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EUGENE WATER & ELECTRIC BOARD

CWER Relyemti

TO: Commissioners Barofsky, Schlossberg, Brown, Carlson, and Morris
FROM: Kira Hutchens, Human Resources Manager

DATE: December 20, 2024

SUBJECT: Performance Evaluation Process for the General Manager
OBJECTIVE: Information

Issue

Consistent with Board guidance, information is provided related to the current performance evaluation
process of the General Manager, including the responsibility of the Board, if desired, to establish evaluation
criteria beyond the annual organizational goals and those already existing in policy.

Background
In February 2024, the Board reviewed the General Manager evaluation process to determine if changes were

desired. The general process was refined and is outlined below, including the responsibility of the Board, if
desired, to establish evaluation criteria beyond the annual organizational goals and those already existing in
policy. Consistent with past practice, the Board supported the routine communications in January
documenting any organization-wide adjustment to the non-represent Management, Administrative,
Professional Technical (MAPT) compensation salary structure, upon which General Manager Lawson’s annual
salary escalator is based (stated below).

In addition to applicable federal and state law, evaluating the performance of EWEB’s General Manager is
guided by the combination of Board Policies and General Manager Employment Agreement (Agreement), last
amended December 11, 2019.

By present Board Policy and Agreement, EWEB's Board of Commissioners shall conduct an annual General
Manager's performance review in April of each year to coincide with the reporting of the organization's results
for the previous calendar year. The General Manager’s performance shall be evaluated by comparing the
organization’s operating results and General Manager’s individual performance objectives to the policies,
direction and goals established by the Board.

Performance Impact on Compensation

By present Agreement, the General Manager’s annual performance review is not used to keep the General
Manager’s salary competitive, as the “General Manager’s salary will be kept competitive with the public utility
industry and comparative northwest power and water utilities with similar revenue and customer classes
through an annual automatic adjustment in January using the Consumer Price Index (CPI) escalator applied to
non-represented EWEB employees, but is limited to a minimum of 2% (two percent) escalation and a
maximum of 4% (four percent) escalation.” The General Manager’s compensation is also evaluated every
three years, through a public records process with comparator utilities, to ensure this escalator is keeping
General Manager pay competitive. This work will occur in 2025 with any findings shared in Q4.




The Board has discretion to approve or not approve a Recognition (Merit or Performance) Award, either as an
increase to base salary or lump sum payment, based upon the General Manager's prior calendar year's
performance. Based on relevant inflationary and wage escalation indices and forecasts, the 2025
organizational MAPT salary structure adjustment is 2.5%, increasing GM Lawson’s annual salary to $394,639.

Inadequate Performance

By Board Policy BL-1, the Board may work directly with the Chief Human Resources Officer (or successor
position/title) on annual performance reviews, discipline, and/or termination. The Board may also work
directly with the Chief Financial Officer (or successor position/title) on the annual audit if the Chief Financial
Officer reasonably believes that the General Manager is not taking appropriate steps to manage EWEB's
financial matters, and any material financial or other matter where the Chief Financial Officer reasonably
believes that the actions or decisions of the General Manager are inconsistent with EWEB’s long-term financial
or business interests. If the EWEB staff listed above determines that it is necessary to bypass the General
Manager, they will initiate contact with the Board President, who shall then determine the proper and
necessary next steps, if any.

Discussion
Within the established present requirements of Board Policy and the Agreement, the General Manager’s prior
year’s performance was determined to be evaluated as follows.

1. At the outset of the year, the General Manager and Board will establish the organizational goals for
the year, in accordance with Board Policy BL5, Evaluating the General Manager’s Performance. The
Board may wish to establish specific personal performance criteria based on the duties, knowledge,
skills, and/or abilities identified in the General Manager’s Position Description (attached).

2. In February, the Chief Human Resources Officer (or successor position/title) will conduct a survey of
the General Manager’s direct reports, and potentially other involved stakeholders, pertaining to the
General Manager’s performance during the previous year. The survey may vary from year to year and
General Manager to General Manager, depending on areas of interest, identified at the years outset,
from the Board and/or General Manager. The results of the survey will be aggregated and presented
to the General Manager for inclusion in a self-assessment.

3. At the March board meeting, the General Manager will present the “State of the Utility” to the Board
and public including, but not limited to, a summary of noteworthy operational activities and results,
and the status of the organizational goals for the prior year.

4. For the April board meeting, the General Manager will provide the Board with a self-assessment
including, but not limited to, feedback on the organization’s operational activities and results, status
of the organizational goals for the prior year, any personal performance metrics adopted each year to
determine the degree to which Board policies, direction and goals are being met, and the aggregated
results of the survey of the General Manager’s direct reports. According to ORS 190-660(2)(i), the
EWEB Commissioners may hold an executive session to “review and evaluate the employment-related
performance of the chief executive officer of any public body, a public officer, employee or staff
member who does not request an open hearing.” Deliberation on potential compensation and/or
financial awards must be held in a public meeting.

5. During the public April board meeting, Commissioners will summarize their performance review of
the General Manager and deliberate on whether to approve or not approve a merit award, either as
an increase to base salary or lump sum payment, based upon the General Manager's prior calendar
year's performance. Additionally, the Board shall deliberate on any changes or alterations to the
present year’s performance criteria based on the performance evaluation process.



Recommendation
Commissioners are encouraged to consider the process as highlighted in this memorandum and provide
comments and guidance.

Board Action

In accordance with Board Policy BL5, it is requested that the Board engage in public deliberation of 2025 goal
and performance evaluation criteria for the General Manager beyond the annual organizational goals and
those already defined in policy. In as much as the decision pertaining to evaluation criteria is entirely at the
Board’s discretion, there is no associated recommendation.

Attachment(s)

A. Board Policy BL5, Evaluating the General Manager’s Performance
B. General Manager Position Description (February 1, 2016)



Eugene Water & Electric Board
Board Policy Manual

Board — Staff Policies (BL Policies)

BL5 Evaluating the General Manager’s Performance
Effective Date February 6, 2024

The General Manager's job performance shall be evaluated by comparing the organization’s operating results
and the General Manager’s individual performance to the policies, direction and goals established by the Board.

Accordingly:

e The Board has responsibility for establishing its priorities for the coming year and providing that
direction to the General Manager. The General Manager shall draft new goals that contain relative
success measures. Draft goals are for each year and represent the General Manager’s reasonable
interpretation of achieving the priorities defined by the Board.

e Beyond the criteria representing general progress on the organization’s annual goals and/or strategic
initiatives, the Board may establish additional performance metrics to determine the degree to which
board policies, direction and goals are being met.

e The Board shall evaluate the General Manager’s performance on an annual basis.

o The General Manager’s interim performance shall be monitored at a frequency and by a method chosen
by the Board. Unless otherwise established by board direction, the General Manager shall report
quarterly results and annual results within a reasonable time after the close of each calendar quarter
and year.

Source: Compensation Committee and Jean Meyers, Human Resources Manager, Developed 09/20/06; Revised

03/20/07; Board Approved 09/18/07; Revised 01/06/15, Resolution No. 1503; Revised 05/07/19, Resolution No.
1911; Revised 02/06/24, Resolution No. 2403.

Board Policy Manual — October 16, 2006; Version 09.03.24 Page 34 of 71
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Position Title: General Manager
Working Title:

Origination Date:

Revision Date: 2/1/2016

FLSA Status: Exempt

Union Representation: N/A
Last Revised by: Laurie Muggy

Summary Statement: The General Manager reports to an elected five (5) member Board of Commissioners and is
responsible for carrying out executive responsibilities to ensure the effective, overall management and operation of a
customer-owned water and electric utility. The General Manager provides leadership in the development and
implementation of strategic plans to ensure the utility continues to be proactive and responsive to its customers,
employees, and the general public and conducts utility business in accordance with legal and regulatory requirements,
sound financial management practices, contract terms, policies and objectives established by the Board of Commissioners.
The General Manager acts as chief executive officer and is an “at-will” employee.

Note: This description is intended to represent key areas of responsibility. It is not meant to be all inclusive and does not
prescribe or restrict the work that may be assigned. Nothing in this description restricts EWEB’s right to assign or reassign
duties and responsibilities to this job at any time. Job descriptions may occasionally be updated, as necessary, to reflect
evolving business needs.

Essential Duties and Tasks Performed

EXAMPLES OF DUTIES - Duties may include, but are not limited to the following:

Provide the leadership and management necessary to direct the utility to meet the mission, goals, objectives, policies, and
budgets established by the Board of Commissioners and in accordance with pertinent laws and regulations. Provide
leadership that encourages and holds staff accountable to carry out the duties required to enable the utility’s mission.

Create a compelling vision and mission to ensure long-term success and positive organizational progress and change;
Develop and recommend short- and long-range plans and goals and associated budgets to ensure adequate power and
water supplies, reliable service delivery, sufficient physical plants, reliable infrastructure, efficient operational methods,
and sound fiscal, business and process management.

Provide recommendations to the Board regarding rates and policies to ensure revenues and available financial resources
sufficient to meet EWEBs cost of operation, required expansion or improvements, and other expenditures at the most
reasonable cost. Ensure the Board is sufficiently informed in a timely fashion of any emerging or unanticipated economic
conditions potentially affecting EWEB financials.

Maintain consistent and on-going communication with the Board. Ensure the Board is fully appraised of trends, regulatory
changes, developing legislation and leading opinions regarding the utility industry. Lead management and workforce to
position EWEB to respond as changing industry conditions and energy markets dictate. Ensure the Board is sufficiently
advised of any material shifts in the focus or management of significant or strategic EWEB operations or programs.

Overarching responsibility for the management and continued development of the utility’s workforce including the
negotiation and administration of labor agreements and employment policies, implementation and administration of new
employment practices and programs. Guide and authorize appropriate compensation, benefits and employment
programs to ensure the Utility’s continued ability to attract and retain a skilled workforce.

Work directly with the EWEB leadership to delegate duties, plan for the future of the utility, and to devise and execute
strategic objectives and utility programs. Translate Board direction to utility leadership through clear and meaningful




objectives and performance measures. Establishes and utilizes a leadership and workforce reporting structure to enable
operational effectiveness, efficiencies and accountability for results. Carry out supervisory responsibilities over direct
reports in accordance with the organization's policies and applicable laws. Ensure key staff development and establish
succession contingencies through training as necessary or appropriate.

Represent EWEB in communities served by the utility. Ensure effective communication with EWEB customers, employees,
and the general public. Represent and promote the needs and objectives of EWEB. Work with officials at the local, county,
state, and federal level as well as other utilities and industry organizations to represent and promote the needs and
objectives of EWEB.

Demonstrate support for the Board and its direction. Resolve conflicts between different constituents following review of
their positions and interests. Act as a steward for EWEB’s volunteer and community service efforts and lead by example.

Other related duties as assigned.

Knowledge, Skills, and Abilities Required To Perform Tasks

Knowledge of:
Requires extensive knowledge of the electric and water industry and a thorough understanding of all business units

within the utility.

Management principles with ability to delegate authority and responsibility to subordinates, to make use of appropriate
controls and feedback to measure results, and to maintain accountability for delegated authority.

State, county, and local government laws, regulations, future planning, and the political climate affecting EWEB.
Public relations principles.

Rules and practices for operating under a Board of Commissioners.

Regional power and water supply issues and current industry trends.

Principles, practices, laws, ordinances, techniques, methods, and terminology related to executive management and the
utility industry.

Revenue and budget models and forecast, profit/loss, and cost-to-completion projections, profitability, margins, bill
rates and utilization, especially for public utilities.

Techniques for facilitating group processes including meetings and electronic collaboration.

Principles and practices of strategic planning, risk and change management, as applicable in the Utility industry.
Leadership skills including effective communication, mobilization of change, establishing vision and direction.
Principles, methods, or tools for developing, scheduling, coordinating, and managing projects and resources.
Skills in:

Establishing company-wide goals and expectations directly or through managers.

Recognizing issues that impact utilities, including economic, social, and environmental.

Maintaining general executive oversight and control of utility operations




Presenting complex or controversial issues to the Board and public in an articulate, clear, and persuasive manner both
verbally and in writing.

Strategic planning

Applying project management principles and professional standards.

Developing and implementing programs. Administering and developing budgets and tracking budget expenses.
Decision-making, influencing, leading, delegation and team work.

Using a personal computer and software typical to project management including spreadsheets, word processing and
other presentation software.

Ability to:

Manage and lead in an effective manner.

Empower employees to accomplish goals.

Effectively manage, prioritize and balance competing and conflicting goals and objectives.
Manage multiple, concurrent, large, and complex projects.

Understand, follow, and communicate verbal and written instructions, laws, and regulations.
Make sound decisions regarding the administration of policy and regulations.

Apply critical strategic thinking to organization initiatives to leverage resources to provide efficient and effective utility
operations.

Analyze complex issues; identify alternative solutions, project consequences and develop and implement corrective
action to resolve problems.

Develop and maintain effective working relationships with employees, the public, the Board, the media, and all levels of
management.

Mitigate and manage controversy. Ability to resolve differences amongst divergent groups and cultures, bring people
together, and facilitate consensus.

Learn all functions and responsibilities of the EWEB’s departments.

Demonstrate cultural competency through respectful, inclusive work habits and through the valuing and welcoming of
cultural differences in all position responsibilities.

Work individually and in a team environment; ability to multi-task, work under pressure, and manage change and
stressful situations effectively.

Demonstrate to EWEB’s satisfaction EWEB’s performance competencies.

SUPERVISION AND/OR FUNCTIONAL OR TECHNICAL OVERSIGHT

Supervision or Functional or Technical Oversight Exercised: Manages up to twelve Leadership Team members and
exercises executive oversight over their respective areas and staff. Responsible for the overall direction, coordination,




and evaluation of these business units. Carries out supervisory responsibilities in accordance with the organization's
policies and applicable laws.

Type and frequency of personal contact required (general public, customers, organizations, and EWEB

employees): Daily personal and telephone contact with EWEB personnel and the general public, agency and elected
officials, consultants, executives, and news media representatives, among others.

Requirements As A Qualification & Progression

Minimum Experience: Five years’ experience as chief/executive director of a public agency, private corporation, or
major division of a utility or ten years of utility experience with five years at a senior management level.

Education: Bachelor’s degree from an accredited college or university in Engineering, Public Policy, Business
Administration, or combined education, training, and experience deemed by the Board to be appropriate.

Desirable education, experience, training and certifications: Advanced degree in a relevant area. Experience within a
multiple utility. Familiarity with Northwest power, water, and environmental issues, regulations, and challenges.

Experience working with Boards; Knowledge and experience in labor relations and collective bargaining

Equivalency: An equivalent combination of experience and training that demonstrates the required knowledge, skills,
and abilities may be qualifying.

Valid driver license: Yes .

Professional license or registration: None
Post-offer background check required: Yes
Post-offer drug test required: No

Post-offer physical / functional test required: No

Apprenticeship or other education/training required as a condition of employment, progression or
advancement: None

(AN EQUAL OPPORTUNITY EMPLOYER)
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TO: Commissioners Barofsky, Schlossberg, Brown, Carlson, and Morris

FROM: Karen Kelley, Chief Operations Officer; Mike Masters, Water Operations Manager;
Christopher Irvin, Water Engineering Supervisor; Nathan Endicott, Water Staff
Engineer; Claire Wray, Communications Specialist

DATE: January 7, 2024

SUBIJECT: 2025 Water System Master Plan
OBJECTIVE: Information

Issue

Water Operations & Engineering is currently updating the existing Water System Master Plan
(WSMP) with an estimated completion in December of 2025. This memo provides an update on
progress, details how the planning process is structured to align with core customer priorities and
outlines future public outreach efforts.

Background

A master plan is required for every community water system serving more than 1,000 people, per
Oregon Administrative Rule (OAR) 333-061-0060(5). EWEB’s WSMP is updated approximately once
every ten years to serve as the basis for the Water Capital Improvement Plan (CIP). The WSMP
evaluates existing water system infrastructure, identifies deficiencies or needs under current and
future water demands, and provides recommendations for system improvements. EWEB staff work
with outside consultants specialized in developing water system master plans, to bring a fresh set of
eyes and industry best practices to help improve our system. EWEB retained Carollo Engineers and
their sub-consultants to develop EWEB’s 2025 WSMP update.

The master planning process culminates with the identification of improvement projects which are
then prioritized and compiled in a 20-year CIP.

Aligning Master Planning Efforts with Customer Priorities

Since the master plan will inform long-range capital investments that impact ratepayers, EWEB has
structured the planning process to meet regulatory requirements, plan for growth in our service
territory and be responsive to core customer priorities.

EWEB’s 2022 customer survey, which returned more than 1,000 entries from a broad cross-section
of residents, identified water reliability, water quality and affordability as the top priorities of our
customer owners.



Core Service Priorities from 2022 Customer Survey

—— Affordability
Controlling/reducing
costs (42%)

Water '
Enhance reliability (9%) —

Enhance quality (20%)

As is the challenge with many planning efforts, the cost of achieving reliability (in service
and quality) often conflicts with the goal of maintaining affordability. Meeting regulatory
requirements and planning for growth can further strain available resources.

The water master planning process is structured to navigate these complex tradeoffs by identifying
the “universe” of potential improvements and then leveraging technology and value engineering to

identify projects that deliver the greatest level of improvement at the most efficient cost.

Increasing Reliability and Resiliency while Accommodating Growth

The EWEB project team is using a workshop approach to identify potential projects to improve the
reliability of water service and water quality across the system.

Extensive planning was conducted during the 2015 WSMP update to optimize base-level storage to
maximize water quality and achieve reliable operation. This includes work underway to standardize
water storage tanks across the E. 40th, College Hill, and Hawkins Hill sites.

The 2025 Plan is focused on addressing upper-level distribution system deficiencies such as pipelines,
pump stations, and water storage reservoirs that could benefit from similar optimization. Like the
base-level improvements, upgrades to the upper-level system will enhance water quality by enabling
the efficient movement of water through the system. Upgrades to the upper-level system also
contain potential affordability benefits by reducing the amount of electricity required to move water
and thereby reducing long-term operations costs.

In terms of growth, new residential service connections have grown by approximately 0.6% each year
for the last decade, but water demands have remained relatively stable. The EWEB hydraulic model
will be used to identify water distribution system upgrades needed to maintain adequate water
service based on population forecasts and water demand projections.

One factor that could have a larger impact on the distribution system is the City’s potential expansion
of the urban growth boundary. The city is currently analyzing options as part of the Urban Growth


https://www.eugene-or.gov/5202/Urban-Growth-Strategies

Strategies project, with a decision expected by the end of 2026. If an expansion is necessary, EWEB
will work with the city to analyze the serviceability of new areas.

A final major focus related to reliability is system resiliency. Because Eugene is in a light to moderate
seismic area based on the Map of Earthquake and Tsunami Damage Potential for a Simulated
Magnitude 9 Cascadia Earthquake, EWEB is required by regulation to complete a seismic risk
assessment and mitigation plan. The project team has enlisted Kent Yu, PhD, PE, SE, an
earthquake/tsunami engineering expert, and Chairman of the Oregon Resilience Plan to assist with
these tasks.

The goal is to identify critical facilities capable of supplying key community needs — such as fire
suppression, health and emergency response and community drinking water supply points — and
prioritize resiliency-related upgrades across a 50-year planning timeline based on the likelihood and
consequence of seismic failure of each facility.

Gaining compliance with mandated resiliency goals will be costly and finding smart ways
to couple resiliency improvements with other upgrades is a key focus of the planning team.

Controlling Costs

Determining the final set of projects for inclusion in the CIP is the final and most critical step in the
master planning process.

The EWEB project team is planning to use a software called Optimizer which uses artificial
intelligence to rapidly analyze thousands of trial solutions to help pinpoint projects that are most
impactful and cost-efficient. For example, Optimizer can review thousands of iterations and
combinations of pumping, storage and pipeline upgrades to pinpoint projects that best balance
hydraulic efficiency, minimize total cost, and optimize water quality throughout all the upper-level
zones. The project team will cross-check recommended projects from Optimizer with growth and
resiliency-related upgrades to identify overlap and determine whether projects can be combined to
further maximize efficiency.

An additional benefit of Optimizer is that it can simulate future-state conditions to identify optimal
solutions not just for today, but for EWEB’s system years from now. This is particularly important as
EWEB continues to implement approved projects from the 2015 Water Master Plan, including base-
level storage upgrades and building a new Water Treatment Plant on the Willamette River, that will
significantly alter how the water system functions when brought online.

Public Outreach
The WSMP update and resulting CIP will have a direct impact on customer rates and will dictate the
timing and location of future capital projects. While not a requirement of the process, informing
customers about the WSMP update and the reasoning behind decisions is an important step to build

confidence and support for planned system improvements.

EWEB’s outreach approach is built on the following principles:


https://www.eugene-or.gov/5202/Urban-Growth-Strategies
http://seftconsulting.com/kent-yu-phd-pe-se/

1. Considering customer priorities during plan development. A foundational element of our

work for the public is considering data from the customer survey at the planning table,
especially as decisions relate to balancing reliability with affordability.

Providing transparent information on planning decisions. Information about the plan and
how the team reached outcomes will be added to the EWEB website.

Making the planning team available for in-person presentations. The team will offer to
present to Neighborhood Associations and other organizations with wide local reach to
diverse populations.

Outreach efforts will be focused on educating the public about the water system, explaining why
planning and improvement projects are needed, and detailing how the planning process protects
customer interests. The team will use the following channels to complete outreach efforts.

Project Website — Create a virtual hub on EWEB’s website that holds all project information,
answers to frequently asked questions (FAQs), and documents/studies that support planning
decisions.

Presentations and community events - Provide information at existing Neighborhood
Association meetings, social/civic groups, and other organizations.

Email distribution list - Maintain an email distribution list to keep the public informed and
send notifications about planning progress and outcomes.

Newsletters, social media, and local hews media outreach — Use a mix of print and digital
communication methods to reach a diverse audience across Eugene.

Anticipated Public Outreach Timeline

The project team will approach public outreach in two phases.

Phase 1: April-July. Launch the project website, build an email list, and deliver presentations to
Neighborhood Associations. This phase will serve as an information distribution and information
gathering phase. We will document questions from neighborhood presentations to enrich the FAQ
and other information on the website.

Phase 2: August-December. Share planning outcomes with the broader community. Information
about the WSMP update will be shared with the wider EWEB community through updates sent in
our monthly newsletter, Current Connections, and local media coverage.

Requested Board Action
Information only.
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