Board Agenda

Special Meeting — Board Workshop

Thursday, May 28, 2026
Camrosa Board Room
7385 Santa Rosa Rd., Camarillo, CA 93012
1:00 P.M.

Call to Order

Public Comments

At this time, the public may address the Board on any item not appearing on the agenda which is subject to

the jurisdiction of the Board. Persons wishing to address the Board should fill out a white comment card and
submit it to the Board President prior to the meeting. All comments are subject to a 5-minute time limit.

Primary Agenda

1. **Community Outreach Activity Discussion

Objective: Receive and discuss stakeholders’ values, priorities, and perspectives regarding goals
and objectives for the Camrosa Water District as obtained through the Master Plan Outreach
activities.

Action Required: No action required.

2. Master Plan Development Activity Discussion

Objective: Receive and discuss current activities related to the Master Plan Development.

Action Required: No action required.

3. Master Plan Development Next Steps and Timeframe Discussion

Objective: Discuss next steps and timeframes related to the Master Plan Development.

Action Required: No action required.

Adjournment

Upon request, this agenda will be made available in appropriate alternative formats to persons with
disabilities, as required by Section 202 of the Americans with Disabilities Act of 1990. Any person with a

disability who requires a modification or accommodation to participate in a meeting should direct such
request to Donnie Alexander at (805) 482-8514 at least 48 hours before the meeting, if possible.
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Board Memorandum

May 28, 2026
To: Board of Directors
From: Brad Milner, Assistant General Manager

Subject: Community Outreach Activity Discussion

Objective: Discuss Master Plan Outreach activities and stakeholders’ values, priorities, and
perspectives.

Action Required: No action is necessary; for information and discussion only.

Discussion: Camrosa selected HDR in November 2025 to provide community outreach programming
to support development of the Integrated Master Plan (IMP). From December 2025 through May
2026, Camrosa implemented Task 1 of its community outreach and engagement program (Outreach
Program) to support the development of the IMP. This Task focused on early, proactive engagement
to introduce the IMP communication process, build public understanding of the District's roles and
services, and gather meaningful community input before technical recommendations and
implementation decisions are finalized. The Outreach Program was guided by principles of
transparency, accessibility, and two-way communication to ensure that customer values and
priorities help inform long-term planning.

This Task included a coordinated offering of engagement tools, including an online customer survey,
a professionally designed and facilitated focus group, a community meeting, educational materials,
and a promotional video. Together, these efforts balanced broad participation with more in-depth
gualitative discussion. Additional details are provided below.

e Online Survey. The online survey reached more than 24,000 customers through a
multichannel distribution strategy and provided valuable insight into customer
awareness, priorities, and communication preferences. Survey results showed strong
support for safe drinking water, reliable supply, and proactive infrastructure investment,
alongside sensitivity to affordability and rate impacts.

e Focus Group and Community Meeting. The focus group and community meeting reached
more than 46 customers and provided deeper context and clarification around survey
findings. Participants consistently emphasized water quality, reliability, long-term
resilience, and transparent decision-making as top priorities. There was notable interest
in local water supply development, expanded use of recycled and non-potable water,
and proactive maintenance of aging infrastructure. Participants also expressed
appreciation for clear, practical communication and opportunities to better understand
planning trade-offs, funding mechanisms, and how growth and development are
considered in long-term water planning.
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e Educational Materials and the Promotional Video. The educational materials and
promotional video played a critical role in supporting engagement by improving baseline
understanding of CWD's services, highlighting the complexity and value of water and
wastewater operations, and introducing the purpose and importance of the IMP. These
tools helped create consistency across outreach activities and supported informed
participation by translating technical concepts into accessible, relatable information.

Overall, Task 1 outreach was successful in increasing awareness, identifying key community concerns,
and establishing a strong foundation of trust and dialogue. The information documented in this
Technical Outreach Report will inform technical analysis, refine communication strategies, guide
project prioritization, and shape future engagement as the IMP progresses. Continued outreach that
builds on these findings will be essential to maintaining transparency, supporting informed decision-
making, and aligning long-term investments with community values.

Attachment:
e Draft Technical Outreach Report, HDR, May 2026.
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TECHNICAL OUTREACH REPORT
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TECHNICAL OUTREACH REPORT

Technical Community Outreach Report

Executive Summary

From December 2025 through May 2026, Camrosa Water District (CWD) implemented Phase 1
of its community outreach and engagement program (Outreach Program) to support the
development of the Integrated Master Plan (IMP). This phase focused on early, proactive
engagement to introduce the IMP communication process, build public understanding of the
District's roles and services, and gather meaningful community input before technical
recommendations and implementation decisions are finalized. The Outreach Program was guided
by principles of transparency, accessibility, and two-way communication to ensure that customer
values and priorities help inform long-term planning.

This phase included a coordinated offering of engagement tools, including an online customer
survey, a professionally designed and facilitated focus group, a community meeting, educational
materials, and a promotional video. Together, these efforts balanced broad participation with
more in-depth qualitative discussion.

e The online survey reached more than 24,000 customers through a multichannel
distribution strategy and provided valuable insight into customer awareness, priorities,
and communication preferences. Survey results showed strong support for safe drinking
water, reliable supply, and proactive infrastructure investment, alongside sensitivity to
affordability and rate impacts.

e The focus group and community meeting reached more than 46 customers and provided
deeper context and clarification around survey findings. Participants consistently
emphasized water quality, reliability, long-term resilience, and transparent
decision-making as top priorities. There was notable interest in local water supply
development, expanded use of recycled and non-potable water, and proactive
maintenance of aging infrastructure. Participants also expressed appreciation for clear,
practical communication and opportunities to better understand planning trade-offs,
funding mechanisms, and how growth and development are considered in long-term
water planning.

e The educational materials and the promotional video played a critical role in supporting
engagement by improving baseline understanding of CWD's services, highlighting the
complexity and value of water and wastewater operations, and introducing the purpose
and importance of the IMP. These tools helped create consistency across outreach
activities and supported informed participation by translating technical concepts into
accessible, relatable information.

Camrosa Water District Community Outreach and Engagement Services
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TECHNICAL OUTREACH REPORT

Overall, Phase 1 outreach was successful in increasing awareness, identifying key community
concerns, and establishing a strong foundation of trust and dialogue. The information
documented in this Technical Outreach Report will inform technical analysis, refine
communication strategies, guide project prioritization, and shape future engagement as the IMP
progresses. Continued outreach that builds on these findings will be essential to maintaining
transparency, supporting informed decision-making, and aligning long-term investments with
community values.

Background

Task 1 was undertaken to establish a strong, community-informed foundation for the
development of CWD's IMP. Its primary purpose was to introduce the IMP process, increase
awareness of Camrosa's roles and services, and gather public input before technical
recommendations and implementation decisions were finalized. The task emphasized proactive,
transparent engagement so that community values, concerns, and expectations could inform
long-term planning efforts from the outset.

To support these objectives, CWD implemented a coordinated Outreach Program that included
an online customer survey, a focus group, a community meeting, educational materials, and a
promotional video. Collectively, these activities provided quantitative and qualitative insight into
customer priorities related to water supply reliability, infrastructure investment, affordability, and
governance. The information gathered through Task 1 informs technical analysis, identifies
knowledge gaps and communication needs, and supports project prioritization and future
engagement strategies. This Final Technical Memo documents and synthesizes these activities,
providing a clear record of community input and its application as the IMP advances.

Camrosa Water District Community Outreach and Engagement Services
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TECHNICAL OUTREACH REPORT

Purpose and Engagement Goals

The purpose of this Technical Outreach Report is to document, synthesize, and analyze the
community outreach and engagement activities conducted during Phase 1 of the District's IMP
process. This memo serves as a formal record of how outreach was implemented, who
participated, what input was received, and how that feedback can inform subsequent planning
phases. It provides CWD leadership and staff with a clear summary of engagement outcomes to
support informed decision-making and future actions.

This memo also establishes accountability by demonstrating how community input was actively
sought and integrated early in the planning process. By capturing key themes, concerns,
questions, and priorities raised through surveys, meetings, and other engagement tools, the
report creates a shared understanding of customer perspectives and expectations. This memo
serves as a reference for IMP development and a foundation for ongoing communication and
engagement as the project advances.

Engagement Goals

In this phase, engagement was designed to lay the groundwork for a transparent, inclusive, and
community-informed IMP. The primary goal was to introduce the IMP process and the District's
role and services in a way that builds understanding and trust, while gathering early input before
technical alternatives and investment decisions are finalized. Engagement during this phase
emphasized education, clarity, and two-way communication rather than consensus building
around specific projects or costs.

Camrosa Water District Community Outreach and Engagement Services
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TECHNICAL OUTREACH REPORT

Specific engagement goals for Phase 1 included:

e Increasing customer awareness of CWD's responsibilities, infrastructure systems, and the
value of essential water and wastewater services.

e Establishing a baseline understanding of community priorities, values, and concerns
related to water supply reliability, infrastructure investment, affordability, growth, and
long-term resilience.

e |dentifying information gaps, misconceptions, and topics requiring clearer explanation to
guide future communications and outreach materials.

e Testing messages, concepts, and planning trade-offs to understand how customers
interpret and respond to long-term planning efforts.

e Creating accessible opportunities for participation through multiple formats like digital,
written, and in-person to reach a broad cross-section of the community.

Camrosa Water District Community Outreach and Engagement Services
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Key Outcomes and Community Input

Survey

Purpose

An online survey was developed and implemented to capture broad customer input and serve as
a primary tool for gathering statistically meaningful community insights during the early stages of
outreach.

Survey questions were created to assess overall awareness of District services, better
understand community perspectives and communication needs, explore ratepayer priorities,
evaluate preferences for IMP-related projects, and capture values related to water supply
reliability, infrastructure improvements, environmental stewardship, and potential rate impacts.

Methodology

To expand accessibility and participation, the survey was optimized for smartphones, tablets, and
screen readers to ensure it is accessible to individuals with visual or cognitive disabilities. Paper
versions of the survey were also made available at the District office and, upon request, to
individuals who preferred printed materials.

In addition, a QR code linking directly to the survey was included in promotional materials,
featured at public meetings, and displayed at the District office to streamline participation and
increase visibility. The survey was also placed on the District's website to provide easy access for
ratepayers seeking project information. The survey remained open for approximately two
months. A comprehensive report regarding the survey findings is provided below.

These outreach methods were intentionally selected to reach both digitally engaged audiences
and community members who prefer or rely on printed materials.

Key Findings

The survey was disseminated through a multi-modal outreach strategy, including targeted email
distribution, direct-mail postcard outreach, bill insert notifications, as well as being posted on the
website's homepage, community resources page, and on social media, reaching a total of 50,050
customers.

Camrosa Water District Community Outreach and Engagement Services
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Specifically:

e The email newsletter was distributed to 4,426 subscribers.

e Approximately 10,500 postcards were mailed to residents within the service area.

e Survey notifications were included with the March and April bills sent to 8,460
customers.

e Seven social media posts across Instagram, Facebook, and Nextdoor garnered 1,331
impressions.

e The website homepage and community resources page garnered 26,663 views.

The combined outreach approach increased visibility and supported broad community
participation across multiple communication platforms.

Camrosa Water District Community Outreach and Engagement Services
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Collectively, these efforts ensured broad geographic and demographic coverage and provided
multiple entry points for the public to access the survey and provide input.

Overall, the survey results show that:

e Ratepayers place the highest value on safe drinking water, a reliable water supply, and
the maintenance of water infrastructure.

e Most respondents were homeowners who receive drinking water service. Many fell into
two groups: newer customers (one to five years) and long-term customers (more than 10
years).

e Familiarity and satisfaction with the District were generally positive, and respondents
strongly supported investment in aging infrastructure.

e Support for rate increases was more cautious, with affordability, fixed incomes, and
higher water bills emerging as key concerns.

The responses also indicate that future outreach should clearly connect infrastructure needs to
water quality, reliability, and the responsible use of funds, and that email and bill inserts,
supported by website updates, are the most effective communication channels. See the full
survey analysis and recommendation details in Appendix A.

Recommendations

Additional outreach efforts should continue emphasizing mobile-friendly design, accessible
communication tools, and simplified participation methods such as QR codes and online access
links. Future surveys may also benefit from targeted outreach to underrepresented customer
segments to further strengthen participation and improve the diversity of community feedback.

Camrosa Water District Community Outreach and Engagement Services
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Promotional Video

Purpose

The goal of the promotional video was to highlight the District’s vision, purpose, values,
principles, and mission. The video provided an inside look at CWD and what the agency
represents to the community it serves. The video was designed to build understanding and trust
by explaining the District's history, services, and care. The final video can be viewed here: CWD
Video

Core purposes included:

e Highlighting the value of the District’s services by helping people understand what the
agency does and how it affects their lives

e Building trust and credibility by showcasing local stewardship and service.

¢ Embodying relatability by including staff, leadership, in a way that humanizes Camrosa
and does not feel bureaucratic

e Creating awareness surrounding the master planning process and preparing the public for
conversations about rates, infrastructure development, and long-term planning

e Emphasizing common values and shared goals

Methodology

The promotional video was developed as part of the Phase 1 outreach and communications
strategy to support public education and awareness efforts. The video was introduced during the
focus group meeting and community meeting and has since been shared with District staff and
project participants.

The video will continue to be distributed through scheduled e-communications, social media
platforms, the District’s website, and the District’s YouTube channel to support ongoing
outreach and engagement efforts.

Key Findings

Initial distribution of the video reached District staff, focus group participants, and attendees of
the public meeting. Early feedback indicated that visual storytelling and direct messaging helped
improve understanding of the District’s role, services, and long-term planning efforts.

The video also supported broader outreach objectives by helping establish a more relatable and
transparent public image while reinforcing consistent messaging across outreach activities.

Camrosa Water District Community Outreach and Engagement Services
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Recommendations

Future outreach efforts should continue incorporating visual and multimedia communication
tools to support public education and engagement. Promotional videos can help simplify
technical concepts, increase accessibility, and strengthen community understanding of long-term
planning initiatives.

The promotional video should continue to be promoted through the District’'s website, YouTube
channel, social media platforms, and future outreach campaigns to maximize visibility and long-
term public engagement.

Focus Group Meeting

Purpose

The HDR team organized and facilitated a focus group to gather qualitative insights from a
representative sample of community customers to include resident and business groups. The
session was designed to test key messages related to reliability, infrastructure renewal, and the
pace of investment, as well as to explore customer trade-offs among cost, reliability, and
environmental stewardship. The discussion assessed customer perceptions of the value provided
through delivering safe, clean, and reliable drinking water, wastewater treatment, and
non-potable and recycled water supplies.

Methodology
A facilitation guide and meeting materials were developed to guide discussion and encourage
detailed feedback. District staff assisted with participant recruitment and meeting coordination.

The focus group was held on April 7, 2026, and included 18 residential and business customers
representing a range of experiences, expectations, and concerns. The meeting was conducted in
person and featured interactive exercises to help inform the IMP. Topics included customer
priorities, message and value testing, trade-offs, scenario planning, and media materials.

Key Findings

Focus group members emphasized the importance of high-quality, reliable water service, while
also highlighting affordability, long-term resilience, and fair, transparent planning. Participants
expressed strong interest in local water supply development, expanded use of recycled and non-
potable water, proactive infrastructure investment, and preparedness for drought and
emergency conditions.

Participants responded most positively to communications that were practical, credible, and easy
to understand. They also favored planning approaches that balance urgency with flexibility and
that include clear justification for future investments.

Camrosa Water District Community Outreach and Engagement Services
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Feedback collected during the session also underscored the importance of direct, accessible,
multi-channel communication and demonstrated that participants valued the opportunity to
provide meaningful input to CWD's future planning. For a full report, see Appendix B.

Recommendations

Based on the positive outcomes of this engagement, it is recommended that the agency continue
and expand the use of facilitated focus groups as a key outreach tool. The session demonstrated
the strong value of gathering detailed customer feedback to inform planning and
communications efforts.

Additional focus groups that include broader customer segments would further strengthen
customer trust, refine messaging, validate planning assumptions, and support customer-centered,
well-informed decision-making.

Educational Materials

Purpose

The HDR team developed key internal messaging and talking points to establish a clear
communication roadmap for the agency. By aligning leadership and staff around shared themes,
such as the value of essential water and wastewater services, the role of skilled professionals and
infrastructure behind every drop, and the importance of strategic, community-driven planning,
the team promoted consistency and clarity. This foundation supported effective internal
coordination while also shaping confident, credible public conversations focused on reliability,
public health, affordability, and long-term stewardship. See Key Messages in Appendix C.

Methodology

HDR updated the District's informational flyer, which was distributed to approximately 150
customers and residents, US Congressional members, and staff. The flyers were distributed at
the Focus Group #1 Meeting on April 7t" and at the Community Meeting on April 30", and were
also made available in the lobby of the Camrosa Headquarters Building. See the informational

flyer in Appendix C.

HDR, in conjunction with the Camrosa Water District, developed an email campaign that
featured the Spring Newsletter. The campaign directed recipients to attend the Community
Meeting on April 30™, participate in the Customer Survey, enroll in the New Customer Portal,
and attend upcoming facility tours. During initial research, it was determined that the
community's digital readiness would support effective digital engagement.

The Spring Newsletter was distributed via email by the District and reached 4,426 individuals. Of
these, over 58% opened the email, indicating strong interest and overall involvement. See

Appendix C.

Camrosa Water District Community Outreach and Engagement Services
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During this phase, CWD also developed and distributed two postcards as part of the overall
outreach and engagement strategy. These mailers served as direct notification tools, ensuring
that households within the project area were informed about the project's purpose, key
milestones, and upcoming engagement opportunities. Postcards were intentionally used to reach
community members who may not regularly engage with digital platforms, thereby supporting
broad and equitable access to project information.

Each postcard focused on a specific engagement opportunity and directed recipients to
additional information through a QR code and web link. One postcard promoted the community
survey and was distributed to approximately 10,500 individuals to encourage early participation
and feedback. A second postcard advertised the community meeting, reaching approximately
8,200 individuals and providing residents with advance notice and information on how to
participate. See postcards in Appendix C.

Key Findings
The combined outreach efforts helped increase awareness of engagement opportunities and
reinforced CWD's commitment to transparent, inclusive communication with the community.

The email campaign demonstrated strong digital engagement, with more than 58 percent of
recipients opening the Spring Newsletter. The combination of digital and print outreach materials
supported broad community awareness and helped reach both digitally engaged audiences and
residents who rely on traditional communication methods.

Recommendations

Future outreach efforts should continue using a combination of digital and print communication
tools to maximize community awareness and participation. Continued use of targeted email
campaigns, informational flyers, and mailed postcards would support inclusive outreach and
improve accessibility for a broad range of community members.

Additional outreach materials should continue emphasizing clear, practical messaging focused on
reliability, affordability, infrastructure investment, and long-term stewardship to maintain public
trust and encourage ongoing community participation.

Camrosa Water District Community Outreach and Engagement Services
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Community Meeting

Purpose

The community meeting was designed as a key engagement milestone following the launch of
the customer survey and completion of the focus group meeting. Its primary purpose was to
address topics and questions not fully explored through earlier outreach efforts while providing
an interactive, in-person forum for education, clarification, and dialogue.

The meeting aimed to help community members better understand Camrosa Water District's
roles, responsibilities, and the value of the essential services it provides, while also introducing
core concepts and values related to strategic planning. In addition, the meeting served as an
opportunity to build awareness and enthusiasm for the IMP process, including the debut of the
District's promotional video.

Structured with a short presentation, Q&A, and an open house format, the meeting maximized
accessibility, two-way communication, encouraged direct interaction with District staff, and
created space to identify potential concerns or barriers. Overall, the meeting successfully
broadened engagement beyond targeted stakeholders and strengthened connections with a
larger and more diverse cross-section of customers.

Methodology

A total of 12 staff and project team members facilitated the meeting, including representatives
from Camrosa Water District, and the HDR team. Approximately 25 to 30 community members
attended in person and/or virtually. Attendees represented a cross-section of District customers
from multiple service areas, providing a range of perspectives on water supply, infrastructure,
rates, and future planning.

During the public meeting, approximately 12 questions and comments were received during the
formal Q&A session. Topics included backflow requirements, groundwater management,
recycled and non-potable water, development impacts, drainage concerns, rates, and
infrastructure funding.

During the open house portion of the evening, an additional 22 comments and conversations
were documented in the interactive station discussions, enabling deeper exploration of service
priorities, technical system details, and planning assumptions. One written comment card
requested the inclusion of non-potable water service for a specific area in the IMP.

Camrosa Water District Community Outreach and Engagement Services
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Key Findings

Feedback received during the meeting revealed consistent themes, including a strong desire for
clearer and more proactive communication about water governance and decision-making.
Participants also expressed concern about growth, development, and long-term water supply
reliability, as well as fairness, affordability, and transparency in rates and cost allocation.

Community members highlighted the importance of infrastructure reliability, maintenance, and
drainage improvements. Participants also expressed interest in non-potable and recycled water
as strategies to strengthen resilience and reduce potable demand. In addition, attendees
demonstrated notable interest in the technical aspects of the District’s water system and future
planning efforts.

The meeting demonstrated the value of interactive, in-person engagement by creating
opportunities for detailed discussion, direct staff interaction, and broader public participation.

Recommendations

Key next steps include incorporating community feedback into the IMP framework, particularly
around communication clarity, water supply reliability, growth assumptions, and cost
transparency.

Continued outreach should emphasize plain-language education on District roles, funding, and
planning decisions, while clearly linking long-term strategies to community priorities and
everyday service impacts.

Future engagement opportunities, including additional community meetings and draft plan
reviews, should build on the momentum generated through this effort and continue supporting
accessible, two-way communication with District customers. For the full community summary

report, see Appendix D.

Challenges and Lessons Learned

Phase 1 outreach highlighted several challenges associated with early-stage infrastructure and
master planning efforts involving complex technical topics and diverse customer audiences. One
of the primary challenges was varying levels of baseline understanding about the District's roles,
governance structure, and the complexity of its water and wastewater systems. While many
participants were highly engaged and interested in technical details, others required foundational
education before they could meaningfully evaluate planning concepts or provide informed
feedback. This reinforced the need to balance education with information gathering and to
clearly distinguish between decisions being explored and those not yet made.

Camrosa Water District Community Outreach and Engagement Services
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Another challenge was addressing concerns related to affordability, growth, and long-term water
supply without prematurely focusing on rate impacts or specific capital projects. Customers
consistently expressed concern about who pays, fairness in cost allocation, and the effects of
future development on water reliability. At the same time, Phase 1 was intentionally designed to
gather values and priorities rather than advance funding or rate decisions. As a result, outreach
efforts needed to clearly communicate objectives, manage expectations, and reinforce the
purpose of each engagement activity.

The outreach effort also revealed practical lessons about engagement formats and
communication channels. Interactive, facilitated settings such as the focus group and station-
based community meetings were particularly effective in fostering trust, encouraging candid
dialogue, and surfacing nuanced perspectives that may not emerge through surveys or e-
communication alone. However, these formats required significant coordination, staffing, and
preparation to ensure consistent messaging and accurate documentation of feedback and
discussion.

In contrast, the survey proved valuable in reaching a broad segment of customers, but results
benefited from being interpreted along with qualitative input to provide appropriate context and
depth. Phase 1 also reinforced the importance of clear, plain-language communication and strong
internal alignment. Participants responded most positively to messages that were practical,
credible, and connected technical planning concepts to everyday service impacts.

Internally, the development of shared messaging and talking points helped maintain consistency
across outreach activities and allowed staff and consultants to respond more effectively to
community questions. Overall, these lessons demonstrate the importance of integrating
education, transparency, and flexibility into future phases of engagement while continuing to
refine outreach strategies based on community feedback and evolving project needs

Next Steps and Recommendations

Value of Outreach Services Provided in Phase 1

Phase 1 outreach delivered significant value by establishing a foundation of awareness, trust, and
shared understanding between CWD and its customers before advancing technical
recommendations. The combination of survey data, facilitated discussions, educational materials,
and two-way engagement provided valuable community input and feedback.

Camrosa Water District Community Outreach and Engagement Services
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These services helped clarify community priorities, identify concerns early, test messaging, and
identify where additional education was needed. Phase 1 outreach also created a defensible,
transparent record demonstrating that customer values and perspectives were actively
considered at the outset of the IMP process, reducing the risk of misalignment or opposition
later in the project.

How Outreach Tactics Come Together for the Integrated Master Plan

The outreach tools used in Phase 1 were intentionally designed to work as an integrated system
rather than standalone activities. The survey provided broad, statistically meaningful insight into
customer priorities and communication preferences. The focus group and community meeting
added context and nuance, allowing participants to ask questions, react to trade-offs, and
explore technical concepts.

Educational materials and the promotional video helped establish a consistent baseline
understanding and ensured participants could engage more meaningfully. Together, these tactics
informed planning assumptions, shaped communication strategies, and laid the groundwork for
presenting the IMP in a way that reflects both technical needs and community values.

Key Lessons Learned

Several key lessons emerged from Phase 1. First, early education is essential as many customers
want to engage but need clear explanations of District roles, governance, funding mechanisms,
and system complexity before weighing in on long-term decisions.

Second, customers are willing to discuss investment and change when trade-offs are explained
clearly, honestly, and in plain language. Third, interactive, facilitated engagement formats
produce higher-quality feedback and build greater trust than one-way communication alone.

Finally, consistent internal messaging and project coordination are critical to ensuring
responsiveness, clarity, and credibility during public engagement.

Recommendations and Next Steps for Phase 2

Phase 2 should shift from information gathering to consensus building by focusing on validation,
refinement, and shared understanding of the draft IMP. Key recommendations include:

e Clearly communicate how Phase 1 feedback influenced planning assumptions, priorities, and
recommended strategies through a ("What We Heard and How It Shaped the Plan
framework").

Camrosa Water District Community Outreach and Engagement Services
for Integrated Master Plan Implementation - 16



TECHNICAL OUTREACH REPORT

e Translate technical findings into customer-focused narratives that explain why actions are
needed, what risks are being addressed, and what happens if investments are delayed.

e Provide structured opportunities for customers to understand and respond to trade-offs
related to timing, funding approaches, levels of service, and potential rate impacts.

e Maintain plain language, multi-channel communication, supported by accessible summaries
of the draft IMP.

Recommendations by Engagement Type and Value of Repeating
Phase 1 Approaches

Many Phase 1 engagement formats should be continued or adapted in Phase 2, with refinements
to support consensus building:

e Digital Engagement Strategy and Campaign: Consider adding digital engagement efforts like
e-communication, social media posts, and paid advertisements prior to going out to the
public to maximize awareness.

e Survey: Consider a shorter follow-up survey focused on validating support for proposed
strategies and understanding remaining concerns.

¢ Focus Groups: Continue with a facilitated focus group to include an expanded or target
audience to test reactions to the draft IMP and funding scenarios.

e Community Meetings: Host additional open-house-style or workshop meetings to present
the draft Plan, answer questions, and collect feedback in real-time.

e Educational Materials and Video: Update and expand materials to reflect draft
recommendations and clearly explain benefits, costs, and trade-offs.

Repeating these tactics, while evolving their focus from "listening" to "validating and refining"
will offer significant benefits. Familiar formats lower barriers to participation, build continuity,
and reinforce trust, while allowing CWD to demonstrate responsiveness and accountability as
the IMP moves toward adoption and implementation.
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APPENDIX A: Survey
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APPENDIX B: Focus Group Meeting Summary
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APPENDIX C: Educational Materials
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Newsletter
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Postcards
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Flyer
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APPENDIX D: Community Meeting Summary
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Board Memorandum

May 28, 2026
To: Board of Directors
From: Brad Milner, Assistant General Manager

Subject: Master Plan Development Activity Discussion

Objective: Discuss Master Plan development activities.
Action Required: No action is necessary; for information and discussion only.

Discussion: Camrosa selected MNS (now BKF) in August 2025 to provide Program Management
consulting services to support the Integrated Master Plan and Capital Improvements Program. BKF
was tasked to support the implementation of water supply and infrastructure
rehabilitation/replacement projects encompassing potable, recycled, non-potable, and wastewater
systems. BKF provides Program Management services including, but not limited to the following:
coordination of currently engaged consultants and vendors; oversight to ensure the program
proceeds on schedule and within budget; assist with development and implementation of the
Integrated Master Plan for CIP projects and initiatives. The first three Program Management tasks for
BKF are summarized below.

Task 1 — Team Integration and Workflow Plan. BKF prepared a Technical Memorandum (TM) to
document the Program Management team organization, roles and responsibilities, lines of authority,
and communication protocols. The TM included an inventory of all current consultant and internal
staff tasks, to include associated task scopes, task-specific timelines and deadlines. The inventory of
assignments includes a brief description of scope, status/progress, key milestones, and connections
and dependencies amongst consultants and staff. The TM is a living document and serves as the initial
Program guidance for stakeholders.

Task 2 — Master Plan Implementation Schedule. BKF prepared a TM summarizing their findings,
recommendations, and preliminary implementation schedules including the following:

¢ Validated and prioritized project groupings by year

e Recommended sequencing logic, to include concurrency recommendations

¢ Assumptions and known constraints

¢ Risk areas, critical path bottlenecks, and mitigation recommendations.
The TM supports ongoing CIP updates and allows District staff to easily communicate priorities to the

Board and the public. The TM is a living document and serves as the initial Program Schedule and
tracking for all stakeholders.

Task 3 - Cost Estimating and Validation. BKF prepared a TM that summarizes CIP project cost
estimates and cost validation for 37 of the District’s priority 5-year CIP projects*. Depending on
available data, the level of effort may range from a simple validation of current estimates up to a
Class IV estimate. BKF prepared a TM that includes the following:

Agenda Item #2



* Project descriptions

e Validated cost estimates and assumptions
e Escalation methodology

e Comparative tables

¢ Unit cost references

e Recommendations for contingency levels and inflation planning.

*Note: Cost estimating efforts for the Conejo RO, Valencia Well, and the five pump station projects
associated with the Water Supply CIPs are not included in this task. These cost estimates are being
prepared via separate PDRs that includes cost estimations.

The TM is a living document and supports future CIP budgeting, grant applications, and project
phasing decisions.
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Board Memorandum

May 28, 2026
To: Board of Directors
From: Brad Milner, Assistant General Manager

Subject: Master Plan Development Next Steps and Timeframe Discussion

Objective: Discuss next steps and timeframes related to the Master Plan Development.

Action Required: No action is necessary; for information and discussion only.
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