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INTRODUCTION
PURPOSE
This Strategic Plan has been prepared by the Chino Basin Water
Conservation District (!CBWCD" or !District") as a near- and long-term
strategic roadmap to strengthen the agency#s organizational capacity
and grow the agency#s core services to the public. The District#s last
strategic plan was adopted in August 2008 when the District was at a
critical crossroads about its future as a conservation organization.
Under the guidance of the 2008 strategic plan, the District undertook
an $8 million investment to comprehensively transform its 4.5-acre
Water Conservation Campus and District Headquarters into a state-ofthe-art water conservation education and demonstration facility unlike
any other in the State of California.

“If we don’t change
the way we run our
businesses and plan
for apartments and
shopping centers,
we’re going to run
out of water.”
Randall Lewis, Principal,
Lewis Group of Companies
Inland Valley Daily Bulletin,
February 6, 2014

Since its completion in fall 2013, CBWCD#s new Water Conservation
Campus has become a hub for water conservation education in the
region, providing high-quality conservation education programs for K12 youth, in-depth training and certificate programs for landscape
professionals and homeowners, and a meeting place for regional
stakeholders to discuss timely issues related to integrated water
management. With California#s heightened awareness and urgency
from the recent drought around water conservation, CBWCD is at
another critical crossroads about its future as a conservation
organization. This Strategic Plan provides a new strategic framework to
grow the organization#s value and impact in a broader region through
expanded and strengthened partnerships, enhanced outreach and
communications, reinforced and new program and service offerings,
and organizational scaling and capacity building. The Plan establishes
goals and objectives and identifies resource requirements to
accomplish the goals. The Plan is a living document intended to be
periodically reviewed and updated as necessary and appropriate.
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STRATEGIC PLANNING PROCESS
In preparation of this Strategic Plan:

“CBWCD’s new
Water Conservation
Campus has become
a hub for water
conservation
education in the
region”

$

Henson Consulting Group (!HCG") conducted interviews with
members of the Board of Directors (!Board") to understand and
gauge alignment of Director perspectives on CBWCD#s public
value, opportunities for growth, external partnerships, and
strategic policy direction;

$

CBWCD staff reached out to and met with existing and
prospective stakeholder partners, including, but not limited to,
staffs from cities, public utilities, school districts, special districts,
higher education, non-profits, other conservation agencies, and
the Local Agency Formation Commission (!LAFCO");

$

HCG facilitated strategic planning sessions with CBWCD#s
Management Team and conducted a half-day retreat with all
CBWCD staff to create organizational alignment around the
District#s mission and opportunities for growth; and

$

HCG facilitated a half-day strategic planning session with the
Board.

This Strategic Plan incorporates key themes from the Board and
stakeholder interviews about CBWCD#s greatest areas of public
benefit; opportunities for growth, advocacy, and visibility of the
District; expansion of partnerships; financial development; and
strategic focus. The Strategic Plan presents a retooled mission and
vision for CBWCD and establishes four key strategic goals for the
organization moving forward.
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ABOUT CBWCD
HISTORY
CBWCD was formed in 1949 to protect and advocate for the water rights of agricultural
and dairy landowners in the western portion of Chino Basin. It is one of two water
conservation districts in San Bernardino County and, akin to many of its counterparts
elsewhere in the state, the District owns and maintains groundwater recharge basins
that capture and percolate storm water, nuisance water, recycled water, and imported
water to replenish the Chino Groundwater Basin.
As the landscape of the District#s service area transformed and developed with nonagricultural uses, CBWCD gained the foresight to recognize that its public benefit
extended well beyond replenishment of the groundwater supply and into directly
influencing the responsible consumption of that supply by raising conservation
awareness through public education, professional training, and homeowner
consultation services. The District#s specialized role as a conservation organization,
rather than a water supplier, allows it to uniquely focus its mission and resources on
water conservation and sustainability without internal competition of resources for
other lines of business. The 2013 completion of the Water Conservation Campus
renovation equipped the District to take its programs and services to a whole new level,
providing a state-of-the-art learning and training center for school-age children,
landscape professionals, and the general community. Both the facility and CBWCD#s
programs are designed to fundamentally change how people think about water as a
resource and generate societal behavioral changes about conservation through youth
education and public education and awareness.

SERVICE AREA
CBWCD#s jurisdictional boundaries and service area encompasses all or a portion of
the cities of Montclair, Chino, Ontario, Upland, Rancho Cucamonga, and Chino Hills
(see map on next page). Until recently, the District#s sphere of influence1 (!SOI") was
coterminous with the District#s jurisdictional boundaries. On September 16, 2015,
LAFCO approved an expansion of CBWCD#s SOI, which paves the way for CBWCD to
expand the geographic reach of its programs and services to a broader region through
annexation of that future service territory or through direct service agreements.
Additionally, state law2 allows CBWCD to extend its programs and services outside of
its existing service area and SOI without formal LAFCO approval if implemented
through an interagency services agreement with another public agency meeting certain
requirements. In San Bernardino County, LAFCO staff administratively reviews such
agreements to ensure they meet the statutory requirements prescribed in state law.
1

!Sphere of influence" means a plan for the probable physical boundaries and service area of a local agency, as
determined by LAFCO. (Government Code %56076)
2
Government Code %56133(e)
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As part of CBWCD#s outreach discussions with prospective partner agencies, staff is
actively exploring shared services opportunities with logical service partners who share
the District#s focus on resource conservation through public education, training, and
direct services. Such shared services arrangements can create greater economies of
scale and scope among public agencies promoting enhanced service efficiencies and
cost-effectiveness resulting in cost savings to the public.

CORE BUSINESS AND SERVICES
CBWCD#s core business is two-pronged: (1) increase water supply through
groundwater percolation; and (2) decrease water demand through conservation
education.

Increase Water Supply
Over the years, CBWCD strategically acquired eight groundwater recharge basins
totaling more than 128 acres of land. The District#s basins capture and recharge an
annual average of 5,980 acre-feet of water, including 1,651 acre-feet of storm and
nuisance water, 1,509 acre-feet of recycled water, and 2,820 acre-feet of imported
water.3 The District#s lean and efficient operations through a mix of in-house staff and
outside service contracts maximize the capture and recharge ability of the basins while
minimizing costs to the public.
3

Based on an eight-year average from FY 2007-08 through 2014-15.
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Decrease Water Demand
The District#s recent investments into its facility, training, and consultation programs
have put conservation education front and center in the District#s core mission to
promote public stewardship of water as a valuable and limited resource. During fiscal
year 2015-16, CBWCD#s children#s education programs have served over 5,000
students from 39 different schools through its field trip program, approximately 1,100
students from 12 schools through its annual Earth Day field trip, and more than 2,200
students from 135 classes from 51 schools through its Annual K-12 Poster Contest.
That same year, CBWCD#s professional, trade, and public education programs,
delivered 17 Water Efficient Landscapes Training courses for 249 homeowners, nine
inter-agency training courses on behalf of other agencies, and five Qualified Water
Efficient Landscaper (!QWEL") 20-hour courses. In addition, CBWCD#s Conservation
Programs team conducted Landscape Evaluation/Audit Program (!LEAP") audits for 61
properties (18.71 acres), held 11 Weather-Based Irrigation Controllers (!WBIC")
workshops, installed 102 WBICs, and provided 118 residential landscape design
consultations.
See Exhibit A for a summary of CBWCD#s program and service statistics for fiscal year
2015-16 to date. These statistics do not include other education grant programs and
partnerships the District provides or is directly involved in, including, but not limited to,
the Water Education/Water Awareness Committee (WEWAC), the Garden in Every
School program, and the District#s EduGrant Program that provided three $5,000
grants to two undergraduates and one doctoral candidate for water-conservation
related studies.
EXHIBIT A
FY 2015-16 Program & Service Statistics to Date
Core Service

Programs

Classes/Students/Clients

Frequency/Volume

Youth
Education

School Field Trip Program

7 school districts
39 schools
5,009 students

Daily throughout the year

Annual Earth Day Field Trip

3 school districts
12 schools
1,111 students

Annual, one-day event

Annual K-12 Poster Contest

6 school districts
51 schools
2,333 students

Annual; receive and review
submissions from Sep. to
Nov. each year

Homeowner Training Courses

17 classes

2 classes per month

Inter-Agency Training Courses

6 partners
9 classes

0.75 class per month

QWEL Courses

6 courses
54 attendees

6 classes per year

LEAP Audits

61 sites
18.71 acres

7 sites per month

WBIC Education and
Installations

102 controllers installed
11 workshops held

11 installations per month
1.25 workshop per month

Design Consultations

118 consultations

13 consultations per month

Professional,
Trade, and
Adult
Education
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During fiscal year 2015-16, CBWCD#s children#s education programs were
accomplished with an average of 2.5 full-time staff equivalents (FTEs), and the District#s
professional, trade, and public education programs were accomplished with an
average of 3.5 FTEs. An average of 5.0 FTEs was also required to maintain the District#s
facilities and landscaping at the Water Conservation Campus and basins to support the
District#s programs and services. Those same FTEs are also responsible for installations
of school gardens and irrigation controllers, and other capital projects. Given the
frequency and volume of the District#s programs and services, additional staffing is
needed not only to maintain the quality and quantity of the programs and services, but
also to expand the reach of the programs and services to more schools, more partners,
more trainees, more homeowners, and more members of the public. To make this
possible, CBWCD will need to scale the organization for success.

SCALING THE ORGANIZATION
Shifting Trends
The ongoing drought and the Governor#s
declaration of a state of emergency in 2014 was a
!wake-up call" for all Californians. Unlike past
drought cycles in California when subsequent wet
seasons provided relief to California#s parched
mountains and reservoirs, the current drought will
not end after a single wet season, with or without
El Ni&o. Jay Famiglietti, a senior water scientist at
the NASA Jet Propulsion Laboratory, recently
wrote an op-ed piece in the LA Times stating that
!even when the epic drought ends, when all of the
state's surface and groundwater supplies are
jointly tallied, California will still be losing water.
The state simply does not have enough water to
do all the things that it wants to do." There is no
silver bullet. The ongoing drought requires a
multi-faceted strategy with programs that not only
raise public awareness about the urgency of the
crisis, but that spur societal changes in how we
view and use water as a resource and commodity
that is neither unlimited nor inexpensive. CBWCD
is at the forefront of these programs, using its
Water Conservation Campus as an institute for
research, demonstration, and education.

“Even when the
epic drought ends,
when all of the
state's surface and
groundwater
supplies are jointly
tallied, California
will still be losing
water. The state
simply does not
have enough
water to do all the
things that it
wants to do.”
- Jay Famiglietti, Senior
Water Scientist, NASA JPL

As public awareness increases around the urgency of water conservation, the value of
and demand for CBWCD#s facilities, programs, services, and expertise will naturally
increase. CBWCD is well-poised to become a model for other parts of the region and
state. The timeliness of this Strategic Plan and the scaling of the organization for nearterm and long-term growth and impact is critical.
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Financial Outlook
CBWCD#s primary revenue source is property tax revenues. Although property tax
revenues have historically been a stable revenue source for non-enterprise special
districts (special districts that provide services that generally do not lend themselves to
fees or charges), just like droughts, California is susceptible to recessions (or !Great
Recessions") and substantial dips in property tax revenues. As shown in Exhibit B,
CBWCD#s property tax revenues have shown an upward trend in the past 15 years.

EXHIBIT B
CBWCD Historical Property Tax Revenues

CBWCD Property Tax Revenues
$3,500,000
$3,000,000
$2,500,000
$2,000,000
$1,500,000
$1,000,000
$500,000
$0

As with most local governments, the District#s revenues took a slight dip in fiscal year
2009-10 but recovered steadily until experiencing a major spike resulting from the
dissolution of redevelopment agencies within CBWCD#s boundaries. The huge spike in
fiscal year 2012-13 is a one-time anomaly from the distribution of cash that was swept
from redevelopment agencies following dissolution. However, the significant jump in
revenues from fiscal years 2011-12 to 2013-14 is expected to continue forward since
the District will continue to receive a larger portion of property tax revenues following
dissolution of redevelopment agencies on a going-forward basis.
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Nevertheless, CBWCD#s reliance on a single source of recurring revenues not only
creates risk for the District but limits its financial capacity for organizational growth.
Even if the District annexed new service territory, it is highly unlikely that the County of
San Bernardino or any other entity would agree to split a portion of their share of
property tax revenues with CBWCD. Diversifying the District#s sources of recurring
revenues is therefore a key objective of the agency going forward. In addition to
establishing fees and charges for new and/or existing programs and services, District
staff and consultants have begun exploring non-traditional income streams and
vehicles for securing one-time and recurring sources of revenue, including the
formation of a 501(c)(3) public benefit, non-profit corporation that can compete for and
receive grants not available to government entities.

Strategic Partnerships
Given its revenue constraints, CBWCD#s ability to formally partner with like-minded
organizations through shared service agreements is important and will create new
opportunities to leverage not only financial resources but also other assets, like
facilities, equipment, and personnel. CBWCD staff possesses unique expertise and
professional licenses and certifications that can benefit other agencies seeking to
partner with the District to provide specialized education/training programs and
consultation services in their communities.
Staff has engaged in preliminary
discussions about such partnership opportunities with a number of organizations in the
region.
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MISSION + VISION
CBWCD has successfully adapted and evolved during the past decade to strengthen its
role as a conservation organization that is relevant to changing trends in water
consumption and conservation. The District is at an important juncture in its growth
and development as a conservation education organization and to better reflect its
strategic focus and public value, this Strategic Plan establishes a mission, strategy, and
vision for CBWCD that is clear, succinct, and understandable to the public.

MISSION
The Chino Basin Water Conservation District is sustaining a regional water
supply through public stewardship.

PUBLIC STEWARDSHIP OF WATER RESOURCES

MISSION + VISION

!

VISION
We envision a future where all our water needs are met and where all in
our region are water stewards who:
• COMPREHEND the value of water;
• CONSERVE water and use it wisely; and
• CAPTURE, percolate, and reuse rainwater, stormwater, and
greywater.

We envision a future where our groundwater supply is protected and
recharged effectively and efficiently through conservation and distributed
stormwater capture, guaranteeing that the water needs of all present and
future residents are met. Working collaboratively with a network of public
agencies and educational institutions, water conservation is the new
normal.
The District’s Water Conservation Campus is our region’s hub for water
conservation demonstration, education, and stewardship programs. Our
garden, park, and education center, audit and retrofit programs, school
field trip programs, special events, and professional and homeowner
training courses have inspired diverse communities throughout the region
to use water wisely. Collaborative research efforts with institutions of
higher education have contributed to the development of best practices for
efficient outdoor water use, low impact development, and water reuse,
leading to the refinement of results-driven programs and services offered
by the District.
Our education efforts create demand for water conservation services, and
activate public stewardship and a new workforce with expertise in the
design, installation, and management of water efficient landscapes, Green
Streets, and low impact development best management practices (BMPs).
Our programs inspire homeowners to harvest the rain, use greywater, and
install low-water plants that thrive in our dry-summer climate while
celebrating our rich agricultural history and unique sense of place. As a
result, our basins, yards, medians, parks, and parkways demonstrate how
we all can create beauty, protect and restore biodiversity, while conserving
and replenishing the Chino groundwater basin.
For the young and old, Chino Basin Water Conservation District inspires a
new water conservation ethic!
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STRATEGIC GOALS
GOAL 1: INCREASE OUR REACH
The quality and value of CBWCD#s programs are well-known and
regarded amongst the District#s existing community partners and
constituents. The flourishing Water Conservation Campus is a unique
asset in Southern California. Visitors and event participants are
oftentimes amazed to find what the Campus has to offer, especially
because of its relatively hidden location in the middle of a singlefamily residential neighborhood in Montclair.
However, the
geographic reach of the District#s programs and public knowledge in
our expanded sphere of influence are limited today.

“CBWCD will be
focusing staff time
and resources … to
strengthen the
District’s visibility
and reach in the
region”

To increase that reach, CBWCD will be focusing staff time and
resources to strengthen the District#s visibility and reach in the region
through enhanced public relations, improved communication
strategies, and a retooled branding and marketing strategy focused
on getting CBWCD#s !story" out to the broader region and public.
This Strategic Plan also recognizes that CBWCD#s Board members are
active in various regional forums, committees, and associations
around the County and are an important voice about the District and
what it has to offer.
CBWCD staff will continue to enhance
communications and regularly update reports to the Board about the
District#s programs and services to keep the Board abreast of changes
and improvements to the District#s service offerings to the public.

!

GOAL 2: EXTEND PROGRAMS
EQUITABLY, EFFICIENTLY, AND
EFFECTIVELY
In concert with a reinvigorated campaign to increase CBWCD#s
visibility in the region, an important goal in the near-term will be to
strengthen and form new strategic partnerships with key water
conservation organizations and stakeholders in the region. The
District recognizes that it can have greater and broader regional
impact by aligning and leveraging its assets, expertise, and staff
resources with other like-minded organizations and professionals, as
well as non-traditional partners such as workforce training agencies,
to extend new and existing programs to the public equitably,
efficiently, and effectively.

“The District
recognizes that it can
have greater and
broader regional
impact by aligning
and leveraging its
assets, expertise,
and staff resources
with other likeminded
organizations and
professionals”

Through these partnerships, CBWCD will broaden its understanding
of the region#s needs and tailor its service and program offerings to
create even greater benefit and value to the region. The District will
also be able to identify logical partner agencies for shared services
arrangements in a broader geographic region than its current service
area. As discussed earlier, staff has already begun to reach out to a
broad base of stakeholders, including cities, public utilities, school
districts, special districts, higher education, non-profits, other
conservation agencies, and LAFCO.

!

GOAL 3: LEVERAGE AND
MAXIMIZE UTILITY OF THE BASINS
Increasing groundwater supply through the capture and percolation
of storm, nuisance, recycled, and imported water is a core
conservation goal of CBWCD. The District owns eight groundwater
recharge basins totaling more than 128 acres of land. The District
operates its basins in a lean and efficient manner, balancing in-house
staff with outside service contracts to maximize the capture and
recharge ability of the basins while minimizing costs to the public.

“It is the District’s
goal to maximize
percolation
efficiency of the
existing basins
through best
management
practices and
interagency
coordination while
leveraging them for
enhanced
conservation
education and
research activities”

While it is CBWCD#s ongoing goal to replenish groundwater supplies
by increasing the region#s inventory of percolation basins, the District
also recognizes that suitable land is in short supply. An important
strategic priority of the District, therefore, is to leverage and improve
the utility of CBWCD#s existing basins while continuing to seek
broader, more distributed opportunities to increase groundwater
replenishment. It is the District#s goal to maximize percolation
efficiency of the existing basins through best management practices
and interagency coordination while leveraging them for enhanced
conservation education and research activities.
CBWCD can
accomplish this by integrating the basins into the District#s education
curriculum, expanding the District#s palette of demonstration
landscapes, and exploring opportunities for greater public access to
the properties for hiking, bird watching, photography, and other open
space activities.

!

GOAL 4: SCALE THE
ORGANIZATION FOR GREATER
IMPACT

“The District has
already begun to
build greater
operational capacity,
leadership, and
effectiveness
through the recent
hiring of three new
Management Team
members”

To continue to deliver exemplary programs and services while
growing the District#s service area, it will be crucial for CBWCD to
scale the organization#s operations, finances, and staff capacity for
greater impact. This includes, but is not limited to, organizational
assessments and development, staff training and professional
development, and exploration of opportunities to create new and
diversified recurring revenue streams. The District has already begun
to build greater operational capacity, leadership, and effectiveness
through the recent hiring of three new Management Team members
to fill vacant/reclassified/new positions in the organization, including a
Deputy Executive Director, Community Programs Manager, and
Conservation Programs Manager.
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