the  
 Agency’s 2012 NPDES permit.

b. Prepare a phased, multi-year implementation plan to monitor  
 and/or reduce wastewater blending, if required by the Regional  
 Water Quality Control Board.

c. Participate in organizations that advocate on behalf of   
 wastewater entities before state and federal regulators.

d. Develop and/or update strategies and plans to meet   
 anticipated regulatory requirements.
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Goal 1
Goal 2
Goal 3
Goal 4
Goal 5
Goal 6

CMSA will continually improve financial 
management programs to ensure transparency, 
financial sustainability, and sound fiscal 
management.
Objective 2.1:  Prepare financial documents in accordance with the 
Governmental Finance Officer Association’s (GFOA) recommended 
best practices. 

a. Train supervisory staff on fundamentals of governmental accounting and 
budgeting and the use of financial documents.

b. Identify GFOA best practices that could be utilized by the Agency.

c. Define key performance indicators and develop a public reporting document 
that links finances to operational results.

Objective 2.2:  Enhance interdepartmental capital program 
planning and project implementation. 

a. Utilize a capital improvement planning team to manage and administer the 
Agency’s Capital Improvement Program.

b. Develop standardized assessments for use in capital project decision making 
and reporting.

c. Develop new reports for capital project implementation and management. 

Objective 2.3:  Broaden financial policies and procedures to 
further align procurement and contracting practices with public 
contracting standards.  

a. Periodically review financial policies and procedures and update or supplement 
them as appropriate.

b. Develop and utilize California Uniform Public Cost Construction Accounting Act 
(CUPCCAA) informal bidding procedures.

c. Develop a forecasting analysis for chemical pricing. 

d. Prepare a guidance document to assist in selecting the appropriate 
procurement or contracting method.
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Goal 1
Goal 2
Goal 3
Goal 4
Goal 5
Goal 6

CMSA will incorporate green business principles 
in its short and long-term planning.
Objective 3.1:  Consider energy efficiency and environmental 
sustainability in Agency projects, initiatives, and business 
practices.

a. Maintain Green Business certification status with the County of Marin.

b. Conduct an energy audit of the Agency’s facilities and equipment.

c. Perform a greenhouse gas audit of the treatment plant.

d. Review results of the audits for implementation if economically feasible. 

e. Implement projects to enhance the production of biogas. 

f. Increase use of recycled products when economically feasible.

Objective 3.2:  Develop a strategy for promoting and/or increasing 
the beneficial use of the Agency’s products.

a. Develop a policy for the beneficial use of the Agency’s products.

b. Explore opportunities for the use of reclaimed water. 

c. Expand material and commodity reuse and recycling programs within the 
Agency. 

d. Identify, monitor, and evaluate beneficial use opportunities for biosolids.
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Goal 1
Goal 2
Goal 3 
Goal 4
Goal 5
Goal 6

CMSA will lead or actively participate in 
collaborative discussions and efforts to address 
regional environmental opportunities and 
challenges.
Objective 4.1:  Identify regional issues and lead or participate in 
their resolution.

a. Monitor issues that could directly impact wastewater agencies.

b. Identify appropriate organizations for Agency participation.

c. Assign appropriate staff to represent the Agency at regional organizations.

d. Promote interagency coordination on capital projects and explore regional 
benefits of collaborating on joint ventures.

e. Partner with other local entities to reduce greenhouse gas emissions.

Objective 4.2:  Collaborate with other local agencies in sharing of 
services and resources. 

a. Consider providing Agency services to local agencies when  
 requested and develop contracts as appropriate. 

b. Identify opportunities with local agencies to share services  
 and/or resources and develop a contract or agreement as  
 appropriate.  

c. Identify and initiate beneficial pooled purchasing opportunities  
 for commodities and services. 
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Goal 1
Goal 2
Goal 3
Goal 4
Goal 5
Goal 6

CMSA will retain and attract high quality 
employees by providing a work environment 
that motivates staff and fosters professional 
development.
Objective 5.1:  Design and implement training and processes that 
support a culture of leadership and professional growth.

a. Inventory and evaluate current training programs and assess the need for 
additional training to support professional development.

b. Develop an Agency-wide training policy.

c. Incorporate training elements into each employee’s annual workplan.

d. Provide internal and external training resources to promote professional 
development. 

Objective 5.2:   Create meaningful opportunities to participate in 
and contribute to organizational success.

a. Provide opportunities for employees to participate in the planning and 
implementation of Agency initiatives.

b. Encourage employees to volunteer for leadership/committee assignments in 
industry organizations.

c. Conduct a needs assessment for employee workspaces and develop a plan for 
modifications to optimize productivity.

d. Initiate a biannual organizational culture survey and evaluate and share results 
with staff.  

e. Develop standardized elements in annual performance reviews to solicit 
feedback regarding organizational improvement. 

Objective 5.3:  Improve recognition of employee work 
performance.

a. Promote and acknowledge exceptional performance by employees and the 
Agency.

b. Develop a standardized format with classification-specific criteria for 
performance evaluations.

c. Develop a consistent method for providing feedback during annual employee 
performance evaluations.

d. Develop a standardized evaluation procedure for the merit award program.
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Goal 1
Goal 2
Goal 3
Goal 4
Goal 5
Goal 6

CMSA will enhance its internal and external 
communication programs.
Objective 6.1:  Enhance outreach to external stakeholders. 

a. Promote public awareness of industry issues and trends.

b. Develop and maintain a list of stakeholders to receive Agency 
communications.

c. Develop a web-based application to allow stakeholders to sign-up for and 
receive Agency announcements.

d. Expand webcam page to allow stakeholders to view Agency facilities and 
projects. 

Objective 6.2:  Develop and encourage processes to facilitate 
inter- and intradepartmental information sharing.

a. Standardize the use of calendaring software for Agency-wide use.

b. Develop standardized departmental formats for information sharing.

c. Inventory Agency and departmental information sharing needs. 

d. Implement solutions to any important information sharing needs.

Objective 6.3:  Implement technologies and systems that 
facilitate access to and use of information.

a. Obtain legal guidance on what information must be retained in hard copy. 

b. Retain an information management consultant.

c. Develop an information management   
 master plan that addresses on-   
 going planning and coordination of   
 information technology needs.

d. Initiate implementation of the information  
 management master plan.




