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Operations Committee Meeting Agenda 

I. Roll Call

II. Discussion Items
A. Strategic Plan Update – Jamie Parker, Director of Strategy and Planning; Kaitlin Tymrak,

Deputy General Superintendent

B. Lead & Copper Rule Program Overview – Felicia Bergeron, Principal Engineer

III. Public Comment

IV. Adjournment



Strategic Plan
Updates

2023 Successes

2024 
Implementation 

Plan





2023 Key Successes and Progress

Fi
n

an
ci

al
 S

ta
b

ili
ty • Awarded 

contract for 
Oracle 
Financials to 
replace AFIN

•Hired new 
controller

•Onboarded 
FUSE Fellow 
focused on 
revenue 
recovery

Te
ch

n
o

lo
gy

 M
o

d
er

n
iz

at
io

n •Developed 5-
year schedule 
to upgrade 
key software 
systems

•Consultant 
selected to 
write RFP for 
asset 
management 
system

W
o

rk
fo

rc
e 

D
ev

el
o

p
m

en
t • Initiated the 

'People Plan'

• Hired 
permanent HR 
director

• Restarted 
Leadership 
Essentials 

• Hired a second 
Community 
Outreach 
specialist 

• NEOGOV 
training and 
support for 2024 
performance 
period

C
u

st
o

m
er

 S
er

vi
ce

 E
xc

el
le

n
ce

 

• Initiated 
clearing of 
outstanding 
investigations 
from 2022 and 
earlier 

• Increased 
training for staff 
and set 
documented 
expectations 
regarding 
individual and 
team 
performance.

• Actively 
recruiting 
multilingual 
CSRs

In
fr

as
tr

u
ct

u
re

 R
es

ili
en

ce • Formal 
Pumping and 
Power 
dashboard 

• Formal 
maintenance 
escalation team 
established

• Details of 
drainage 
funding needs 
provided 
externally

• Consultant 
selected for 
Water Quality 
Master Plan

O
rg

an
iz

at
io

n
al

 Im
p

ro
ve

m
e

n
t •Developed 

internal 
procurement 
guidance 
documents

•Project Manager 
positions were 
approved and 
utilized

• Improvements 
made to 
coordination such 
HR requisition 
tracking between 
GSO and HR, and 
procurement 
policy adoption. 

•Salary increases 
for Operations 
leadership and 
USM/USA series



Metrics Example



2024 Workshop 
What Went Well?

• Agreement on our challenges

• Staff are empowered to make change

• Interdepartmental coordination

• Process transparency

• Accountability

• Initial data aggregation

Areas for Improvement?

• Clear and actionable tactics

• We can’t address all issues all at 
once with the same people

• Progress documentation and 
technology support

• Using the data to drive decisions

• Accountability



Challenges and Feedback
Challenges

• Staff turnover and availability

• Data availability and usability 

• Shifting focus due to external 

events and pressures 

Feedback

• Difficult to tie some tactics/activities 

back to the Goals and Challenges 

identified in the initial plan

• Need more specific, actionable goals 

to clearly demonstrate progress



2024 Approach
• Clear and actionable tactics that relate directly back to the challenges identified in 

the initial plan

• Reduce focus from 24 goals (4 or 5 per focus area) to 2 per focus area

• Multiple tactics identified per goal, being mindful of priorities

• Shift from quarterly, consultant-lead meetings to team-driven meetings 

• Annual planning work session with executive leadership and all focus area leads

• Mid-year meeting with full strategic plan leadership with executive leadership

• Re-align and identify further opportunities for coordination



Major Projects in 2024
PROJECT DESCRIPTION AND CURRENT PROGRESS IMPACT

Smart Metering and Billing Strike 

Team

(Customer Service)

In line with Smart Metering Implementation, and recognizing the impact of billing 

inaccuracies on our reputation, customer satisfaction, and operational efficiency, the 

Strike Team is a strategic effort aimed at resolving the longstanding issues we've faced 

in providing accurate bills to our valued customers. 

Improve customer confidence and the ability to address 

arrearange and deliquencies, as well as bring our systems 

and processes up to par with high-performing utilities.  

Oracle Financials Implementation

(Finance)

Replace AFIN system with Oracle Financials, an industry-leading financial management 

system. Go-live date is currently planned for January 2026. Throughout the next 2 years, 

the team will be working with the consultant to review and update existing processes to 

create efficiencies and streamline workflows. The implementation started in Q1 2024, 

with the first Discovery sessions current underway.

More data availability and visiblity into financial transactions, 

allowing staff to make more timely decisions, reduce 

administrative time for transactions, and improve 

transparency. 

People Plan

(Workforce) 

The People Plan is an employee-focused effort with a consultant partner to objectively 

evaluate the effectiveness of our current workforce model (i.e. City Civil Service) and 

identify potential alternatives for models that will allow us to achieve the best outcomes 

for our staff and utility. The evaluation of existing conditions was completed in Q1 2024, 

with review of alternative models to be provided in Q2 2024 for SWBNO review.

This process will identify near term and long-term areas for 

improvement, as well as provide information to staff to 

evaluate and select a model that best fits our needs. 

Power Complex

(Infrastructure)

The Power Complex represents a paradigm shift for our utility, transitioning from a model 

of self-generation of 25-hz power to utilization of a dedicated transmission level 

substation on our facility to provide power for drainage pumps and water pumping. Phase 

1 of the Power Complex is underway and on schedule for operation in summer 2025. The 

final installation, testing, and commission project will begin in Q2 2024. 

Improve reliability of power supply for drainage pumps and 

improve overall efficiency in operations. 

Lead and Copper Rule Program

(Infrastructure)

SWBNO has established a Lead and Copper Rule program to comply with anticipated 

changes in regulations in October 2024. In 2024 we will complete the Lead Service Line 

(LSL) inventory, develop a Lead Service Line replacement plan, and secure an initial 

$79M funding source from LDH. A legal pathway to use public funds to replace LSLs on 

private property is also underway. 

Comply with new regulations and take advantage of funding 

source being made available through IIJA at the state and 

federal levels. 















Lead Service 
Line 
Replacement
Program 
Overview

Operations Committee

May 21, 2024



Agenda
• Lead Pipes and Risk

• Lead and Drinking Water Regulations 

• SWBNO’s Lead Program

• Inventory

• Funding

• Lead Service Line Replacement

• Mitigation

• Community Outreach

• Program Milestones
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Lead Pipes and 
Drinking Water

Lead banned for use in 
plumbing fixtures used for 
human consumption

“Lead-based paint and lead-

contaminated dust are the most 

common and widespread 

hazardous sources of lead 

exposure for young children.”

Louisiana Childhood Lead Poisoning 
Prevention Program

1
9

8
6
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Service Line Materials
Service lines connect the distribution 
main to the home:

Public (utility-owned) and             
Private (customer-owned)

Pipe Materials:

• Copper

• PVC/plastic

• Galvanized Steel

• Lead

44



Protecting Our Community 
Corrosion 

Control Treatment

Water Quality Testing

Service Line 
Replacements

Pitcher Request Informational Materials

School 
Notifications

5



Lead and 
Drinking Water 
Regulations



Current Regulations (LCRR)
(compliance by Oct 16, 2024)

Publicly available Lead Service Line Inventory 

Monitoring for schools and childcare facilities

Plan for Lead Service Line Replacements 

with full replacement encouraged

Enhanced Corrosion Control Treatment measures

More stringent compliance levels

Increased community outreach

Lead and Copper Rule Regulations

7



Current Regulations (LCRR)
(compliance by Oct 16, 2024)

Proposed Regulation Changes (LCRI)

(compliance by 2027)

Publicly available Lead Service Line Inventory

Lead and Copper Rule Regulations

8



SWBNO’s 
Lead 
Program



Program Elements

Inventory Funding Lead Service Line 

Replacement

Mitigation Efforts Communications Program Milestones

10



Inventory



Inventory Due by October 16, 2024

Labor intensive work

•Historical records must be 
pulled by hand and deciphered

Initial findings based on a small 
sample is an estimated 40-60% 
of metered locations likely 
include a lead service line

Must include all utility-owned and 
customer-owned service lines

12



High Percentage of “Unknowns”
• ~100,000 locations (75%) of the inventory 

have unknown service line materials

• Regulation states “unknowns” must be 

treated as lead service lines until verified

• Creates additional notifications and                                             

potential community concerns

• “Potholing” is a priority

• Visual inspection to reduce the number of unknowns

• Work is State Revolving Fund reimbursable
Source: Trenchlesspedia

13



Funding



Program Costs and Funding

Historic 
areas

Lines 
buried 
under 

concrete

Meter Box 
design

Paving

Multi-
faceted

• Funds require full Lead Service Line replacement 
(public + private) - SWBNO estimates based on past 
construction projects and assumes full restoration 

• Estimated 1,800 replacements per year 
for 3 years with this funding

• Covers only 7% of the total estimated 
$1.1 billion need

• Additional State/Federal funding may 
become available

$84 million request submitted to Louisiana Dept 
of Health Drinking Water State Revolving Fund

~$1.1 billion

Potential Funding Sources
Program 

Costs

15



Lead
Service Line 
Replacement



Program Model-Community Based Public 
Private Partnership
Advantages:

• Private partner contracts 
with community stakeholders 

• Private partner contracts for 
service line replacements

• Key Performance Indicators 
specific to the community

• Risk passed through 
to the private partner

• Can attract funding 
opportunities 17



Mitigation 
Efforts



SWBNO Proactive Mitigation

Empowering the Community

• Sharing steps that concerned citizens can take now

• Website, doorhangers, community presentations

• Testing upon request

Pilot Program for Pitcher Distribution

• SWBNO voluntarily establishing (pre-regulation)

• Essential to work out challenges before full distribution required

19



Communication



Reliable 
Information

School 
Engagement

Empowering 
Customers

Community 
Outreach

Strategic Outreach on Many Fronts

21



Opportunities and Challenges

Opportunities:

• Strengthen partnership with Louisiana Dept of Health

• Lead service line replacement leads 

to safer, more modern system

• Funding sources may be available 

• Increase trust and engagement with 

the community

• Integrate lead program with other SWBNO                                              

initiatives for efficiency and productivity
22



Challenges:

• Age of our city and its historic nature

• Cost and timeline to implement (~$1.1 billion)

• Insufficient funding to support a program                                                                  

of this magnitude

• Required full replacement of service lines

• Access to private property and restoration

• Equity and prioritization 
23

Opportunities and Challenges



Program 
Milestones



Important Lead Program Milestones for SWBNO

• Initial inventory 
submitted and 
publicly available

• Initial notifications 
to properties with 
known lead lines

• Lead Service Line 
Replacement Plan 
complete

• New regulatory 
compliance date 

• Baseline inventory due 
(10% per year target)

• Lead Service Line 
Replacement Plan due

• Partials prohibited 
and disturbance 
requirements 

• Free lead testing to 
all Known Lead and 
Unknown (if requested)

• Community Based 
Public Private 
Partnership 
out for bid

• Agreement finalized

• Kick-off meeting

• Close on State 
Revolving Fund 

• Community 
Based Public 
Private 
Partnership 
RFQ being 
developed

25

20272024 - Q42024 - Q32024 - Q2



• Complete inventory by October 16, 2024

• Establish Community Based Public-Private 
Partnership

• Implement pitcher pickup process

• Finalize Lead Service Line Replacement 
Plan

• Monitor regulation finalization (LCRI)

• Coordinate community engagement

 

Next Steps

26



Key Takeaways

• SWBNO is leading the state in responding 
to this complicated regulation.

• The ultimate goal is to replace all of the 
lead service lines in our system.

• Meeting this goal and the regulation will 
be a labor, timing, and financial challenge.

• We are using a multi-faceted approach to 
meet this challenge.

• Engaging the community is key.

27



Questions?

swbno.org


	LCR Program Presentation - May 2024.pdf
	Slide 1: Lead & Copper Rule (LCR) Program Overview
	Slide 2: Agenda
	Slide 3: Lead Pipes and Drinking Water
	Slide 4: Service Line Materials
	Slide 5: Protecting Our Community 
	Slide 6: Lead and Drinking Water Regulations
	Slide 7
	Slide 8
	Slide 9
	Slide 10
	Slide 11
	Slide 12: SWBNO’s  Lead  Program
	Slide 13
	Slide 14: Inventory
	Slide 15: Inventory Due by October 16, 2024
	Slide 16
	Slide 17: Funding
	Slide 18:  Program Costs and Funding
	Slide 19: Lead Service Line Replacement
	Slide 20
	Slide 21: Mitigation Efforts
	Slide 22
	Slide 23: Communication
	Slide 24: Strategic Outreach on Many Fronts
	Slide 25: Program Milestones
	Slide 26: Important Lead Program Milestones for SWBNO
	Slide 27: Next Steps
	Slide 28: Key Takeaways
	Slide 29: Questions?

	StrategicPlan_May2024 _Ops Committee Update.pdf
	Default Section
	Slide 1: Strategic Plan Updates  2023 Successes  2024 Implementation Plan
	Slide 2
	Slide 3: 2023 Key Successes and Progress
	Slide 4: Metrics Example
	Slide 5: 2024 Workshop 
	Slide 6: Challenges and Feedback
	Slide 7: 2024 Approach
	Slide 8: Major Projects in 2024
	Slide 9
	Slide 10
	Slide 11
	Slide 12
	Slide 13
	Slide 14


	LCR Program Presentation - May 2024.pdf
	Slide 1: Lead Service Line Replacement Program Overview
	Slide 2: Agenda
	Slide 3: Lead Pipes and Drinking Water
	Slide 4: Service Line Materials
	Slide 5: Protecting Our Community 
	Slide 6: Lead and Drinking Water Regulations
	Slide 7
	Slide 8
	Slide 9: SWBNO’s  Lead  Program
	Slide 10
	Slide 11: Inventory
	Slide 12: Inventory Due by October 16, 2024
	Slide 13
	Slide 14: Funding
	Slide 15:  Program Costs and Funding
	Slide 16: Lead Service Line Replacement
	Slide 17
	Slide 18: Mitigation Efforts
	Slide 19
	Slide 20: Communication
	Slide 21: Strategic Outreach on Many Fronts
	Slide 22
	Slide 23
	Slide 24: Program Milestones
	Slide 25: Important Lead Program Milestones for SWBNO
	Slide 26: Next Steps
	Slide 27: Key Takeaways
	Slide 28: Questions?




