IMPERIAL IRRIGATION DISTRICT
2024-2025 STRATEGIC PLAN






Mission

Imperial Irrigation District provides water and power, essential to life and progress for the
communities we serve.

Vision

As a community-owned utility, Imperial Irrigation District is committed to providing reliable
and cost-effective water and power. We will achieve this by protecting and maintaining
our resources and assets while continuously improving the quality of service for our
customers. We aim to be a trusted partner in the overall well-being of our communities.



A Message from the Board of Directors and General Manager
To our customers and communities,

On behalf of your Imperial Irrigation District, we are pleased to share this unanimously
adopted 2024-2025 Strategic Plan with you. This is the District's first strategic plan since
2016, laying out a clear path to achieve critical priorities that will drive the District forward
in its mission to provide water and power essential to life and progress for our
communities.

The plan demonstrates the Board and management’s progressive commitment to
proactively resolve challenges while establishing the District as a leader in water and
power, securing a strong and resilient future. It was developed collaboratively, with active
involvement from the Board and management, staff surveys achieving over 50%
participation from the District’s workforce, and public input through a survey that garnered
1,140 responses.

It builds on the newly adopted Board Policy and aligns with the biennial strategic and
budget planning process, becoming integral to the District’'s culture. The plan outlines
seven strategic goals and eighteen initiatives that provide guidance and identify
opportunities to achieve IID's mission, vision, and strategic direction.

Over this two-year period, staff actions will drive progress toward these goals. Quarterly
updates to the Board will ensure that progress is monitored and achieved. These goals
will shape the District’s budget and rate processes, ensuring key priorities are funded.

This strategic plan will guide the District in achieving its mission and vision for the benefit
of you — the customers and communities we have proudly served for over a century. We
are eager to implement this plan together and build a progressive, resilient future in the
years to come. Thank you for your engagement and support in creating this roadmap.

Sincerely,
[signature] [signature]
Jamie Asbury, General Manager Alex Cardenas, Chairman - Division 1
[signature] [signature]
JB Hamby, Vice Chairman - Division 2 Gina Dockstader, Director - Division 3
[signature] [signature]

Javier Gonzalez, Director - Division 4 Karin Eugenio, Director - Division 5



Map of Service Areas (2 full pages)



Infrastructure Investment and Management

Initiative 1: District-wide Asset Management Planning

Expectation: Create and implement an asset management plan for water, power, and
support infrastructure that assesses existing conditions, determines the current and
anticipated levels of service, establishes a proactive maintenance and replacement plan,
and recommends a long-term funding strategy to ensure cost-effective and reliable
service in the near and long term.

Board Policy: SD-1, SD-4, SD-6, SD-7, SD-9
Timeline: Q3 2024

Initiative 2: Public Support for Infrastructure Investment

Expectation: Execute an engaging multi-month educational campaign to inform
customers and communities of the importance of District infrastructure in providing
reliable water and power service and the need for critical infrastructure investment in
projects identified through the asset management plan.

Board Policy: SD-1, SD-2, SD-3, SD-7

Timeline: Q4 2024

Initiative 3: Securing Critical Materials and Equipment

Expectation: Evaluate and adopt policies, standards, and purchasing strategies to
secure sufficient critical materials, parts, and equipment impacted by supply chain
disruption that are essential for maintaining and enhancing reliability.

Board Policy: SD-1, SD-3, SD-7

Timeline: Q1 2025



Financial Resilience

Initiative 4: Comprehensive Financial Planning

Expectation: Ensure necessary revenue by developing and implementing a
comprehensive multi-year plan to fund the District's asset management plan and maintain
optimal levels of reliable and cost-effective service while securing state and federal
grants, loans, bonds, and reserves in a fiscally prudent manner to reduce the degree of
rate adjustments otherwise necessary.

Board Policy: SD-1, SD-3, SD-4, SD-5, SD-7
Timeline: Q4 2024 to Q1 2025

Initiative 5: Improve the District’s Credit Rating

Expectation: Evaluate strategies to upgrade the District’s credit rating to AAA to reduce
the long-term borrowing cost for infrastructure investment and build overall financial
resilience.

Board Policy: SD-5

Timeline: Ongoing



Water Conservation and Leadership

Initiative 6: Acting to Protect the Colorado River

Expectation: Develop and implement a Deficit Irrigation Program pursuant to the 2024-
2026 System Conservation Implementation Agreement with the U.S. Bureau of
Reclamation and monitor program performance for optimal results.

Board Policy: SD-2, SD-6, SD-7

Timeline: Q3 2024 to Q3 2026

Initiative 7: Optimizing On-Farm Conservation

Expectation: Develop On-Farm Efficiency Conservation Program improvements that
accelerate payment schedules for participants, establish clear timelines, incentivize
conservation vyield increases, and reduce the overall share of fields yielding no
conservation savings through the use of crop and conservation measure-specific
historical averages.

Board Policy: SD-2, SD-6, SD-7
Timeline: Q4 2024

Initiative 8: Leadership for Colorado River Sustainability

Expectation: Establish a strong leadership role within California, the Colorado River
Basin, and the federal level to achieve Post-2026 Colorado River sustainability while
providing outreach to inform and engage local communities and stakeholders.

Board Policy: SD-1, SD-2, SD-6, SD-7, SD-10

Timeline: Ongoing

Initiative 9: Protecting Environmental Assets

Expectation: Collaborate with local stakeholders, regional partners, Colorado River
Basin representatives, and state and federal agencies to address environmental impacts
within the service area and Salton Sea related to water conservation, drought, and
Colorado River sustainability efforts.

Board Policy: SD-6, SD-7, SD-10

Timeline: Ongoing



Coachella Valley Collaboration

Initiative 10: Coachella Valley Service and Governance Resolution

Expectation: In good faith, develop mutually agreeable long-term relationships and
agreements with Coachella Valley agencies and stakeholders while protecting the best
interests of Imperial County ratepayers and District employees.

Board Policy: SD-1, SD-2, SD-4, SD-6, SD-7, SD-8, SD-9

Timeline: Ongoing

Initiative 11: Proactive Resolution to 1934 Agreement of Compromise Issues

Expectation: Examine issues surrounding the 1934 Agreement of Compromise 99-year
lease provision with the Coachella Valley Water District, seeking solutions to protect and
prioritize the best interests of all District ratepayers and proactively achieve a mutually
acceptable set of outcomes between agencies.

Board Policy: SD-1, SD-2, SD-4, SD-6, SD-8

Timeline: Ongoing



Community Benefits and Services

Initiative 12: Assessing Streetlighting Services

Expectation: Reexamine streetlighting policies and procedures to implement best
practices and strategies for enhanced service and energy efficiency while considering
costs and the district’s core mission and vision.

Board Policy: SD-1, SD-2, SD-3, SD-4, SD-9, SD-10

Timeline: Q2 2025

Initiative 13: Aligning Public Benefits with Customer Needs and Interests

Expectation: Optimize the effectiveness and satisfaction with current customer
assistance and energy efficiency programs by developing strategies to improve program
offerings and engagement.

Board Policy: SD-1, SD-2, SD-10

Timeline: Q4 2025

Initiative 14: Electrification Transition Regional Leadership

Expectation: Develop outreach and programming strategies to aid customers, local
agencies, and regional planning agencies in the state-mandated transition to electric
vehicles.

Board Policy: SD-1, SD-2, SD-6, SD-10

Timeline: Q4 2025



Adopting Advanced Technologies

Initiative 15: Modernizing Tools and Technoloqgy for Optimized Power Service

Expectation: Develop a Distributed Energy Resource (DER) plan, implement an
Advanced Distribution Management System (ADMS) with real-time customer notification,
explore Time-of-Day (TOD) rate options, and enter the Western Energy Imbalance Market
(WEIM).

Board Policy: SD-1, SD-2, SD-4, SD-6, SD-7, SD-9

Timeline: Ongoing

Initiative 16: Water System Automation and Monitoring

Expectation: Expand water system automation and monitoring, and assess the value of
a District-wide water delivery metering program to support water conservation and
management.

Board Policy: SD-1, SD-3, SD-6, SD-7, SD-10

Timeline: Q3 2025



Effective and Engaging Strategic Planning

Initiative 17: Strategic Planning Communications and Outreach

Expectation: Implement an effective communications plan that promotes public
awareness and encourages District-wide motivation for departments, sections, and
individual employees to embrace and represent the District’'s mission and strategic goals.
Board Policy: BL-8, SD-1, SD-2, SD-8

Timeline: Q3 2024 to Q1 2025

Initiative 18: Effective and Engaging Future Strategic Planning

Expectation: Building off of Board Policy BL-8, develop and implement a simple,
disciplined, and effective process to develop the 2026-2027 strategic plan that provides
for engagement and buy-in at all levels of the District, can serve as a model for future
planning, and encourages grassroots opportunities to improve and modernize District
work.

Board Policy: BL-8, SD-1, SD-2, SD-8

Timeline: Q2 2025



