Strategic Business Plan
2016 - 2020

Central Marin Sanitation Agency
1301 Andersen Drive, San Rafael, CA 94901
T: 415-459-1455 W: www.cmsa.us
1

2

Contents
Strategic Business Plan for FY 2016 – 2020
Agency Description

5
7

About Us
Our History
CMSA’s Governing Board
Stakeholders

Agency Mission, Vision, and Values
Strategic Business Plan Elements

9
10

Plan Development
Past Strategic Planning
Strategic Business Plan Framework

Business Plan FY 2016-2017

13

Business Plan FY 2016-2017 Year-end Report

21

Business Plan FY 2017-2018

29

3

4

Strategic Business Plan for FY 2016 – 2020

5

6

Agency Description

STRATEGIC BUSINESS
PLAN DEVELOPMENT
TEAM

About Us

As a regional agency dedicated to the health of our
community and the environment, our experienced staff
provides high quality wastewater-related services for
the residents and businesses of central Marin County.
Central Marin Sanitation Agency (CMSA) operates a
large, sophisticated wastewater treatment facility that
treats and disposes of the wastewater and biosolids
collected from households and businesses in central
Marin County. Approximately six billion gallons of
wastewater are treated and released as clean effluent
into San Francisco Bay each year, and we consistently
meet or exceed all federal, state, and regional regulatory
requirements.
CMSA has a staff of 43 employees, with various
management, operations, maintenance, engineering,
environmental services, finance, and administrative
positions.

Our History

In October 1979, four of the local agencies that provided
wastewater services in central Marin county entered
into a Joint Powers Agreement (JPA):
•
•
•
•

San Rafael Sanitation District
Sanitary District No. 1 of Marin County
Sanitary District No. 2 of Marin County
The City of Larkspur

This agreement created a separate governmental entity,
CMSA, to oversee the construction and operation of a
regional wastewater treatment facility. CMSA became
operational in January 1985.
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▲ CMSA BOARD OF
COMMISSIONERS
KATHY HARTZELL
MARIBETH BUSHEY
AL BORO
FRANK EGGER
MARY SYLLA
DIANE FURST

▲ AGENCY STRATEGIC
PLANNING COMMITTEE
JASON DOW
ROB COLE
CHRIS FINTON
CARLOS OBLITES
BRIAN THOMAS
KATE BROUILLET
PAUL BRUEMMER
NICK GAUNT
KIT GROVES
TUOMAS GROVES
JOSE GUTIERREZ
JEAN ST. LOUIS
RUSS TURNBULL

CMSA’s Governing Board

CMSA is governed by a Board of Commissioners
consisting of six Board members representing the
four joint powers member agencies. Board
members are appointed by their respective agency
Boards or, in the case of Larkspur, the City Council.
The member agencies determine the appointments
and terms of office for their respective
representatives.

CMSA SERVICE AREA
▲ CMSA PROVIDES WASTEWATER TREATMENT
FOR THE FOLLOWING AREAS:
CITY OF LARKSPUR
TOWNS OF CORTE MADERA , FAIRFAX, ROSS,
AND SAN ANSELMO
PORTIONS OF THE CITY OF SAN RAFAEL
UNINCORPORATED AREAS OF ROSS VALLEY
SAN QUENTIN VILLAGE
SAN QUENTIN STATE PRISON

Stakeholders

As a joint powers authority providing
wastewater, environmental, and
resource recovery services for the
residents of Central Marin, our many
stakeholders and primary audience
for this Strategic Business Plan
include, but are not limited to:
•
•
•
•
•
•
•

Our Board of Commissioners
Our staff
Our member agencies
Our customers
Our regulators
Our regional partners
Other local government agencies
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Agency’s Mission, Vision, and Values
MISSION
WHAT THE AGENCY DOES
MISSION

Central Marin Sanitation Agency will protect the environment and
public health by providing wastewater, environmental, and resource
recovery services of exceptional quality and value to its customers.

VISION
VISION

WHERE THE AGENCY WANTS TO BE IN THE FUTURE
Central Marin Sanitation Agency will be an industry leader by
providing innovative, efficient, and sustainable wastewater services,
capturing and utilizing renewable resources, and delivering
renewable power.

VALUES

KEY STATEMENTS THAT DESCRIBE THE IDEALS OF THE AGENCY
VALUES

CMSA values...
• Consistent and continuous regulatory compliance to protect
San Francisco Bay.
• Sound financial practices to safeguard the Agency’s assets.
• Effective asset management through appropriate short- and
long-term planning and sustainable practices.
• A safe and healthy workplace for its employees and
stakeholders.
• Professional growth, teamwork, and job satisfaction within a
diverse workforce.
• Quality public outreach and education to promote
environmental stewardship.
• Partnerships which further common water quality and resource
recovery interests.
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Strategic Business Plan Elements
Plan Development

A strategic business plan is a guide to help an organization chart
a strategic path to effectively maintain and improve its
operations and services. CMSA’s strategic business plan has
been constructed to set priorities, focus energy and resources,
and guide fundamental decisions and actions that will shape the
Agency into the future.
The development of the Agency’s strategic business plan is a
collaborative process involving CMSA’s Board of Commissioners
and staff. The Agency’s Board provided guidance on the overall
direction of the Agency by clearly defining the Agency’s Mission,
Vision, Values, and Goals, and by providing feedback on the
Strategic Business Plan document which establishes the
operational framework for the Agency for the next five years, in
one-year increments. Each year, Agency staff will identify
specific objectives and associated actions that Agency staff will
undertake in support of the Agency’s Mission and Goals, and
align with the Agency Vision. Moreover, at each year-end,
Agency staff will report on accomplishments for the year, as well
as prepare a new business plan for the coming year.

Past Strategic Planning

The Agency’s first strategic business plan was a multi-year plan that was adopted by the CMSA
Board of Commissioners in December 2004. Improvements implemented in the first business plan
included improved planning and communication processes; design and construction of additional
wet weather storage and treatment capacity; improvement of existing financial, administrative, and
operational policies and procedures; development and implementation of an asset management
program; development of succession planning policies; and staff enhancement and training
programs.
In 2010, the Board of Commissioners adopted the Agency’s second multi-year strategic business
plan, which improved Agency operations through implementing optimization studies for treatment
plant processes, planning for changing regulatory requirements, implementing best practices in
financial reporting, incorporating green business principals, collaborating with industry groups to
address regional environmental issues, improving employee recognition, and expanding community
outreach programs. This third strategic business plan builds upon the Agency’s culture of
continuous improvement.
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Strategic Business Plan Framework

This strategic plan provides a direction on how to achieve future success. It does this by defining
Agency Goals and developing Objectives and Strategic Actions in order to accomplish our
mission. This framework will enable the Agency to accomplish our mission and meet our
community’s needs in an efficient and cost-effective manner, now and in the future.
• Goals are the Board policy statements that shape the outcomes we want to achieve.
• Objectives are the directions we want to take to reach those goals.
• Strategic Actions reflect how staff will accomplish these objectives in the near term.
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FY 2016-2017 BUSINESS PLAN

AGENCY GOALS

▲ GOAL ONE
▲ GOAL TWO

Goal One:
CMSA will continue to operate and maintain its wastewater
facilities to produce high quality effluent and biosolids, within a
changing regulatory environment.
Objective 1.1

Maintain the high performance of the treatment
facility operations

▲ GOAL THREE

Action: Comply with all Agency regulatory requirements

▲ GOAL FOUR

Action: Apply for and obtain the National Association of Clean
Water Agencies (NACWA) Platinum 12-Year Peak
Performance Award

▲ GOAL FIVE
▲ GOAL SIX

Action: Rotate staff onto the Process Control Team to
collaborate on facility operations
Action: Update target metrics and key performance
indicators for treatment plant processes

Objective 1.2 Develop and implement strategies to meet changing
regulatory requirements
Action: Select and hire a regulatory consultant for the
National Pollutant Discharge Elimination System
(NPDES) permit renewal
Action: Submit the NPDES permit renewal application and
report of waste discharge to the Regional Water
Board
Action: Prepare an Agency-wide facility master plan
Action: Participate in the Regional Water Board nutrient
watershed permit studies

Objective 1.3 Manage the Agency’s assets
Action: Select and hire a consultant to evaluate the
Computerized Maintenance Management System
(CMMS) functions and operation, and recommend
improvements
Action: Overhaul the cogeneration engine
Action: Replace the primary clarifier influent gates
Action: Remove and replace failed coating in the FOG/F2E
vault
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FY 2016-2017 BUSINESS PLAN

AGENCY GOALS

▲ GOAL ONE
▲ GOAL TWO
▲ GOAL THREE
▲ GOAL FOUR
▲ GOAL FIVE
▲ GOAL SIX

Goal Two:
CMSA will continually improve financial management practices to
ensure transparency, financial sustainability, and sound fiscal
principles.
Objective 2.1

Regularly evaluate existing fiscal practices and
develop new procedures as necessary

Action: Manage and review monthly transactions to
ensure a clean FY 16 audit
Action: Develop a procedure for reviewing and
monitoring investment opportunities
Action: Provide Agency staff with periodic refresher
training on different, commonly-used financial
procedures
Action: Review service provider costs for ongoing
operational and administrative services

Objective 2.2

Explore and implement fiscal planning initiatives
that improve the Agency’s financial sustainability

Action: Update the financial component of the Agency’s
Business Continuity Plan
Action: Develop the Agency’s next Multi-Year Revenue Plan
Action:

Objective 2.3

Prepare a report analyzing different amortization
structures for CalPERS unfunded liability

Prepare transparent financial documents

Action: Prepare the Agency’s Budget document in the
Government Finance Officers Association
(GFOA) format and submit to the GFOA for
review
Action: Prepare a quarterly budget report for the Board of
Commissioners
Action: Prepare the Agency’s Comprehensive Annual
Financial Report (CAFR), and submit it to the
GFOA for review
Action: Prepare the Agency’s Popular Annual Financial
Report (PAFR), and submit it to the GFOA for
review
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FY 2016-2017 BUSINESS PLAN

AGENCY GOALS

Goal Three:
CMSA will further incorporate green business principles and
consider renewable resource opportunities in its short- and
long-term planning.

▲ GOAL ONE
▲ GOAL TWO
▲ GOAL THREE
▲ GOAL FOUR

Objective 3.1

Investigate and implement steps to supply the
Agency’s extra power

Action: Develop a new interconnection agreement with
PG&E

▲ GOAL FIVE

Action: Determine and implement any improvements to
supply power to the PG&E utility grid

▲ GOAL SIX

Action: Negotiate power sale agreements

Objective 3.2

Produce recycled water for outside use

Action: Produce recycled water for sanitary district
sewer line flushing
Action: Participate with the Marin Municipal Water District
in marketing the recycled water truck filling
station to prospective users
Action: Provide recycled water to identified users

Objective 3.3

Monitor and review energy and environmental
sustainability metrics

Action: Assess greenhouse gas reduction and/or energy
efficiency measures for all maintenance and
capital improvement projects, and implement
when feasible
Action: Prepare quarterly and annual energy use and
greenhouse gas production reports
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FY 2016-2017 BUSINESS PLAN

AGENCY GOALS

▲ GOAL ONE
▲ GOAL TWO
▲ GOAL THREE
▲ GOAL FOUR
▲ GOAL FIVE
▲ GOAL SIX

Goal Four:
CMSA will lead or actively participate in collaborative efforts to
address local and regional environmental opportunities and
challenges.
Objective 4.1

Collaborate with local agencies in the sharing of
services and resources

Action: Prepare an inventory of Agency resources available
for inter-agency mutual aid
Action: Explore training opportunities for multi-agency
disaster preparedness and recovery

Objective 4.2

Promote interagency coordination on capital
projects

Action: Administer the condition assessment of the San
Rafael and Ross Valley interceptors
Action: Support the rehabilitation of the Sanitary District #2
meter vault
Action: Administer the Capital Improvement Program for
San Quentin State Prison Pump Station
Action: Replace the San Quentin Village Pump Station
control panel
Action: Support Ross Valley Sanitary District with pump
station control and telemetry rehabilitation
upgrade projects
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FY 2016-2017 BUSINESS PLAN

AGENCY GOALS

▲ GOAL ONE
▲ GOAL TWO
▲ GOAL THREE
▲ GOAL FOUR
▲ GOAL FIVE
▲ GOAL SIX

Goal Five:
CMSA will attract and retain high quality employees by providing
a work environment that motivates staff, fosters professional
development, values diversity, and promotes a culture of safety.
Objective 5.1

Promote a culture of leadership and professional
growth

Action:

Organize and conduct periodic informal seminars
on a variety of Agency activities

Action:

Provide employees opportunities to attend
leadership and technical training events

Action:

Support employee attendance at training and
development activities outside of working hours

Objective 5.2

Support efforts to attract and develop qualified
and skilled employees

Action: Draft an administrative procedure to outline and
promote Agency internship opportunities
Action:

Provide an unpaid internship opportunity in
Operations and Maintenance and recruit in the
local community

Action:

Represent the Agency at off-site events
sponsored by industry associations and other
entities

Objective 5.3

Enhance the employee work culture

Action:

Create a new storage area and modern work
space by completing the maintenance facility
modification project

Action:

Implement an employee wellness program

Action:

Hold a periodic Agency BBQ to recognize Agency
and staff accomplishments

Objective 5.4

Maintain a safe work environment

Action: Provide advanced Competent Person training for
the skid steer loader
Action: Support staff participation in safety conferences
and events
Action: Install safe-access gates in the secondary
clarifiers
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FY 2016-2017 BUSINESS PLAN

AGENCY GOALS

Goal Six:
CMSA will enhance its internal and external communications.
Objective 6.1

▲ GOAL ONE
▲ GOAL TWO
▲ GOAL THREE
▲ GOAL FOUR
▲ GOAL FIVE
▲ GOAL SIX

Educate employees on currently-available Agency
benefits

Action: Create an Agency Benefits Handbook as an
employee reference tool
Action: Provide training on Agency health benefits for the
open enrollment period
Action: Coordinate 457 plan provider training on the
Agency’s deferred compensation programs

Objective 6.2

Evaluate the next steps for the new Agency file
structure

Action: Produce a department-specific file structure for
Agency use
Action: Complete all department file structure migration and
archive legacy content
Action: Review and update file structure guidance
document

Objective 6.3

Improve interdepartmental communications

Action: Transition calendars and email to Office 365
Action: Develop an Agency-wide calendar use
procedure and provide staff training

Objective 6.4

Update Agency external communication channels

Action: Develop a schedule to keep the website content
current and implement updates per the schedule
Action: Implement an online contractor bid management
system
Action: Publish a quarterly Agency newsletter
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FY 2017-2018 BUSINESS PLAN

AGENCY GOALS

GOAL ONE
CMSA will continue to operate and maintain its wastewater facilities to
produce high quality effluent and biosolids, within a changing regulatory
environment.
Objective 1.1

▲ GOAL ONE
▲ GOAL TWO
▲ GOAL THREE
▲ GOAL FOUR
▲ GOAL FIVE
▲ GOAL SIX

Action:
Action:
Action:
Action:
Action:

Objective 1.2
Action:
Action:
Action:
Action:
Action:
Action:

Objective 1.3
Action:
Action:
Action:
Action:

Objective 1.4
Action:
Action:
Action:
Action:

Maintain the high performance of the treatment facility’s
operational processes
Comply with all Agency regulatory requirements
Apply for the National Association of Clean Water Agencies
(NACWA) Silver Award for 2017
Determine Key Performance Indicators (KPI) for process areas
Install a total solids meter to monitor Secondary System
effluent
Prepare process area automation template for one process area
Develop and implement strategies to meet changing
regulatory requirements
Negotiate a reasonable, new 5-year NPDES Permit
Create a permit compliance schedule, and distribute to
internal stakeholders
Provide employees with NPDES permit training
Update existing and develop new procedures to comply
with ELAP TNI standards for the laboratory
Complete the Sewer Use Local Limit update
Review and update the Sewer Use Ordinance’s Enforcement
Response Plan
Manage the Agency’s assets
Hire a consultant to evaluate the Asset Management
Program and recommend improvements
Prepare a predictive asset management plan for a selected area
Complete construction of the Maintenance Facilities
Modification Project
Design and construct paving improvements by the Solids
Handling Building
Prepare an Agency Facilities Master Plan
Complete the tasks in the plan’s scope of work
Present Master Plan findings and recommendations to the
Board
Work with the Finance Committee and Board to select projects
for future implementation
Update the 10-Year CIP with approved projects and activities
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FY 2017-2018 BUSINESS PLAN

AGENCY GOALS

GOAL TWO
CMSA will continually improve financial management practices to ensure
transparency, financial sustainability, and sound fiscal principles.
Objective 2.1

▲ GOAL ONE
▲ GOAL TWO

Action: Manage and review monthly transactions to ensure a clean
FY17-18 audit
Action:

Provide Agency staff with quarterly refresher training on
commonly used financial procedures, such as timesheets,
payment processing, purchasing, and travel

Action:

Compile a list of service provider contracts by functional area

▲ GOAL THREE
▲ GOAL FOUR
▲ GOAL FIVE
▲ GOAL SIX

Regularly evaluate existing fiscal practices and develop
new procedures as necessary

Objective 2.2

Prepare a Multi-Year Revenue Plan

Action:

Determine multi-year revenue increases needed to balance
operating budget

Action:

Incorporate approved Master Plan projects into the
proposed Revenue Plan

Action:

Construct revenue plan alternatives for review with the
Finance Committee and JPA managers

Action:

Collaborate with the Finance Committee and JPA managers
to select a multi-year revenue plan strategy

Action:

Board selection of revenue strategy and staff
implementation

Objective 2.3

Prepare transparent financial documents

Action:

Prepare the Agency’s Budget document in the Government
Finance Officers Association (GFOA) format and submit to
the GFOA for review

Action:

Prepare quarterly budget reports for Board of
Commissioners

Action : Prepare the Agency’s Comprehensive Annual Financial
Report (CAFR), and submit to the GFOA for review
Action:

Prepare the Agency’s Popular Annual Financial Report
(PAFR), and submit to the GFOA for review
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FY 2017-2018 BUSINESS PLAN

AGENCY GOALS

GOAL THREE
CMSA will further incorporate green business principles and consider
renewable resource opportunities in its short- and long-term planning.
Objective 3.1

▲ GOAL ONE
▲ GOAL TWO
▲ GOAL THREE
▲ GOAL FOUR
▲ GOAL FIVE
▲ GOAL SIX

Implement steps to supply the Agency’s extra power

Action: Design and implement required improvements for
power delivery
Action: Receive a State Revolving Fund (SRF) Green Project
Reserve loan with forgiveness
Action: Negotiate and execute a power sale agreement
Action: Identify potential organic waste sources within
Marin County

Objective 3.2

Produce recycled water for outside use

Action: Participate with Marin Municipal Water District in
marketing the recycled water truck filling station to
prospective users
Action: Provide recycled water for uses other than sewer
line flushing
Action: Provide the Board with a Recycled Water Use Report in
July 2018

Objective 3.3

Increase the Agency's Energy Efficiency

Action: Establish an Agency team to develop a power monitoring
program
Action: Prepare a Power Monitoring Plan to identify processes and
equipment for power monitoring, define power usage
metrics, and install the necessary monitoring equipment
Action: Construct a power monitoring dashboard and begin to
actively track and discuss energy use
Action: Determine the energy savings obtained by utilizing
waste heat
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FY 2017-2018 BUSINESS PLAN

AGENCY GOALS

GOAL FOUR
CMSA will lead or actively participate in collaborative efforts to address
local and regional environmental opportunities and challenges.
Objective 4.1

▲ GOAL ONE
▲ GOAL TWO
▲ GOAL THREE
▲ GOAL FOUR
▲ GOAL FIVE
▲ GOAL SIX

Collaborate with stakeholders on programs to comply with
CalRecycle’s regulations on diverting organics from landfills

Action: Revise the Agency Food Waste Disposal Agreement with Marin
Sanitary Service for Board adoption
Action: Serve as the Bay Area Biosolids Coalition lead agency
Action: Participate in the Bay Area Biosolids Coalition to evaluate yearround biosolids management alternatives

Objective 4.2

Promote interagency coordination on capital projects

Action: Administer the FY18 Capital Improvement Program for the
main pump station at San Quentin State Prison
Action: Support rehabilitation of the Sanitary District No. 2 Fifer
Pump Station
Action: Replace the control panel for San Quentin Village Pump Station
Action: Replace the effluent flow meter for San Quentin Prison Pump
Station
Action: Support integration of the Ross Valley Sanitary District pump
station telemetry to CMSA SCADA

Objective 4.3

Participate in the Joint Powers Agreement (JPA) Revision
Initiative

Action: Prepare a JPA review plan and process with the JPA
managers and ad hoc JPA Review Committee
Action: Participate in the JPA review process, and draft JPA revisions
for consideration by the JPA Agency Boards
Action: Revise the JPA with approved revisions
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FY 2017-2018 BUSINESS PLAN

AGENCY GOALS

GOAL FIVE
CMSA will attract and retain high quality employees by providing a work
environment that motivates staff, fosters professional development,
values diversity, and promotes a culture of safety.
Objective 5.1

▲ GOAL ONE
▲ GOAL TWO
▲ GOAL THREE
▲ GOAL FOUR
▲ GOAL FIVE
▲ GOAL SIX

Promote a culture of leadership and professional growth

Action: Organize and conduct periodic informal seminars on a
variety of Agency activities
Action: Communicate to staff the Agency's Mission, Vision,
and Values, and annual Business Plan
Action: Identify opportunities to attend leadership and technical
training events
Action: Determine the practicality of a mentorship program for
new hires

Objective 5.2

Support efforts to attract and develop qualified and
skilled employees

Action: Prepare a succession plan for key employee classifications
Action: Provide an unpaid internship opportunity in Operations and
Maintenance and target the local community during our
candidate search
Action: Develop and implement an Agency intern on-boarding
packet

Objective 5.3

Enhance employee work culture

Action: Hold an Agency barbeque and holiday party
Action: Submit applications for industry awards
Action: Explore opportunities to create a modern Facility Control
Room and workspaces in the Administration Building
Action: Review annual performance evaluation forms, and design
and implement improvements

Objective 5.4

Maintain a safe and secure work environment

Action: Install safe-access gates for the chlorine contact tanks
Action: Combine the Safety and Security Committees, and prepare a
new charter document
Action: Review Agency security policies and procedures and
continuously identify any improvements
Action: Develop an annual safety training calendar
Action: Develop a quarterly safety activity metrics report
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FY 2017-2018 BUSINESS PLAN

AGENCY GOALS

GOAL SIX
CMSA will enhance its internal and external communications.
Objective 6.1: Educate employees on currently available Agency
benefits

▲ GOAL ONE
▲ GOAL TWO
▲ GOAL THREE
▲ GOAL FOUR
▲ GOAL FIVE
▲ GOAL SIX

Action: Create an Agency Benefits Handbook for an employee
reference tool
Action: Provide training on Agency health benefits for the open
enrollment period
Action: Coordinate 457 plan provider training on Agency’s deferred
compensation

Objective 6.2: Improve Agency Information Management Systems
Action: Update records retention policy for electronic files
Action: Complete all department file structure migration and
archive legacy shared drive content
Action: Annually audit and update all Agency forms and ensure
correct file paths
Action: Develop standard forms for the Agency’s Pollution
Prevention and Pretreatment Programs
Action: Complete development of the WEBSOFT industrial waste
database and update its reporting process

Objective 6.3: Improve methods of communication
Action: Technical Services to prepare and distribute a bi-weekly
activity report
Action: Review internal agency reports to identify and make
improvements
Action: Deployment of LIMS and DIMS database for more efficient
use of lab and process control data
Action: Implement online contractor bid management system
Action: Explore avenues for broader dissemination of Agency
information
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