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Acknowledgement  

Before going into the report, I want to extend my thanks for the opportunity 
to have served the Board of Directors, District Staff and the Community of El 
Dorado Hills as Interim General Manager.  My most sincere wish is that the 
Community, Staff and the Board continue the remarkable success and 
leadership the District has enjoyed in the past as you move through this 
decade. 

Purpose of the Report 

In December 2011, the El Dorado Hills Community Services Board of 
Directors -- hereafter referred to as the Board -- severed its relationship with 
its General Manager, John Skeel.  This was a difficult decision for the Board, 
staff and various community members.  Coming on the heels of the departure 
of long-time General Manger Wayne Lowery in 2010, the departure of the 
recently hired General Manager was unsettling for some individuals.   

Following the termination, and after assessing options for moving the District 
forward, the Board retained the services of Richard J. Ramirez to be the 
Interim General Manager.  The direction the Board gave to the new Interim 
General Manager was very clear:  

 Assist the Board in developing a recruitment process to hire a new 
General Manager (only the third in a period of twenty-two years). 

 Provide the day to day administrative leadership to Staff and policy 
counsel to the Board with the objective of keeping operations moving 
forward. 

 Prepare an assessment that the new General Manager and the Board 
could use to continue to build on the successes of current and past 
leadership in the District.   

What follows is that assessment.  The original assessment’s design was going 
to be submitted in April as a global set of observations, suggestions and 
recommendations.  Not long after arriving as the Interim General Manager, 
however, a number of opportunities, threats and weaknesses became 
manifest.  Given the nature of those exposures, postponing action until the 
entire report was completed appeared to be imprudent.  Attached to this 
report is the list of initiatives that have preceded this report and are included 
in Exhibit A.  Likewise, contained in the Executive Summary, are congruous 
recommendations that the new General Manager and the Board should 
consider implementing.   
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Executive Summary  

This is not the first SWOT Analysis that has been undertaken by the District.  
As recent as 2006 a consultant was retained to undertake a SWOT that came 
up with a very nice SWOT “mind Map (see Exhibit B).  Then on January 10, 
2007 the Board approved another SWOT Analysis.  When adopted the 2007 
document was ninety-one pages in length and was part of the Strategic 
Communications Plan: 2007 - 2012.  Regrettably, this very important 
policy document was adopted on the Board’s Agenda Consent Calendar along 
with a fairly detailed Volunteer Program.  Staff is subsequently barrowing 
from the previously adopted Volunteer Program in the preparation of the 
program you will consider for final adoption next month.   

Because the 2007 SWOT Analysis was approved on the “Consent Calendar” it 
was not given the attention such an important policy document deserved.  
Likewise the training on the contents of the document seems to have been 
limited (more on this issue later in the report).  Ironically, the Plan called for 
the “update” of the SWOT Assessment and “Strategic Communications Plan” 
in 2012.  However, before going over the 2012 “update”, listed below is a 
summary of the Board approved 2007 SWOT findings (found on page 9 of the 
report): 

SWOT ANALYSIS SUMMARY 

Directors, managers and employees all participated in a written survey; part 
of which asked for comments on CSD strengths, weaknesses, opportunities 
and threats.  The summary of their collective answers is as follows: 

STRENGTHS 

 Staff – Good customer service, skill level, enthusiastic, committed 
 Facilities – Beautiful, well cared for 
 Programming – Variety, quality, pricing, community participation 
 Financial base is solid 

WEAKNESSES 

 CC&R Inconsistencies (policies/enforcement) 
 Communication, bureaucracy (both internally and externally) 
 Insufficient staffing levels/pay, morale 

OPPORTUNITIES 

 Partnering with other entities, especially the school district 
 Cityhood 
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 Funding and grants 

THREATS 

 Funding and authority (lack of) from the County and other agencies 
 “Competition” from other agencies/districts/business 
 Economic downturn 
 Coming change in demographics 
 Natural or manmade disasters 

Not surprising some of the elements contained in the Board adopted SWOT 
Assessment are contained in this report.  However, several are not, such as 
staffing levels and pay as being a “weakness”, funding of “grants” being an 
“opportunity or “competition” or “natural disasters” as being “threats”.  
Hopefully, the reasons for these components not making it into your update 
will be/are self-evident.  One Weakness continues to prevail and that is 
“Communication”. 

Based on the above short history, as directed the updated SWOT assessment 
has been prepared and is ready for consideration.  The following is a 
summary of the 2012 identified Strengths, Weaknesses, Opportunities and 
Threats (SWOT) characteristics of the District (sans narrative).  Subsequent 
to the table are specific recommendations and the assessment’s narrative. 
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SWOT TABLE 

Strengths  
 

 Parks Maintenance and 
Recreation Programming Staff 

 Facilities 
 Finances  
 The “Brand” 
 Access to Elected Officials 
 The 19 New Board Initiatives 

(see Exhibit A)  
 
 

Weaknesses 
 

 Limited Media and Print 
Coverage 

 Lack of a Formal Training 
Curriculum 

 Lack of a Formal Governance 
Protocols 

 Enforcement of Private CC&Rs 
 Lack of a Legislative Program  
 Organizational Culture 
 Image 
 Lack of Parking at main 

Campus 
 Personnel Policy Guide  
 Intergovernmental Relations 
 Nepotism Policy Update 
 Follow Through & 

Communication 
Opportunities 
 

 Goal and Objective Planning 
 Leadership & Hiring a New 

General Manager 
 Strategic Technology Initiative  
 Creation of a Training 

Curriculum 
and Succession Planning 

 Mobile Teen Initiative 
 Cityhood 
 Facility Development & Assets  
 Regional Park Initiatives  
 Management Team Positions 
 Update the Communications 

Plan 
 
 

Threats  
 

 IT 
 New Water Rates 
 Recall 
 The Economy 
 An Unsuccessful Hire 

 
 
 

 

Before going into the recommendations or the details found in the narrative of 
the assessment, for the District to have undertaken three SWOT analyses in 
the span of six years, does raise some questions; more on this point in the 
narrative.  Ultimately, once adopted any SWOT analysis is only as good as the 
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follow through.  The new General Manager would be well served to review all 
three assessments (2006, 2007 and 2012) before he or she starts.   Likewise, 
as is strongly recommended in this SWOT assessment, the Board should use 
your Goals and Objectives Annual Planning Conference (Retreat) as a place to 
review the Assessments and reach some consensus as to what, if anything in 
these reports should be incorporated into the Board’s Goals and Objectives 
and the General Manager’s “Action Plan”. 

The specific recommendations related to identified Strengths, Weaknesses, 
Opportunities and Threats facing the District are listed below.  Following the 
recommendations is the assessments narrative. 

2012 Update SWOT Assessment Recommendations  

1.  Complete the earlier initiatives taken to the Board before the start 
of the new fiscal year(2013):  e.g. creation of a 501(c)(3), updating 
and implementing a district-wide Volunteer Program, refresh 
professional services through a Request for Qualifications process 
(starting with legal services). 

2.  Continue the Districts prudent stewardship of limited financial 
resources and consider adopting in concept the Strategic Technology 
Initiatives referenced in this assessment pending confirmation of a 
report on the total cost of ownership, review of application contracts 
and conversion schedule.  

3.  Aggressively deploy new Social Network applications (You-tube, 
install Wi-Fi at District faculties) and incorporate said applications 
into the recommended update of the District Communication Plan.  

4.  Establish a formal Training Curriculum that will enhance the 
worker’s ability to provide quality service to the Community.  Include 
a specific training schedule that employees must complete and 
revisit.  The training program needs to be part of the District’s 
succession plan.  The succession plan needs to create a mandatory 
and optional rotation process for all supervisors and directors.   

5.  Establish a mobile teen program, taking teen programming to 
where teens “hang out”.  The program would be designed to build 
character, leadership skills, and recreational opportunities for teens 
that are reluctant to go to the Teen Center.  

6.  Take a leadership role in advancing the conversation to make the 
largest urban area in El Dorado County into a City: The City of El 
Dorado Hills. 
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7.  Expand the Pavilion by adding community meeting space and 
parking at the Harvard complex; commence preliminary design. 

8.  Upon the hiring of a new General Manager, fill the positions of 
Parks and Recreation Directors -- provided they have been moved 
into the management team (at-will). 

9.  Update, train and implement the 2007 Communications Plan 
designed to keep the community informed about events, volunteer 
opportunities, new initiatives and related areas of interest that the 
District is sponsoring or coordinating.  As part of the updated plan, 
identify two members of the staff who will be assigned to complete 
coursework in crisis communication and receive formal training in the 
duties and responsibilities of a Public Information Officer (PIO).  
Include in the plan the role of the employee newsletter, all-hands 
meeting and social network assets.  Update the plan every two 
years.  

10. Commence a civic engagement process to consider creating two 
new regional parks in West El Dorado County to be used by residents 
of El Dorado County.  One regional park could be a high impact 
complex with a full service community center capable of hosting 
wedding receptions and similar events.  The park would have both 
playing fields and dedicated practice fields.  The other regional park 
would be a low-impact park for hiking, fishing, and wildlife 
observation. 

11. Continue the transparent process in the recruitment for a new 
General Manager and resulting in the hiring of a new General 
Manager.  Create in the hiring the opportunity to undertake team 
building with the Board and key Staff.  Have the new General 
Manager prepare a means to sustain the team building effort vis-à-
vis mentoring, training etc. 

12. Establish an annual commitment to hold a Goals and Objectives 
planning effort (usually over a two-day period).  Using a facilitator, 
start by reviewing in detail the 2006, 2007 and 2012 SWOT 
Assessments. As part of the effort, identify the legislative initiatives 
the Board wants to pursue over the coming year (e.g. securing 
funding for a Regional Park, participating in Cap-to-Cap, amending 
legislation removing or enhancing the District from enforcing CC&R’s, 
etc).  Place the commitment to annually do a Goals and Objectives 
Planning effort into the General Manager’s employment agreement. 

13. Continue to flatten the organization by eliminating the Assistant 
General Manager (AGM) position and appoint the incumbent as 
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Administrative Services Director or eliminate the Administrative 
Services Director (ASD) position.  Regardless, all Administrative 
support, including financial operations, would move under the ACG -- 
if that position remains -- or the ASD.  However, the need for both 
positions is redundant.   

14. Reclassify the vacant Finance Director to Finance Manager 
creating a new classification specification for the position (Finance 
Manager).  The Finance Manager will be an at-will position. 

15. Install GPS devises on all District rolling stock and conduct an 
audit related to the need to maintain, reduce or expand the rolling 
stock inventory. 

16. Following a civic engagement process with the eight Landscaping 
and Light Districts -- currently being subsidized by the General Fund 
-- reduce service costs by lowering maintenance standards, raising 
LLD assessments or a combination of both. 

17. Revaluate the cost-benefit of expending $100,000 in security 
related services annually to limit vandalism to below $15,000 per 
year.  In other words, would vandalism go up by $50,000 if the 
District lowered it security budget to $75,000, $65,000 or $55,000?  
For example, a hypothetical reduction in security by $50,000 may 
result in a vandalism increasing to $20,000 but would result in a net 
a savings of $45,000.  

18.  IT:  The District’s information technology system’s physical 
security needs to be improved.  The disaster plan needs to be 
updated and a tolerable downtime should be established in order to 
provide direction for any additional cost needed to meet these 
requirements.  The District has a single IT staff member serving in 
the position of IT Manager.  Considering that there is just one IT 
staff member, it is advisable to establish a closer collaboration with 
the District’s IT.    IT protocols exist but not officially.  Protocols need 
to be established as policy and reviewed to ensure they are 
comprehensive. Based on the above, the District needs to consider 
addition contract support to your in-house IT Staff.  

19. Upon the appointment/reappointment of General Counsel, have 
General Counsel review an updated Nepotism policy for the District 
to be consistent with new California case law. 

20. Amend the Master Plan to make it clear that park delivery can be 
flexible, not strictly adhere to the standards of development 
contained in the Master Plan provided such changes do not 
significantly negatively impact the General Fund.  Add to the master 
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plan a discussion related to regional parks, expansion of the Pavilion 
and adding more parking to the “main campus”. 
 

Introduction 

In 1990 the area known as El Dorado Hills was just over 12,000 people.  By 
2011 the area became the largest unincorporated community in El Dorado 
County; the area is now hovering at a population of 42,000 (Source: County 
of El Dorado).  The population of this unincorporated community now dwarfs 
the two cities in the County: South Lake Tahoe (21,000) and Placerville 
(10,000) and makes up nearly 25% of the entire population of the County of 
El Dorado.    

During this same period (1990 to 2010), the District aggressively 
implemented it’s Master Plan -- adopting innovative joint use/funding 
agreements with it’s community partners, local school districts, service clubs, 
non-profits and others -- to prudently stretch limited tax dollars while 
expanding or enhancing services.   

From 1990 – 2010, the District established financial policies and practices that 
would further enable the District to weather three economic recessions, while 
preserving reserves to deal with unanticipated calamities.  If this was not 
impressive enough, the District went about creating “second-to-none” 
recreational programming and leisure services including, but not limited to, 
the development of a Teen Center and expanded teen programming, senior 
support services, aquatics programming, and numerous other programs.  By 
any definition, the leadership of the Board and it’s management team during 
this period was exemplary and a model for others to emulate. 

Regrettably, human nature can sometimes be cruel and unforgiving even in 
the best of times.  When the economy is pummeled by events outside one’s 
sphere of influence, human nature will often seek to latch unfair blame on 
individuals, agencies and institutions.  When an effort derails during difficult 
economic times -- despite good intentions – manifestations of human nature 
can get down-right ugly.  So ugly in fact that one forgets -- as in the case of 
some in the EDHCSD -- that there is far more to celebrate than to bemoan 
about the District.  In that spirit, the inventor, painter, vintner and modern 
Renaissance man, John Partridge, once gave me a simple gift, a little plaque 
with the following inscription: In the middle of every difficulty lies 
opportunity.  That is what I hope this report provides: an opportunity, 
following a period of difficulty, to continue to move the District forward 
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building on past success.  The report is designed to be used as a template or 
road map to assist the new General Manager to ‘hit the ground running’ and 
not have to start from scratch.   

Format and Methodology 

The report has five main sections: the Executive Summary and the Strengths, 
Weaknesses, Opportunities and Threats narrative.  Each section is structured 
to stand on its own but may be linked (e.g. often a Weakness can be an 
Opportunity).   

The methodology for preparing the report started with a review of District 
literature, policies and field observations related to the District’s operations 
and management.  Concurrently, over 40 interviews were conducted to gain 
insight from “opinion molders” and members of the public that have had a 
personal interaction with the CSD over the last few years.  The individual 
interviews varied, but generally lasted one and one-half hours (see Exhibit C 
for a list of those interviewed).  

The assessment should be viewed solely as my evaluation of the District 
today and does not necessarily reflect the opinions of current staff, Board or 
the community, nor do the remarks in this report reflect any single 
interviewee’s position or statement.  Rather, the report attempts to create a 
montage of viewpoints and identify trends.  In the aggregate, they reflect 
what I believe the new General Manager and the elected Board of Directors 
should consider while the District moves forward into the decade. 

As stated earlier, the 2007 SWOT Assessment was scheduled for an update in 
2012.  For purposes of being consistent with Board Policy, this assessment is 
considered the update to the previously approved 2007 SWOT Assessment. 
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The SWOT Assessment 

Based on the assessment undertaken at the direction of the Board of 
Directors of the El Dorado Community Services District, the following table 
identifies Strengths, Weaknesses, Opportunities and Threats (SWOT) 
characteristics of the District (sans narrative).  Following the table is the 
narrative as to why the items were listed. 

Strengths  
 

 Parks Maintenance and 
Recreation Programming Staff 

 Facilities 
 Finances  
 The “Brand” 
 Access to Elected Officials 
 The 19 New Board Initiatives 

(see Exhibit A)  
 
 

Weaknesses 
 

 Limited Media and Print 
Coverage 

 Lack of a Formal Training 
Curriculum 

 Lack of a Formal Governance 
Protocols 

 Enforcement of Private CC&Rs 
 Lack of a Legislative Program  
 Organizational Culture 
 Image 
 Lack of Parking & Meeting 

space at main Campus 
 Personnel Policy Guide  
 Intergovernmental Relations 
 Nepotism Policy Update 

Opportunities 
 

 Goal and Objective Planning 
 Leadership & Hiring a New 

General Manager 
 Strategic Technology Initiative  
 Creation of a Training 

Curriculum 
and Succession Planning 

 Mobile Teen Initiative 
 Cityhood 
 Facility Development & Assets 
 Regional Park Initiatives  
 Management Team Positions 
 Update the Communications 

Plan 
 
 

Threats  
 

 IT 
 New Water Rates 
 Recall 
 The Economy 
 An Unsuccessful Hire 
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What follows is a more detailed review as to the “why” behind the 
recommendations.  

Strengths  

Based on the above methodology a number of important Strengths were 
identified during the assessment.  However not all District Strengths are 
contained in this report.  Time would not permit for the listing of all of the 
District’s Strengths in this assessment. 

The District’s Strengths should not be viewed as something to merely 
acknowledge, celebrate and then move on.  Instead, the Strengths section is 
a significant area that the District should continue to reinvest time and 
resources to make sure they remain Strengths.  With this in mind the 
following Strengths were identified in the assessment: 

Park Maintenance and Recreational Programming:  Without question one of 
the most frequent and reoccurring themes over the last 120 days is how 
much pride the community has in the District’s parks and recreational 
programming.  In short, the Community acknowledges that the District has 
some of the best programs in the region.  This pride extends to the Staff 
responsible for the success of park and recreation operations as well.  From 
the registration front counter, to the field crews, to the supervisors, District 
workers are perceived by the community with a great deal of admiration in 
what they do for the children and adults of El Dorado Hills. This admiration is 
obvious in the faces of the Staff that maintains the parks and run the various 
programs.  Recreation Staff is particularly positive in their approach to service 
as uncovered by this assessment.  Not to be out done, Parks Staff come at 
their jobs with great innovations (such as the water conservation already 
implemented in the Parks Department).   Granted, the EDHCSD is more than 
Parks and Recreation and the staff associated with those other functions, 
Administrative Support, CC&R Enforcement, etc. are likewise committed to 
their responsibilities as their colleagues in Parks and Recreation.  
Nevertheless, the efficacy of the District in large measure is defined by Parks 
and Recreation.  As such, from time to time when the District hits a bump in 
the road, because of the strength of the Parks and Recreation Departments, 
much can be and is often forgiven when things do not exactly go right.  In 
short Parks and Recreation is the face of the District; a face that many in the 
community love. 

Recreation Facilities:  The District does not have what is customarily referred 
to as a full-service Community Center.  Nevertheless, the commitment by the 



13 
 

Board to invest/reinvest in the Gyms, Pavilion, Aquatics, and Teen and Senior 
Centers is not lost on the El Dorado Hills community.  Best practices such as 
joint use and development agreements have further enhanced the District’s 
ability to carry outs it’s mission: e.g., the Buckeye School District joint use 
Gym.  This commitment to investing and reinvesting in current facilities is 
commendable.  

Financial Position:  To the Board and Management’s credit, the District enjoys 
a much sounder financial footing than most local governments.  For example, 
with an operating budget of $7.7 million, the District has over $5.6 million 
dollars in reserves.  Granted, such a large reservation of financial recourses is 
not customary.  So the question that goes begging: why such a large reserve 
given an operating budget of just under $8 million dollars?  

One reason is the Board had the foresight to conduct an organizational 
assessment in 2004 by CPS.  That assessment spelled out the need to flatten 
the organization and reduce cost to operate the District.  Over time, the 
District has implemented a number of the recommendations contained in the 
report.  The most recent of which was a reorganization of the Parks 
Department resulting in a projected $81,000 savings per year.   

When the Board faced the recession, unlike other agencies that “blew 
through” reserves hoping each year the Great Recession would be over, the 
Board acted, in conjunction with their labor union (Local One), and reduced 
labor costs such as freezing cost of living increases. 

Another example, alluded to earlier, the Board acted to expand facilities 
through tested “best practices” via joint use facilities with other partners, 
such as the School District.  Specifically, instead of building their own 
basketball gymnasium, the District combined their resources with that of the 
School District so the school could use the gym during school hours, while the 
District uses the facility after-school and during the summer.  This is the 
fourth in a series of joint-use initiatives engineered by the District.  

Finally, the District has an aggressive replacement/depreciation schedule.  
The equipment replacement schedule (also known as the Browning Report) 
results in what may appear to be large reserves but in reality is money set 
aside each year to replace, vehicles, facilities and equipment when it’s 
expected life is expended.  

The Brand:  Certain names or locations will often carry panache that as soon 
as you hear the word you immediately think of a connection to a subject that 
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conjures up another thought.  Locations such as “The Napa Valley”, “The City 
of Lights” and “Wall Street”, have immediate connections to wine, amour, and 
business.  Although not quite there yet, El Dorado Hills, at least regionally, 
invokes a sense of quality, affluence and professional talent.  Taking 
advantage of the El Dorado Hills “brand” should be a key element of all 
communications and marketing effort emanating from the District (see below 
Communications Plan).  

Access to Elected Officials:  To the Board’s credit, the community appreciates 
the availability and willingness by the Board to consider community member 
concerns.  Most members of the Community understand that just because the 
Board does not act in a matter that some people would want or expect, does 
not mean the Board is not listening.  Instead, most people in the Community 
respect and understand that Board Members and Community Members will 
not always agree.  They adhere to principle that it is okay to “agree to 
disagree” and this is an acceptable trade off for ready access to their elected 
officials. 

New Board Initiatives:  A number of initiatives (19) had been destined for this 
report but were accelerated due to other reasons.  For example, the long 
awaited Winsor Point Park’s delivery structure was modified and moved 
forward ahead of the report.  The flattening of the Parks Department was 
implemented earlier than anticipated with the departure of a Lead Supervisor.  
Likewise, the need to move on an Employee Recognition Program as part of 
an effort to bolster morale, were all identified as necessary steps that should 
not wait for the “global report”.  Efforts such as the 501(c)(3) and Volunteer 
Programs, both approved in concept by the Board, are also examples of 
efforts that would have been in the report but for the need or opportunity to 
move them along earlier.  That said they are listed in Exhibit A and are made 
part of this report. 

In summary, within these “Strengths” there may be “Opportunities” that the 
Board should consider after the new General Manager is appointed; not the 
least of which is the potential to combine the 501(c)(3) non-profit with 
Volunteer Program initiatives.  Regardless, the District enjoys “Strengths” 
that other public agencies can only dream about. 

Weaknesses 

In any SWOT Assessment “Strengths” are viewed as internal to the 
organization.  Likewise “Weaknesses” are also internal to the organization. 
What follows is a review of those indentified “Weaknesses” in the assessment.  
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Limited Media and Print Coverage:  To say the Fourth Estate is a shadow of 
its former self is being kind.  This is not to suggest that the professionalism, 
intellect and ability of those in the media, especially the print media, has 
diminished.  To the contrary, those covering news stories today are every bit 
as good as those who covered the news twenty years ago.  In fact, anyone 
trying to make a living in the current “media” environment (widely defined) 
should be admired given they are trying to cover tenfold more things today 
with tenfold less resources.  As a freshly minted MPA graduate starting out in 
my first city, it was the local reporter I visited to find out how things 
operated, who I could trust, and how the grass grew.  One could gather this 
information from the reporter because this individual had been in the town 
since before dirt, and overtime this person had come to decipher truth-tellers 
from non-truth-tellers.  By in large this is no longer the situation.  
Nevertheless, the local print media works hard to “get it right” and although 
we may not enjoy reading a story that is not flattering about the District, 
more times than not, they do get it right.  Unfortunately, because of the 
competition for viewing time, the District cannot hope to have all the 
wonderful things the District is involved in outlined in the paper.  Just as 
important, recognizing that just because it is in the paper, does not mean 
folks will know about what’s going on because not everyone reads the paper.  
To the extent the District continues to rely on traditional forms of sharing 
what’s going on in the District, the District will be a prisoner of the very 
economic pressures that have plagued media outlets resulting in continued 
limited coverage.  To address this condition the “Communication Plan” needs 
to be updated to reflect this limited media and print coverage reality and how 
people receive information.  Once updated, the Communication Plan must 
become a tool that is frequently reviewed by Management and Supervisors.  
If not, it will merely find its way to the bookshelf again to collect dust. 

Lack of a Formal Training Curriculum:  There is a real need to establish a 
formal District approved training curriculum.  Given you only have a single 
person in human resources, explains this opportunity for development.  For 
example, mandated training such as that continued in AB 1234 was only very 
recently undertaken.  Other training such as systematic weekly “tail-gate” 
safety training with an agenda and journal minutes has been inconsistent.  
This is a reflection of the lack of a cohesive management team dedicated to 
creating the curriculum and revaluating the return on invest to the District.  
As part of the return on investment evaluation, the curriculum at a minimum 
should be updated every two years and include the following: communication 
plan training, violence in the work place and sexual harassment training, 
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safety training, ethics training, core supervisor management and leadership 
training and labor agreement administration/personnel administration policy 
training.  Once the curriculum is created, training needs follow up on a 
regular basis.  This last piece is critical given what this assessment found, 
there prevails a lack of follow through in the organization for certain 
initialtives.  Specifically, good work is undertaken to come up with policies, 
rules, and strategies, but the follow-up and having those become norms of 
the District are wanting.  Once approved the curriculum becomes the method 
by which your entire staff, starting with management and supervisors, down 
to the District’s part-time field crew and contractors learn adherence to Board 
adopted policy. 

Lack of a Formal Governance Protocols Handbook:  Governance protocols 
should not be looked at as replacement or a substitute for District Rules, 
Regulations and Policies.  Rather they are the codification of those critical 
rules, regulations and policies that in essence create the culture for the 
organization.  Or put another way, the “cheat-sheet” for new and existing 
Board members and Staff to understand why we do the things we do in the 
organization.  For example, a “Fiscal Policy” is usually found within the 
Governance Protocols.  Included in the “Fiscal Policy” are those things one 
would expect to find such elements as reserve targets, key purchasing ethos 
and accounting information such as the why and who of a “chart of accounts”.  
Important directions such as budget format (program, verses performance, 
verses zero based, verses line-item) is detailed in the Fiscal Policy.  Likewise 
financial trending policies are found in such a document: e.g., revenue 
estimates shall be based on the average of the last four years, adjusting by 
CPI, not to exceed, 3%; and economic data the Board will rely on in making 
budget decisions.  Other important elements of a Governance Protocol include 
but are not limited to: agenda preparation, Board sanctions, and references 
to required District training and behavior norms. 

If for no other reason, a Governance Protocols Handbook serves to help new 
Staff and Board Members gear up much faster.  They also can identify quickly 
what norms or values the organization has and how to go about modifying in 
the future should they no longer be applicable.  

Enforcement of Private CC&R’s:  The Board has an incredible group of 
volunteers in the Design Review Committee and the CC&R Citizen’s Advisory 
Committee who put in hours and hours of volunteer time, especially the 
District’s Design Review Committee, to monitor and enforce Private 
Conditions Covenants & Restrictions (CC&Rs) in the various Villages (very few 
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HOAs exist within the CSD other than behind gated communities).  Likewise, 
the District has one dedicated part-time worker assigned to perform CC&R 
duties.  Nevertheless I was more than a bit surprised that the District is 
performing a function that Home Owner Associations are responsible for in 
practically every other community in California.  I was even more surprised to 
find the Omnibus Legislation passed a few years ago pulling all CSD 
government code references together specifically provides for the 
enforcement of CC&R’s by the District.  During the assessment, there 
appeared to be ambivalence in some “villages” regarding the need for the 
District to do CC&R enforcement while there is a real passion for CC&R 
enforcement by others.  Regardless, unless you have the full cooperation of 
the home owner, private CC&R enforcement by a public agency is a no win 
proposition.  First, without extensive expense, your current methodology for 
securing compliance is through civil court proceedings.  The District collects a 
small “fee” from each homeowner to “administer” the myriad and sometimes 
inconsistent CC&Rs of the numerous villages (over 100).  The “fee” having 
been voted upon to administer CC&R’s has never been increased .  A handful 
of court cases can burn through the fees collected leaving nothing to cover 
staff expenses.   

Second, even in a City that has police powers to enforce zoning laws or 
building codes, private CC&R’s are set up in Cities to be enforced by the 
HOA’s as a kind of peer to peer effort.  City Planning Staff take care to make 
sure the CC&R’s have some semblance of consistency city-wide making the 
CC&R’s a bit easier to enforce, and avoiding “yellow house” experiences.  
Great pains are generally taken to set-up reasonable standards of 
maintenance and appearance.  Should the HOA later wish to make their 
CC&R’s more restrictive or have more aggressive enforcement they can, but 
at their expense.  Based on my experience, County Planning staff’s, especially 
in rural areas, are often overwhelmed when a housing boom hits.   Likewise, 
dealing with urban CC&R issues in a rural county is often not as high as a 
priority thereby inadvertently creating CC&R language that sets up “yellow 
house” conflicts.   

But for the dedication of your members of the DRC, the CC&R Citizen’s 
Advisory Committee and your part-time CC&R focused Administrative 
Assistant’s good bed-side-manner, another yellow house is just around the 
corner unless the District either get’s out of the CC&R business or it properly 
funds staff and special legal counsel at a level to deal with numerous CC&R’s 
in the District.  Before taking the matter up, there should be a coordinated 
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civic engagement process to ascertain just how important it is for the District 
to be in the private CC&R business.  The civic engagement process would be 
designed to answer the following questions:  Should the CC&R function be 
turned over to HOA’s and individual villages like it is almost everywhere else 
and pass the $10 fee to the HOA.  If not, the “fee” needs to increase from 
$10 per household to between $25 to $50 per household to properly fund a 
District-wide CC&R program.  Based on the findings of the civic engagement 
process a District-wide vote should be taken to validate the findings of the 
civic engagement process.   

Lack of a Legislative Program (LP):  Currently the District does not have an 
LP.  An LP attempts to identify those intergovernmental affairs that the 
District has identified as a priority but is not capable of accomplishing without 
the assistance of some other agency, legislative body, or foundation of other 
interest.  Usually an LP is limited to at most a handful of initiatives that 
cannot be accomplished in the near term.  One example of such and effort 
would be the development of a regional park, or special legislation that would 
enhance the District’s ability to carry out its mission or modify its mission, 
related to private CC&R enforcement.    

The LP is generally updated every year and is an outcome of an annual 
planning retreat or goal setting session.  Like Goals and Objectives, an LP can 
help focus the District’s efforts to better serve the community. 

Organizational Culture:  Organizations with long tenured key staff (e.g., 
managers and supervisors) enjoy the creation of an institutional knowledge 
that can be of great benefit to an agency; often resulting in the ability to 
move quickly to solve problems due to their knowledge and/or history of a 
given situation.  Likewise organizations with long tenured key staff (e.g., 
managers and supervisors) often struggle with the tendency to have the 
organization become dependent on the personalities that occupy those key 
positions rather than system dependent operations, enhanced by a given 
personality.  When this condition occurs the organization starts to think of 
itself as a “family”, dependent on paternal values or norms.  In some cases a 
parochial viewpoint prevails.  Such conditions can result in one or more of the 
following: 

 Lack of mentoring and succession planning 
 Lack of organization structure to better accommodate rising operating 

costs that often result in not avoiding layoffs   
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 Not keeping up with best practices or slipping into a “that’s how’s it’s 
always been done here” way of thinking 

As reported earlier, I am very pleased to report that the District has moved 
forward with the recommendations contained in the 2004 and 2005 CPS 
report, albeit at a slow and deliberate pace.  This has enabled the District to 
create an “organization structure to better accommodate rising operating 
costs”.  Although not universally recognized or acknowledged internally, 
except by the Board and many of those interviewed, the District may have 
become too comfortable in its way of problem solving.  Likewise, the desire to 
maintain relationships is a high priority internally, possibly at the detriment of 
the organization. 

To be clear, historically businesses, agencies and non-profits have 
“articulated” the norm that “we are family”; albeit not always in actions. 
Nevertheless, even International Business Machines (IBM) workers as recent 
as 1960 still referred internally to giant IBM as “I’ve been moved”.  In other 
words the company, “the family”, took care of you and would go to lengths 
not to layoff someone.  This February, IBM laid-off 800 workers following the 
layoff of thousands and thousands of workers since 2008.  IBM is not 
“family”, nor is the El Dorado Community Services District.  The paradigm 
shift came late for public agencies that still wanted to think of themselves as 
a family, but the family was broken up for good at 11:30 PM on June 6, 1976 
with the passage of Proposition 13.   

Fortunately, the Board recognized that the organization has become too 
comfortable with respect to some relationships.  This in turn limits the 
opportunity to challenge the way the District approaches its mission.  The 
Board should be commended for your desire to find a General Manager (GM) 
who, working with the Board will examine new practices with respect to how 
the District executes its mission.  The next GM will no doubt have solid 
experience working under and at the direction of elected officials.  The next 
GM will bring the skills and aptitude to know how to be politically sensitive but 
not political; to be able to lead from behind.  A key task for the new GM 
working with the Board will be to tackle the way the organization should view 
itself: as a “family”,  as a local government entrusted with the stewardship of 
limited public resources, or some hybrid of the two norms.   

Image:  Just as the “Brand” can define an area, events can alter the image of 
individuals, institutions, and business.  How an individual or institution 
actually deals with an event can eventually influence one’s image even more 
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than the actual event.  At this point the image of the District by some is in 
question.  That said, I recall early in my career, being given a verbal diatribe 
by a Mayor of a City I served over the firing of a worker he knew and liked.  
After patiently listening to the Mayor go-on for about 30 minutes, he ended 
his discourse with the following, ‘And Rich it was not what you said but 
how you said it’!   I replied, ‘Mayor, when you are firing someone, there is 
no good way to say it’.  To this day the Mayor and I are friends, not because 
of what he said to me or what I said to him, but because we put the matter 
behind us and moved forward.  As time passes the initiatives and innovations 
the District has and continues to undertake will once again define the 
District’s image; even by your most ardent detractors.   

Lack of Parking:  The Harvard “Main Campus” center is as active a 
recreational complex as I have seen in my career.  On numerous occasions I 
have seen the parking lot slammed and parents hiking up the hill from the 
high school lugging children in hand.  As detailed in recommendation 7 above, 
more parking is needed at the “main campus” whether or not you proceed 
with the items outlined in the Opportunities section of this assessment.  
Likewise, there is a demand for meeting space that should also be considered.  

District Personnel Policy Guide and Labor Agreement:  Finding some elements 
of an agency’s rules and regulations are customary in a labor agreement 
especially those provisions related to wages and benefits.  However, this is 
the first agency I have worked for that contains the entire rules and 
regulation handbook in the labor agreement.   

Normally the Personnel Rules and Regulation rules are not referenced in its 
entirety in a labor agreement if for no other reason as it is supposed to be a 
general guide.  It is for the reason stated above that your handbook indicates 
“….the manual is not intended to be a legal document”.  Unfortunately, 
placing it into the labor “contract” trumps that point, requiring any change to 
the handbook, such as “Outside Employment” policies, etc. subject to meet 
and confer.   Because the “Personnel Policy Guide” is in the District’s labor 
agreement you have abdicated your ability to unilaterally modify the 
handbook.  Why or how this was done is not as important as sitting down with 
Labor to consider removing the “guide” from the Labor Contract.   

Under a separate cover, a written review of the current labor agreement will 
be provided to the Board and new General Manger outlining suggested 
modifications to the Labor Agreement beyond that contained in this report.  
As provided by the Brown Act they will be reviewed in Closed Session. 
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Intergovernmental Relations:  Granted you are not the Hatfield’s and the 
McCoy’s, but there is a tension between how El Dorado Hills sees itself as 
being “west” of Bass Lake Grade and its ability to influence policy in the 
greater region.  Much of that tension grows out of some frustration as to why 
the District is not extracting more out of the Development Community for 
park and recreation facilities (not to mention the above discussion on 
CC&R’s).   

However, until the area becomes a City, the ability to influence County–wide 
public Policy will remain limited.   

Nepotism Policy Update:  Finding relatives working in the same jurisdiction is 
not uncommon.  Nevertheless, as City Manager I never allowed any of our 
children to work in an agency I served, even if allowed under the Nepotism 
Policy given the “appearance” of a conflict of interest or special treatment.  As 
a small organization Nepotism Policies are often found to be hot or cold; 
nobody or anybody can work for the Agency.  Because of possible changes in 
case law, the Nepotism policy needs to be updated, working with General 
Counsel, as soon as possible after the new General Manager starts. 

Follow-through, Accountability and Communication:  Too often well thought-
out plans, strategies, policies are undertaken and formally adopted by Boards, 
Commissions and Legislative bodies only to find their way to a bookcase to 
collect dust.  The District has not been immune to such practices.  Without 
follow through, accountability and communication, efforts such as the 
Panama Cannel, the 19th amendment to the United States Constitution, the 
polio vaccine and fully implementing the District’s adopted Communications 
Plan are just somebody’s good idea.  This is not to suggest that the 
recommendations contained in this assessment will be considered as good 
ideas or that the observations are on point.  Rather, the follow through and 
accountability covenant between the General Manager and Board is a critical 
relationship.  The General Manager must follow through and hold staff 
accountable for implementing Board policy.  Conversely, the Board is 
responsible for holding the General Manager accountable for carrying out their 
policies.   

The above covenant, applicable to every elected local official and its 
appointed executive, is not easy.  But if it was easy, anybody could be the 
appointed executive  and there would be a long line of people running for 
elected office.  To the extent the Board acts on any of these 
recommendations or observations, the new General Manger will serve the 
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Board well by acting swiftly to follow through and implement the Board’s 
policy.   

Opportunities  

The Opportunities section of the assessment identifies a number of potential 
new initiatives that if undertaken could address various “Weaknesses” 
identified in the Assessment and could further the District’s mission.  This 
section is not so presumptuous to assume these are all of the Opportunities 
remaining after the Board completes the 19 new initiatives identified in the 
“Strengths” section, but only represents those identified in the first 90 days of 
the Assessment. 

Goal and Objective Planning:  Goal and Objective Planning (GOP) is a critical 
step in achieving the mission of the District.  To paraphrase Steven Covey,  
such an effort forces assignment of limited resources to things that are 
important and urgent.  

GOPs are usually achieved annually and undertaken in the fall so as to be 
used to guide the budget process.  Goals are generally static and may not 
change very often over a three to five year period.  However, objectives and 
the subsequent “Action Plan” to achieve the objectives will usually change 
annually.  Depending on the number of elements in the GOP the entire effort 
from start to finish may take up to two to four months to complete.  
Subsequent annual planning sessions will not take as long once the Goals are 
established given they do not change all that frequently. 

GOP efforts may or may not have a civic engagement element.  GOPs will 
frequently have a team building element that will look at one or all of the 
following: communication, decision making, and management styles.  Often 
GOP’s will have an individuality inventory.   

Generally, successful GOP is often made up of the following components: 

 An optional (but useful) step is a pre or post designed civic engagement 
effort to test, confirm or seek input on what the Goals and Objectives 
(G & O) might be in the coming fiscal year  

 An inventory conducted by staff on various suggested G & O 
considerations that are forwarded to the Board BEFORE the retreat so 
as to assist the Board in developing District Goals and Objectives 

 A one to two day (16 to 20 hours) dedicated session (retreat) with the 
Board, the General Manager (GM) and sometimes key staff focusing on 
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one or two team building exercises and discussing/reviewing possible 
concise goals (usually more than two and less than six) 

 Identifying objectives that would help achieve the identified goals 
 Summarize the findings at a subsequent Board meeting (this may take 

more than one iteration) 
 Once the G & O is adopted task the GM to develop an Action Plan to 

implement the Objectives (this may take more than one iteration) 
 Board adopts the Action Plan and reaffirms the adopted Goals and 

Objectives 
 Once the Goals, Objectives and Action Plan are adopted they become a 

key element of the performance evaluation of the General Manager by 
the Board, and by the General Manager of the “at-will” managers. 

With respect to the team building exercises they are important aspects of the 
GOP given they are designed to help in the decision making process.  By 
understanding how each team member approaches an issue, the team 
members can focus on the issue and not on the personality.  For example, 
through such exercises participants quickly discover that there is no “one 
best” communication or decision making style. Understanding what each 
member of the team’s communication style is can make for more efficient 
decision making.  (For example, the Interim GM’s management style leans 
towards ready-shoot-aim for correction.  This means the GM must identify 
early on the staff in the organization that is, ready-aim-aim-aim and/or 
ready-aim-fire to keep his management inclination in perspective.)  

Regardless, these team building exercises are as important to the long-term 
health of the organization as are the G & O.  A GOP should always have some 
team building or inventory assessment to help the Board and key Staff stay 
focused on the problem and not the personality.  Most importantly, the GOP is 
always facilitated by a third party trained in group facilitation. 

Leadership & Hiring a New General Manager:  Surround yourself with the best 
people you can find, delegate authority, and don't interfere as long as the 
policy you've decided upon is being carried out.  Ronald Reagan.  

Based on the early findings of the assessment, Leadership in the District 
(broadly defined) seemed to be headed for the “Weakness Section”.  The 
issue of the Board’s leadership (poor or lack thereof) was an early and often 
recited theme in the interviews until I asked folks what kind of leadership 
they wanted, a Gandhi or a Patton.  At this retort, the assured notion of 
leadership was somewhat muted.  What became obvious was that the 
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question of leadership in the District was actually over the termination of the 
General Manager and how it was executed.  The question of leadership was 
not the fact that the Board prudently managed the District’s finances, not the 
fact the District’s programming is loved and appreciated by the vast majority 
of the community, not the fact the District’s Board members are readily 
available to their constituents, but instead on the transition of a former GM 
that was on the job less than six months before being placed on 
administrative leave.   

Surround yourself with the best people you can find, delegate authority, and 
don't interfere as long as the policy you've decided upon is being 
carried out.  Some cite this often quoted phrase by former President Reagan 
placing the emphasis on the first eleven words of the sentence as an 
argument for electeds not to “micro-manage”.  Unfortunately, folks often 
forget that the conjunction was just as important to the President.  Due to 
personnel laws, the Board is not at liberty to go into the details of the 
transition of the former GM (nor am I).  Suffice to say the hiring of the former 
GM was not a good fit and the District and the former GM have parted 
company (albeit some issues remain, such as severance).  I would suggest 
that those who are calling into question the Board’s leadership, should 
evaluate the leadership of the Board in the aggregate, not in a single incident 
and heed the admonition of President Reagan. 

Unlike the last GM hire, the Board is now completing a recruitment process to 
hire a new General Manager.  They have designed a process that is open and 
have retained a professional recruitment firm to take on the job of identifying 
professional management talent for the Board’s consideration.  I am 
optimistic that the next GM will have the qualities the community and the 
Board seek to be an effective leader and steward of the Board’s policies.  I am 
also confident that there exists within the Board the opportunity to continue 
to provide quality leadership to the people of El Dorado Hills. 

Strategic Technology Initiative:  Contained herein and made a part of this 
Assessment is the Strategic Technology Initiative.  The Board should consider 
adopting the Initiative so as to further the mission of the District.  

Creation of a Training Curriculum and Succession Planning:  The District 
needs to create a formal Training Curriculum that will provide for the ability to 
have a potential pool of talent from which it may promote from within 
(succession planning).  Having a formal Training Program allows for a low risk 
assessment of staff that may one day promote upward, while at the same 
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time, limiting liability risk to the District by identifying key training classes 
that could mitigate personal injury (accidents) and property damage while 
enhancing the employees ability to carry out their duties.  The formal 
program should become part of the personnel evaluation process of all District 
workers.  At a minimum, the curriculum will contain safety training, both 
general and operational, study of District norms and key policies, mandated 
training such as harassment, violence in the work place, review and study of 
the communications plan and ethics training.  The District will test employees 
for minimum competences in the curriculum and hold accountable employees 
who fail to successfully complete the training.   

Mobile Teen Initiative:  The District has a talented and dedicated staff 
devoted to leisure, recreational and learning opportunities for teens.  The 
Teen Center and Skate Park is a center of activity after school.  Regrettably, 
not all teens take advantage of the programming that occurs at the “main 
campus” because they are intimidated by some of the teens that frequent the 
center, are unaware of all the opportunities Teen Programming offers, or they 
would rather “hang out” elsewhere. 

One common practice in the 1970’s was to take recreational programming 
(via vans) to economically challenged youth in poor urban center.  Having no 
parks let alone formal recreational programming these kids had nothing to do 
and became ready targets for gangs, prostitution and drugs.  To reach the 
teens not availing themselves to programming at the center a similar effort 
may be appropriate, taking teen programming and learning to where the 
teens are: retail establishments in the District.  Such an effort could then 
expose those teens to the mentoring and activities that go on through Teen 
Programming at the District. 

Cityhood:  With the El Dorado Hills area hovering at a population of42,000 in 
2011 the conversation related to Cityhood is again being discussed.  The 
population of this unincorporated community now dwarfs that of the two 
largest cities in the County, South Lake Tahoe at 21,000 and Placerville at 
10,000, and makes up nearly 25% of the population of the entire County of El 
Dorado.  Many outside the Area would NOT want the area to incorporate, 
starting with some development interests that have a very close working 
relationship with the County seat.  Others see incorporation as a threat to 
their influence in the region and their way of life.  Some actually believe the 
District’s parks and recreation mission would be diluted (less funding) should 
incorporation occur.  Regardless, as the conversation picks up the District 
should be at the Cityhood table early and often.  The District Board should 
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look at incorporation not from the standpoint of what it will or will not do for 
the District, but rather what incorporation will do for the community.  The 
District should consider taking the lead in funding a preliminary evaluation on 
Cityhood and should take the lead in having a civic engagement discussion 
with the voters, not just the movers and shakers, to ascertain the pros and 
cons for incorporation.   El Dorado Hills should incorporate if for no other 
reason that until the area does incorporate it will remain a limited player in El 
Dorado County public policy development.  

Facility Development & Assets (Regional Park Initiatives):  The District has 
some wonderful facilities and these facilities are heavily used by the residents 
in the District.  Lacking in the District are areas that are often referred to as 
“open play/practice”.  These are areas that are usually found in regional 
parks.  Likewise a major sports complex such as eight to sixteen lighted 
tennis courts, soccer fields, basketball courts and baseball/softball fields 
corralled together are not found in the District but are found in regional parks.  
These sports complexes become major destinations for sports enthusiasts.   
That said there are no regional parks located to serve the residents of the 
“western slope” of El Dorado County (see Intergovernmental Affairs 
Discussion above).   

Recently, Supervisor Knight offered to take the lead in conversations related 
to the opportunity to explore the opportunity of regional park development.  
Attached to this assessment are the District’s suggestions as to how that 
conversation might proceed (Exhibit D).  Specifically, there exist at least 
three locations where a regional park could occur.  A low impact park could be 
located at Bass Lake.  The low impact park would be designed to respect the 
peace and tranquility of the residents with limited access to the area, while 
providing for fishing, hiking and related low impact activities such as 
“birding”.   The high impact park with large open play areas or “practice 
areas” could be located at the abandoned El Dorado Hills Golf Course or south 
of highway 50.  The high impact park could host not only a major sports 
complex but also another facility which the District lacks, a Community 
Center.   

Obviously such an ambitious undertaking would need not only the cooperation 
of the property owners but that of the “western slope” given the “field of 
dreams” might be built over time, but maintaining the regional parks is 
another matter altogether.  To facilitate the creation of the development of 
the regional parks could be the use of Joint Powers Authority (JPA).  
Membership in the JPA might include representatives of El Dorado County, the 
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Districts of Cameron Park and El Dorado Hills, El Dorado Irrigation District and 
others that could further the vision of the development of  regional parks for 
western El Dorado County. 

Less ambitious would be the creation of more meeting, conferencing and 
parking area at the District’s main campus on Harvard.  Ample area exists to 
expand the Pavilion to increase meeting and conference space which is very 
limited.  However, given the lack of parking at the main campus when more 
than one major activity is going on, any expansion of the Pavilion will require 
more parking. 

Finally, park delivery should not be constrained by a master plan.  A master 
plan should be a guide, not a limitation to meeting the needs of a 
neighborhood.  For example there is no reason that Windsor Point Park took 
as long as it did to reach the point it is today.  Holding park delivery hostage 
to a master plan is not in the best interest of the Distinct.  Thinking outside 
the bun, should be encouraged to accelerate long standing “pending 
projects”.  Likewise, keeping landscape architect relations fresh means the 
District needs to revisit who is providing such services more frequently.  The 
opportunity to do this is now provided for in District’s new Professional 
Services Policy.  

Management Team Positions:  Since 2004 the District has slowly and 
deliberately implemented many of the recommendation of the 2004 & 2005 
CPS Study.  The study in essence recommended the “flattening” of the 
organization in an attempt to remove redundancy, overlap, and speed up 
decision making.  Just last month the Board acted in the spirit of the report 
and again streamlined operations in the reorganization of the Parks 
Department. 

Currently Management is looking at other organizational issues such as the 
role of Department Managers/Directors and how they fit into the management 
team.  Until the District lands on making Directors at-will, the Director 
positions should continued to be filled with interim staff members.   

With respect to “at-will” employees, all at will employees should be on 
employment agreements that spell out roles, expectations, responsibilities, 
wages, benefits and severance.  Severance consideration would be four 
months with one additional month added for each year of employment served 
with the District up to a maximum of 18 months. 
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The organization is fortunate to have the current Assistant General Manager 
(AGM) on staff.  The historic perspective, intellect and work ethic that the 
AGM brings to the table daily is incredibly valuable.  At the same time the 
organization has an open Administrative Director (albeit filled by acting 
Director).  As referenced in the 2004 CPS study, an organization the size of 
the District may justify having one or the other but both positions are not 
necessary?  This assessment recommends eliminating one or the other to 
further the streamlining and flattening of the organization.  This can be done 
by eliminating the AGM position, y-rating, and appointing the incumbent as 
Administrative Services Director or eliminating the Administrative Services 
Director (ASD) and moving all the administrative support functions under the 
AGM: including all staff in financial operations.  However, having both 
positions is at best redundant.  In concert with the above move, the position 
of Finance Director would be eliminated and a new classification, Finance 
Manager would be created, with a reporting structure to the AGM or ASD, 
whichever position remains.  The Finance Manager position would be at will. 

This restructure would complete the flatting of the organization.  With this 
final action the District will have a smaller, less costly personnel structure 
while not sacrificing service levels.   

Update the Communications Plan:  The District adopted a communications 
plan in 2007; albeit not aggressively implemented.  The plan needs to be 
updated and it must be identified, when, where and who will be tasked with 
keeping the community informed about events, volunteer opportunities, new 
initiatives and related areas of interest that the District is sponsoring or 
coordinating.  The Communications Plan will identify various civic engagement 
structures that the Staff will follow, such as focus groups, surveys, e-mail 
blasts and the ability to utilize “robo-calling” and social network tools.”.   The 
Plan will embrace the ethos that “rumors are a ruin” to an organization and 
identify two members of the staff who will be assigned to complete 
coursework in crisis communication.  Likewise, formal training needs to occur 
regarding duties and responsibilities of a Public Information Officer (PIO).  
Likewise the Plan should identify the RFP to secure on a retainer basis 
professional assistance in supporting the plans and getting the District’s 
message to the community.  

Threats 

IT:  The District has a single  IT staff member serving in the position of IT 
Manager.  Considering that there is just one IT staff member, it is advisable 
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to establish a closer collaboration with the District’s IT.  IT protocols exist but 
not officially.  Protocols need to be established as policy and reviewed to 
ensure they are comprehensive.  Based on the above, the District needs to 
consider preparing a request for proposal (RFP) to secure contract support for 
IT beyond the fine work your current IT Staff provides.  However, if the 
building were to burn down or your IT manager be absent for an extended 
period of time, the District would be at risk.  To your current IT Manager’s 
credit, the District enjoys many IT applications that make the District function 
effectively, nevertheless, the IT functions need more attention by the new 
GM. 

New Water Rates:  As detailed earlier in the calendar year, the District will be 
facing a significant increase in water rates due to El Dorado Irrigation 
District’s (EID) need to come into compliance with Proposition 218 and the 
“Bighorn” State Supreme Court rulings in 2006.  Specifically, the old practice 
of allowing certain water or sewer user to have a “subsidized rate” was 
declared unconstitutional.  This means the District’s favorable (subsidized) 
water rate would be adjusted to reflect market cost for delivery, raising the 
District’s water bill significantly: $75,000 to $125,000. 

Fortunately, the District in working with EID is exploring ways to further 
cutback irrigation needs.  However, such a move will need to be done in 
conjunction with a robust information dissemination effort so the residents 
may be informed as to why the District is “cut-backing” or removing turf.  A 
task Force is in place to bring a Strategy to the Board for approval in June 
2012. 

Recall:  At the beginning of the first quarter of 2012, two groups emerged 
desirous of recalling members of the Board of Directors of the El Dorado Hills 
Community Services District.  One Group, led by Robert ‘Bob’ Sacco, desired 
to recall four of the five Board members over the termination of the former 
General Manager.  That group had folded under its own weight and is no 
longer active.  The second group, led by John Everett, desires to recall all five 
members of the Board over a number of issues that occurred in the past such 
as a Lighting and Landscaping District overcharge a couple of years back; an 
overcharge that was subsequently refunded.  Likewise the group cites 
previous decisions related to investing into the District’s recreational 
infrastructure consistent with the District’s mission.  Everett’s group also cites 
the termination of the former General Manager.  
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Having been through two recalls in my 37 year career I can speak from 
experience that a recall tends to rip apart the emotional and social fabric of a 
community and can take decades to “heal to hurt”.  At the end of the day 
only the registered voters of the District can ascertain whether or not they 
should sign petitions to provide the opportunity to recall of all five members 
of the Board and subsequently go through a costly and emotionally draining 
recall process.  With an election in seven months, cooler heads may prevail 
and allow the normal course of the election process to ascertain whether or 
not incumbents should be returned to office.  Having been through recalls I 
would urge the community to weigh the cost both financial and emotional 
before signing any petitions.     

The Economy:  No matter who is in the White House come January 2013, the 
global economy is so interdependent, that even Nostradamus would have a 
tough time making a call.  That said from all indicators, sans Y2K scares, 
Yersinia Pestis claims, Mayan Calendars, or the Large Hadron Collider (LHC) 
going “postal”, California should start “recovering” in 2014 and continuing to 
improve thereafter.  Fortunately the Board’s prudent management of 
resources has positioned you well to “ride-out” the bad years (2007-2014).  
However, world markets are connecting as in no other time, so if Europe does 
not get its act together, the Chinese continue to cook their books, and we 
don’t start paying for the cost of government, like the three trillion dollar 
credit card bill we have from two and one half wars, my prophecy on recovery 
could prove false. In short, like the President of the United States you have 
little influence over the economy so stay flexible!  

An Unsuccessful Hire:  The District is now recruiting for a new General 
Manager (GM).  The process you are following is one that enhances the 
probability that you will select a candidate that will serve you and the 
community well.  However, the “Threats” indentified above can influence the 
success of the selection process.  Given the last two years, the Board knows 
how important the next GM hire is to the future success of the District.  The 
Board needs to work closely together to find a census candidate that you can 
all work with and support.  To that end, some Cities use the unanimous 
consent standard for hiring a City Manager.  This grants a veto to any 
member of the Council to kill a selection of a candidate if they do not think 
the person is right for the position.  That said, the Board, working with your 
professional recruiter, needs to identify EARLY how you are going to approach 
the “final decision”.  Suffice to say you should use the Standard Form City 
Manager Employment agreement making clear this is an “at-will” post.  In 
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turn for this understanding, and based on the information in this assessment I 
would recommend a 12 month severance with a provision that the severance 
is increased by one month for every year worked with the District up to a 
maximum of 18 months.  Such a provision will clearly settle any concerns the 
candidates might have over securing the GM position.    

Conclusion  

This assessment was undertaken in the hope that it would assist the new 
General Manager to hit the ground running.  The opinions expressed in this 
report are solely mine, as are the recommendations.  As friend John Partridge 
shared with me in 1995, ‘in the middle of every difficulty lies opportunity’, so 
too is there great opportunity for the District in the coming years.  Through 
the continued leadership of the Board and your new General Manager, carpe 
diem. 
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Exhibit A 

Earlier Assessment Initiatives not Included in this Report but already 
considered by the Board 

 

Personnel and Labor Relations 

 Amendment to the Outside Employment Policy 
 Commence of Labor Negotiations  
 Reestablishment of Quarterly Shop Steward meeting with Local One 
 Amendment to hiring policy for Interim or Acting Directors 
 AB 1234 (Ethics) Training for all Supervisors  

Organizational  

 Design and commencement of the recruitment for a new General 
Manager 

 Establishment of weekly General Manager Meetings with Key Staff 
 Establishment of quarterly “All Hands Meetings” for District Policy 

Reviews and Training 
 Creation of both an Employee and Volunteer Recognition Program 
 Establishment of a Communications Plan for the 50th Anniversary 
 Authority to create a 501(c)(3). 
 Consideration of a Volunteer Program to be housed in Human Resources 
 Amendment to Purchasing Policy related to when Professional Services 

must be reconsidered  
 Modification of Vendor Purchasing practice to encourage an annual 

“refreshing” of vendors (in the same spirit as found in the Professional 
Services Policy)  

 Commenced an economic development initiative to restructure the park 
rental program with local vendors/businesses to increase rental income 
to the District and local businesses  

Development 

 Reinvention of the Windsor Park Project 
 Reinvention of the Renewing California Communities Project 

Creation of the El Dorado Hills Irrigation and EDHCSD Water Management 
Task Force 

 







LIST OF INTERVIEWEES 

 

Anonymous (wish to remain)     Noelle Mattock 

Anonymous (wish to remain)     Neil McCormick 

Anonymous (wish to remain)     Ray Myers 

Natalie Buerki        Bob Overstreet 

Don Clark        Sue Parker 

Jere Copeland        D J Peterson 

Kevin Eckery        John Raslear 

Dennis Ferguson        Paul Raveling  

Guy Gertsch        Mark Reimer 

Yvonne Griffin        Dave Roberts 

Jeff Harberman        Jeff Rhoda 

Mark Halloway         Tony Rogozinski 

Chuck Hammond       Paul Romero 

Roy Heckman        Sherry Shannon 

John Hidahl        Ron Short 

Stephanie Jenson        John Thompson 

Greg Jones        William Vandegrift 

Monsignor James Kidder      Rob Vomund 

John Knight        Scott Wheeler 

Justin Masters        Kim White 
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