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District BOARD MEETING AGENDA SUBMITTAL

TO: GCSD Board of Directors
FROM: Peter Kampa, General Manager
DATE: September 16, 2026

SUBJECT: Agenda Item 3B: Discussion and Review of District Projects and
Accomplishments

RECOMMENDED ACTION:
Staff recommends the following action:
No action required.

BACKGROUND:
Staff will present a six-year overview of significant projects, improvements, initiatives, and

accomplishments completed by the Groveland Community Services District. The purpose
of this discussion is to provide the Board and community with a comprehensive overview
of the District’s work and progress over the past six years.

The review is intended to provide context regarding the District’s ongoing efforts to
maintain and improve infrastructure, facilities, public services, operational capabilities,
and community programs. It will also provide an opportunity for the Board to discuss
completed projects, projects currently underway, and accomplishments that have
contributed to the District’s long-term goals and service delivery.

Collectively, the projects and accomplishments demonstrate the District’s continued
investment in infrastructure, facilities, public safety, operational efficiency, and
community services. The work completed during this period supports the District’s ability
to provide reliable services and address both immediate and long-term community needs.

Attached are two versions of the project list, the first being a bullet point list and the second
being a more detailed reference document.
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GCSD Six Years of Progress

Reliable Today Prepared for Tomorrow

Under the Board of Directors' long-term direction, GCSD has moved from primarily reacting to aging
infrastructure toward informed planning and investment that improve service reliability, increase
efficiency, prepare for emergencies and make operating costs more predictable today and over
time.

A More Proactive District

® Adeliberate change in direction For many years, limited property tax and water and sewer rate revenue was
largely consumed by the immediate cost of keeping essential services operating. Over the past six to eight years,
the Board has directed a disciplined shift toward long-term planning, preventive investment, reliability and cost
predictability.

® Investing wisely today The goal is not to place tomorrow's costs on today's customers. It is to reduce avoidable
failures and emergency expenses, extend asset life, improve present-day service and make future costs more
manageable.

® Building the foundation first The Board invested in professional staff, engineering, master planning, financial
forecasting, technology and project development. That capacity made GCSD more competitive for grants and
better equipped to deliver complex projects.

® $32 million in community infrastructure GCSD has completed or advanced approximately $32 million in
community infrastructure improvements, with $29 million funded through state and federal grants and only $3
million financed through low-interest loans.

® Leveraging local dollars Local funds used for studies, design, engineering and project readiness have helped
bring substantially larger state and federal investments into Groveland and Big Oak Flat.

Reliable and Efficient Utility Systems

® Completed water and wastewater master planning GCSD now has a systemwide roadmap for operation,
rehabilitation and replacement instead of addressing assets mainly after they fail.

® Data-driven hydraulic modeling Water-distribution modeling planned within the next 18 months will identify
operating weaknesses and improvements that can increase reliability, reduce breakdowns and energy use, and
prioritize capital projects based on measurable need and risk.

® Modernized water and sewer infrastructure GCSD has completed major pipeline, treatment, pumping, control
and rehabilitation projects while planning long-term programs for storage, pumps, generators, valves, SCADA,
leak detection and other assets.

® Restored wastewater capacity Approximately $5.8 million in sewer collection system rehabilitation addressed
deteriorated infrastructure, restored capacity and reduced recurring maintenance demands.

® Extended water treatment assets for another generation Using $3.9 million in grant funding, GCSD
rehabilitated existing water treatment tanks at both water treatment plants, extending their useful life by
approximately 50 years and avoiding the much greater cost and disruption of premature replacement.

® $8.57 million Drought Emergency Water Supply Project After a 1995 Department of Water Resources report
identified the vulnerability of relying solely on Hetch Hetchy water, the Board directed GCSD to secure a reliable
emergency supply. The District obtained $8.57 million in state grant funding in 2022 and completed the project in
early 2026. A groundwater well, storage tank, and Harper Road main and hydrants can meet Big Oak Flat's full
demand. The permanent Alternative Water Supply treatment plant can meet full community demand during
extreme drought. Together, the improvements keep hydrants charged and taps running and add water during a
Hetch Hetchy interruption, primary treatment plant failure or major wildfire.
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® $3 million Big Oak Flat Waterline Project A grant-funded partnership with neighboring special districts and
Tuolumne County replaced a failing water main and added fire-flow capacity and hydrants along Highway 120 in
an area that had never had adequate firefighting water supply.

® Reliable pumping during power outages A $635,000 state grant-funded program replaced most emergency
backup generators at water and sewer pump stations, helping maintain essential pumping and protect public
health and infrastructure when commercial power fails.

@® Smarter pump operation and measurable energy savings GCSD secured a $100,000 TPPA energy-efficiency
grant toward a $187,000 project that is now in progress. The work replaces outdated fixed-speed magnetic motor
starters with SCADA-compatible variable-frequency drives on key pumps at the Big Creek and Second Garrote
water treatment plants. The application projects savings of about 9,000 to 12,000 kWh per month, along with
smoother starts, less equipment stress, longer asset life, reduced cooling demand and better operational
control.

® Energy efficiency across District facilities Additional technology, controls and lighting improvements reduce
electricity use and operating expense while modernizing facilities, with outside funding helping offset local cost.

® Modern equipment that lowers operating costs GCSD replaced failing service vehicles and added a vacuum
truck that saves tens of thousands of dollars annually by reducing staff labor and outside contracting costs while
shortening infrastructure downtime.

Fire Protection and Emergency Readiness

® Reduced wildfire risk GCSD completed its first comprehensive fuels-reduction and shaded-fuel-break work on
more than 250 acres of District property, protecting critical infrastructure and neighboring areas with substantial
state grant support.

® Solved aregional fire-service problem GCSD's locally funded engine historically responded to approximately
35 percent of its 911 calls outside District boundaries. District leadership developed the agreement that placed a
County-funded staffed engine at Station 78. The arrangement remains in place, and the County has committed
to work toward a long-term agreement.

® Strengthened firefighter safety Outside funding has supported protective equipment, firefighting tools and
operational upgrades, improving capability while reducing pressure on local revenue.

® Improved the community ISO rating Combined investments in the water system, fire service and fuels
reduction helped improve GCSD's Insurance Services Office rating from 4/4X to 3/3X. The stronger rating may
positively affect homeowners insurance costs, although individual results remain subject to each insurer's
underwriting and pricing.

Partnerships and Community Value

® Regional partnerships that deliver results Working relationships with Tuolumne County, CAL FIRE, the
Tuolumne County Transportation Council, the Tuolumne-Stanislaus Integrated Regional Water Management
Group, neighboring districts and state agencies have produced trail, energy-efficiency, wildfire-prevention and
infrastructure funding as well as the staffed County engine.

® More than arecreational trail The approximately 1.8-mile Hetch Hetchy Railroad Trail is being designed with
removable bollards so it can also serve as emergency ingress and egress bypassing Highway 120 through
downtown Groveland.

® A walking history lesson Interpretive features will celebrate Groveland's heritage, the Hetch Hetchy Railroad
and California water history, combining recreation, emergency preparedness, transportation, tourism and
community identity.

® Parks trails and quality of life GCSD has advanced Mary Laveroni Park improvements, an 18-hole disc golf
course and a communitywide Trails Master Plan, supporting accessibility, recreation, community character and
economic vitality.

® Responsible community growth GCSD increasingly considers water supply, sewer capacity, fire protection,
infrastructure, housing, recreation and development together to support growth without compromising existing
service or shifting avoidable costs to current customers.
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Accountability and Organizational Excellence

® Clearer public information and stronger engagement GCSD launched the ClearGov transparency portal and
built a significant website and social-media presence, giving the public easier access to budgets, projects,
service information, meeting materials and timely District updates.

® Long-term financial discipline Multi-year forecasting, capital replacement planning and five-year water and
sewer rate planning allow major expenses to be anticipated before they become emergencies.

® A high-performing professional organization Board investment in skilled employees, technology, training and
modern management has produced competitive grants, completed projects, stronger partnerships, transparent
finances and reliable daily service.

@® District of Distinction Platinum The combined direction of the Board and performance of staff earned GCSD the
highest level of the District of Distinction program. Among roughly 2,000 independent special districts in
California, only 44 hold the designation and only 16, including GCSD, have achieved Platinum.

The Result

v Anticipates needs before emergencies v Uses data to prioritize investment

v Improves reliability and operating efficiency v Uses technology to control costs

v Leverages local dollars for outside funding v Strengthens wildfire and emergency readiness
v Builds productive regional partnerships v Makes financial information accessible

v Plans expenses over asset life v Maintains dependable service today

Reliable services today Predictable costs tomorrow

A community prepared for the future
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State of the District

Six Years of Progress from Reactive Maintenance to Long Term Stewardship

GCSD's mostimportant accomplishment is larger than any single project. Under the Board of
Directors' long-term direction, the District has built the planning, professional capacity and
financial discipline needed to provide reliable service today while preparing responsibly for future
needs.

A Deliberate Change in Direction

Historically, much of GCSD's available property tax and water and sewer rate revenue was necessarily consumed by
the immediate cost of keeping essential services operating, maintaining aging facilities and responding when
pipelines, pumps, equipment and other infrastructure failed. Over the past six to eight years, the Board of Directors
has intentionally worked to change that cycle by directing GCSD toward a more proactive model based on long-term
planning, preventive investment, operational efficiency, emergency preparedness and predictable costs.

This approach is not about asking today's customers to unnecessarily fund tomorrow. It is about making sound
investments that benefit customers now and reduce avoidable future costs. Replacing a known weak component
through a planned project is generally less disruptive and less costly than repairing it during an emergency. Efficient
pump controls lower electric bills immediately. Fuels reduction lowers current wildfire risk. Water-system
redundancy protects customers today and improves resilience for decades.

The Board first invested in the foundation: professional staff, long-term financial forecasting, engineering, master
planning, asset management, technology and project development. These investments do not always produce a
visible ribbon-cutting, but they position GCSD to compete successfully for outside funding, manage complex
construction and make informed decisions about where limited public funds will provide the greatest value.

That strategy has produced an unprecedented level of community investment. GCSD has completed or advanced
approximately $32 million in infrastructure improvements, with $29 million funded through state and federal grants
and only $3 million financed through low-interest loans. Local revenue has therefore done more than pay operating
expenses. It has supported the planning, engineering and staff capacity needed to leverage local dollars into
substantially larger state and federal investments.

Planning and Modernizing Water and Wastewater Systems

The transformation is especially clear in water and wastewater operations. GCSD has completed comprehensive
master planning that provides a long-range roadmap for operating, maintaining, rehabilitating and replacing
infrastructure. Instead of addressing assets mainly after failure, the District can increasingly anticipate when
pipelines, pumps, generators, valves, storage facilities, controls and other components will require attention.

Within the next approximately 18 months, water-distribution hydraulic modeling will take that planning further. The
modeling will identify areas where changes or replacements can improve pressure, reliability and system
performance, reduce electricity use and other operating costs, minimize breakdowns and provide objective, data-
based priorities for future capital projects.

This changes how public money is spent. The objective is not simply to invest more in infrastructure; it is to invest
more intelligently. When GCSD understands asset condition and system performance, it can coordinate projects,
pursue grants in advance, schedule construction efficiently and reduce disruptive emergency repairs.

Major projects already demonstrate the value of this approach. Approximately $5.8 million was invested in
rehabilitation of the wastewater collection system, addressing deteriorated infrastructure, restoring capacity and
reducing maintenance demands.

The 2026 Drought Emergency Water Supply Project is one of the clearest examples of the Board's long-term
direction. A 1995 Department of Water Resources report documented concerns with GCSD's reliance on Hetch
Hetchy as its only water source. Acting on that documented vulnerability and the Board's directive to maintain a
reliable water supply under all emergency conditions, GCSD secured $8.57 million in state grant funding in 2022 to
develop a fully redundant water supply. The District successfully designed, permitted and completed the projectin
early 2026.
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The project includes a groundwater well, water storage tank, and a Harper Road water main with new fire hydrants
capable of meeting the full demand of the Big Oak Flat community. It also permanently installed the Alternative
Water Supply treatment plant, which can meet full community water demand during extreme drought conditions.
Together, these improvements can keep fire hydrants charged and taps running, and can push additional water into
the distribution system during a Hetch Hetchy interruption, failure of the primary water treatment plant or a major
local wildfire.

The $3 million grant-funded Big Oak Flat Waterline Project addressed another long-standing vulnerability. It replaced
a failing water main while adding fire-flow capacity and hydrants along Highway 120 in an area of the community that
had never had adequate firefighting capability. The project was made possible through partnership with neighboring
special districts and the cooperative relationship between GCSD and Tuolumne County, demonstrating how
regional coordination can produce direct local safety and reliability benefits.

Using $3.9 million in grant funding, GCSD rehabilitated existing water treatment tanks at both water treatment
plants. This preventive investment extended the tanks' useful life by approximately 50 years, preserved critical
treatment capacity and avoided the greater cost and operational disruption of premature replacement.

GCSD also replaced most emergency backup power generators at water and sewer pump stations through a
$635,000 state grant-funded project. The new generators help keep essential pumping operating during commercial
power outages, reducing the risk of service interruption, sewer overflows and infrastructure damage during
emergencies.

Operational reliability also depends on the equipment employees use every day. GCSD replaced failing service
vehicles and added a vacuum truck that saves tens of thousands of dollars annually by reducing staff labor and
outside contracting costs. The equipment also allows crews to restore service more quickly and reduce
infrastructure downtime.

Using Technology to Reduce Energy Use and Equipment Wear

Technology is central to GCSD's effort to improve reliability while controlling operating costs. The District has
invested in modern pump controls, SCADA, instrumentation, automation and energy-efficiency improvements that
provide staff with better operating information, reduce electricity consumption and help equipment perform more
effectively. Many of these improvements have been substantially grant funded.

A specific example is the District's $187,000 variable-frequency-drive project for key pumps at the Big Creek and
Second Garrote water treatment plants. GCSD secured a $100,000 award from the Tuolumne Public Power Agency
Large Energy Efficiency Project Grant Program, and the projectis now in progress. The work replaces outdated fixed-
speed magnetic motor starters with SCADA-compatible variable-frequency drives.

The proposed drives allow pumps to ramp up and down gradually and operate at the speed actually required by
system demand instead of running only at full speed. According to the application, the project is expected to save
approximately 9,000 to 12,000 kilowatt-hours per month, or 108 to 144 megawatt-hours annually. It is also expected
to reduce heat and cooling demand, lessen stress on motors, seals and electrical components, extend equipment
life and improve operational control. The project neatly illustrates the Board's strategy: use planning and outside
funding to make an investment that can lower current operating expense, reduce maintenance risk and strengthen
long-term reliability.

Other lighting, controls and facility-efficiency improvements follow the same principle. Relatively focused capital
investments can produce continuing savings year after year while improving the dependability of the facilities that
provide essential services.

Preventing Emergencies and Strengthening Fire Protection

The same principle of preventing emergencies rather than simply responding to them has been applied to wildfire
preparedness. GCSD completed its first comprehensive fuels-reduction and shaded-fuel-break work on more than
250 acres of District property. This work protects critical public infrastructure and surrounding areas while reducing
wildfire risk, with significant portions supported by state grant funding.

GCSD also addressed a longstanding inequity in regional fire protection. Historically, the District's locally funded fire
engine responded to approximately 35 percent of its 911 calls outside GCSD boundaries. District leadership worked
with Tuolumne County and CAL FIRE to develop the agreement that placed a County-funded staffed engine at GCSD
Station 78. The engine remains co-located today, giving the County a more appropriate operational presence for
calls within its jurisdiction while preserving GCSD resources for District residents. The County Board of Supervisors
has committed to continue working with GCSD toward a long-term agreement.
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The District has also pursued outside funding for firefighting tools, protective equipment and operational upgrades.
These investments improve firefighter safety and capability while reducing pressure on scarce local revenue.

The combined effect of GCSD's investments in water-system fire flow, fire-service capability and fuels reduction is
reflected in the District's improved Insurance Services Office rating, which recently advanced from 4/4X to 3/3X. The
stronger rating recognizes improved community fire-protection capacity and may positively affect homeowners
insurance costs, although the actual impact for any property depends on the insurer and its underwriting practices.

Regional Partnerships that Produce Local Results

Regional partnerships have become one of GCSD's most effective tools for producing local value. Sustained work
with Tuolumne County, CAL FIRE, the Tuolumne County Transportation Council, the Tuolumne-Stanislaus Integrated
Regional Water Management Group, neighboring special districts and state agencies has contributed to the Big Oak
Flat Waterline Project, trail funding, energy-efficiency grants, wildfire-prevention funding, other infrastructure
investment and the staffed County engine at Station 78.

The Hetch Hetchy Railroad Trail demonstrates the multiple benefits that can emerge from this approach. The
approximately 1.8-mile paved route is being designed with removable bollards at each end so it can also function as
emergency ingress and egress bypassing Highway 120 through downtown Groveland when circumstances require it.
This resilience feature reflects GCSD's leadership in regional water and transportation planning.

The trail will also serve as a walking history lesson, with interpretive features celebrating Groveland's heritage, the
Hetch Hetchy Railroad and California water history. Recreation, emergency preparedness, transportation, tourism,
historical interpretation and community identity are combined in a single public investment.

GCSD has similarly advanced Mary Laveroni Park improvements, development of an 18-hole disc golf course and a
communitywide Trails Master Plan. These projects improve accessibility, outdoor recreation and quality of life while
supporting community identity and long-term economic vitality.

Transparency Financial Planning and Responsible Growth

Transparency and public communication are core parts of the District's approach. GCSD launched the ClearGov
public transparency portal so residents can more easily understand District budgets, revenues and expenditures.
The District also created a significant public presence through its website and social media, providing timely access
to projects, services, meeting materials, financial information and District updates. These resources complement
multi-year financial forecasting, capital replacement planning and five-year water and sewer rate planning, helping
the Board and public understand what service costs today and what is required to maintain it reliably over time.

GCSD is also taking a more active role in responsible community growth. Water supply, sewer capacity, fire
protection, infrastructure condition, housing, recreation and development are increasingly considered together. This
helps the District identify needs earlier, coordinate with regional partners and developers, protect existing
customers from avoidable costs and maintain reliable service as the community changes.

None of these accomplishments occurs simply because grant programs or partnerships exist. Competitive grants
require sound projects, completed planning, credible financial information and staff capable of administering
complex public funding. Productive partnerships require sustained leadership, trust and participation. Reliable
infrastructure depends on employees who understand the systems they operate and have the training, tools and
technology to manage them well.

For that reason, one of the Board's most consequential investments has been in the organization itself. Skilled
professional staff have converted long-term Board direction into completed improvements, successful grant
applications, modern technology, stronger partnerships, increased transparency and dependable day-to-day
service. The Board's vision and staff performance are inseparable parts of GCSD's progress.

Statewide Recognition and the Result

That organizational maturity earned GCSD the District of Distinction Platinum designation, the highest level of the
program. Among approximately 2,000 independent special districts in California, only 44 hold the District of
Distinction designation and only 16 of those, including GCSD, have achieved Platinum. The recognition reflects the
collective work of the Board and staff in governance, transparency, financial management, training and professional
public service.

Taken together, these accomplishments represent a fundamental transition in how GCSD manages public
resources. The District is moving from a model in which limited funds are primarily consumed keeping aging systems
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functioning toward one in which needs are anticipated, risk is identified, investment is prioritized, technology
improves efficiency, outside funding is pursued and infrastructure is managed over its useful life.

GCSD is not simply investing for a distant future. It is making informed investments that improve reliability,
efficiency, emergency preparedness and cost predictability today while ensuring those benefits continue for
years to come.

The Board's long-term direction can be summarized plainly: provide highly reliable and consistent services,
operate as efficiently as possible, prepare before emergencies occur, leverage every available outside dollar
and make the long-term cost of serving the community increasingly predictable and sustainable.
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