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One District Initiative
Frequently Asked Questions

Staffing & Support Services

County vs. District Staffing Questions:
· What are the benefits of having our own employees, and/or what’s the problem with the current structure?
· The County has a separate mission and vision from SacSewer and Regional San, so they are naturally focused on County-related issues and not focused on the needs of sewage collection and treatment utilities. Also, to SacSewer and Regional San’s knowledge, no other sewage utilities in California have their staff provided by a separate entity. All sewage collection and treatment utilities have their own, independent workforce.

There are many benefits to having our own employees. First, all HR-related functions will be under our control and the direction of our Board, not the County. For example, as County employees, many of our salary comparisons for job classifications are potentially inaccurate because they’re not compared to other water and sewage utilities. SacSewer and Regional San job classifications should adequately describe our various organizational functions, and our compensation policy should enable us to remain competitive within the water and sewage industry. 

Additionally, we don’t currently have much ability to influence labor negotiations or to advocate for changes that will benefit our workforce. Having our own workforce will enable us to create benefits, practices, and services that best meet the needs of our employees and ratepayers. In addition, according to benchmarking data from Central Contra Costa Sanitary District, typical HR functions—such as class studies, compensation studies, position reallocations, and hiring—often take 10 times longer under the County’s practices than necessary. Experiencing these delays are inefficient for the business. Having an independent HR team will improve not only the quality of HR services but also that all associated timelines will improve significantly. 

You can learn more about the One District initiative by watching this Overview video.

· Will the districts’ org structures change?
· Changing the org structure is not part of this staffing transition or merger—outside of some additional departments or staff necessary to take on services previously provided by the County.  Merged District Org Chart - One District (sacsewer.com)

· Are we establishing our own HR team?
· Yes, SacSewer and Regional San now have embedded HR staff. Current staff include an HR Manager, a Senior Personnel Analyst, a Personnel Analyst, and two Personnel Technicians. The HR team, which is a section within the Internal Services Department, is currently working to establish and transition all HR services in preparation for the transition from County employment. As services are developed and transitioned in, additional HR support staff will be hired, as necessary.
· What services will remain with the County?
· At this time, SacSewer and Regional San expect to contract with the County to provide at least three services—DTech, Clerk of the Board, and CUBS (for customer billing). We are also extending some services at various capacities via MOUs to continue to provide Construction Management and Inspection, Real Estate, Planning and Environmental Review, Legal Counsel, and fueling services from County Fleet.

· How will this change impact our customers?
· We don’t anticipate the staffing transition will impact our customers. Over time, we will become nimbler and more innovative, which will allow us to be more efficient—ultimately benefitting our customers.

· If things don’t work out with the separation from the County, is there an option for the district to reverse? the decision and go back to the County? What if an employee wants to stay a County employee?
· No, the districts will not revert back to County employment. If an employee prefers to stay within the County, then they should get on an eligible transfer list as soon as possible.
· Executive management is working to ensure a smooth transition between County and District employment. Although it is not anticipated, if we have any reason to believe there will be a significant problem we will delay the transition. The County has committed to allowing for such a delay, and continuing to provide service for a reasonable time period while we address the concern.

· What is the official separation date from the County?
· We will be separated from the County on January 1, 2025. The original goal for us to separate from the County was based off of the Master Interagency Agreement (MIA) sunsetting in June 2024 so our separation goal was July 1, 2024. After further analysis, we have determined that our separation should occur at the calendar year instead of the fiscal year due to complications and inconveniences to our employees when separating mid-year. For example, it is a smoother transition for staff if we align our separation with the health benefits and tax cycle, which is based off of a calendar year. 


Union-Related Questions:
· Will we still have the same unions? Could new unions be formed? What’s the process for that? 
· SacSewer and Regional San staff are meeting with all of our represented unions to discuss the process over the summer of 2023. The Districts will continue to honor the current union MOUs until separation. The County’s recognized employee organizations (unions) will not transition over to SacSewer as a new employer. Unionization is the right of the employee and is not decided by SacSewer and Regional San. 

· Will our jobs still be protected?
· Yes, we intend to transition staff to SacSewer employment with their position status, and employees will have similar protections to what they have now. Specifically, those who have already passed probation will transition in with that same status. Likewise, those who are currently on probation will transfer in the months they have already worked as a County employee in that class. Additionally, the District will establish typical employment related policies, all of which will further articulate employee rights and the associated workforce expectations.
· SacSewer will remain a public agency


Compensation Questions:
· Will employees’ wages increase and be more competitive?
· The District is actively working to create a compensation policy for Board approval that will apply to all future SacSewer staff upon hire. The policy will articulate which agencies will be surveyed to generate salary comparisons, the frequency of salary studies (e.g., every five years, etc.), and where in the range SacSewer salaries are to fall. It is our intention that over time, employees will be compensated competitively and that salaries will remain competitive, in accordance with the policy and salary studies. This doesn’t mean that every position will receive an equity increase because some positions may already have competitive salaries. Learn more about Job Protection and Compensation in this video. 

· Will we still receive Cost of Living Adjustments (COLAs)?
· All previously negotiated COLAs will be honored and any future COLAs, beyond the timeframe of the current MOUs, would be subject to negotiation.

· Will there be any delays with employee paychecks being issued due to the merger?
· No, the Districts do not anticipate any delays to employees’ paychecks due to the merger or the staffing services effort. The District will have a process in place prior to the staffing transition, and will make every effort to ensure there are no delays, including testing prior to the actual transition.

· Will compensation adjustments be incremental or one large change? 
· The District needs to develop a policy and salary study before determining how to implement salary adjustments. Once we receive the data, then we can determine the appropriate implementation schedule, subject to Board approval. Learn more about our approach to Compensation in this video.


Benefits Questions: How will our benefits packages change?
· We made a commitment that employees’ benefits would be as good or better than what they are now—and we stand by that commitment. It doesn’t mean, however, that they will be exactly the same as what we have now. In terms of retirement, we have confirmation that we will continue in SCERS. We are currently researching options and negotiating the best possible health benefits and deferred compensation options for our workforce, as it impacts us all. As decisions are made and benefit changes are confirmed and contracted, additional information will be communicated to staff.

· Will employees have a higher cost share for the same-level of health benefits?
· The cost of benefits is going up for everyone, so yes, we expect a higher cost for employees. However, the cost share will be similar to that of County employees. Medical benefit costs usually increase every year, and they are projected to go up again due to inflation. Since this is a negotiated benefit, in the future the medical cost share may be different (higher or lower) than for County employees. 

· Will our sick leave and vacation accruals be the same after the transition?
· The Districts are currently discussing this with the County. We are finalizing the logistics and the Districts’ desire is to transfer all sick, vacation, CTO, and wellness accruals over as is. We are still reviewing the options for other balances such as administrative leave, HIL, etc., and if they will transfer or be cashed out 

· Will we still keep the 9/80 work schedule?
· Work schedules will not change as a result of the merger or the staffing services initiatives. Work schedules may change over time as business needs evolve.

Retirement Questions:
· Will our years of service and retirement payout be the same?
· Yes.

· Will retirement tiers be the same?
· Yes.

· What’s the impact to current or future retirees?
· There is no impact to former retirees or anyone planning to retire before we transition staffing on January 1, 2025, as those individuals retire as County employees. Employees who will have years of service as both a County employee and District employee will still get the same payout as if they had been County employees. Current employees, who plan on retiring after January 1, 2025, will still be retiring under SCERS, so there is no change to their retirement. You can learn more by watching this video on our Pensions.

· Will retirement reciprocity with other state and county organizations continue/change after the staffing transition?
· The reciprocity agreement will stay intact. There will be no change because we are not changing our retirement system.
Staff Positions Questions:
· Will we need to reapply for our jobs, or does everyone automatically transfer?
· Everyone automatically transfers. Employees will not need to reapply for their jobs. Learn more about Job Protection in this video.

· Will we still be able to get on County transfer lists?
· No, the Districts will no longer be a part of the County, so staff will not be eligible for transfers. Applying for County positions after our separation would be similar to an external hire.

· Will our seniority remain the same after the transition?
· Yes.

· What changes will there be, if any, to student/intern/contractor contracts?
· We do not anticipate any changes to student/intern/contractor contracts.

· Will there be any form of layoffs?
· SacSewer will not implement any layoffs due to the merger or staffing services initiatives.

· How will we recruit new employees? Will SacSewer continue to use NEOGOV, or will we have our own website to apply? Will ranking system be taken over by SacSewer?
· We are going out for an RFP to select our own recruitment platform. The recruitment and hiring process will be managed by our internal HR department.

Merger
· What will the combined district be called?
· The combined district will be called the Sacramento Area Sewer District, or SacSewer for short. There has been a tremendous investment in the SacSewer brand publicly, and we want to maintain that awareness and branding. This follows logically from the fact that SacSewer works directly with individual customers, whereas Regional San works directly with the contributing agencies (SacSewer, Sacramento, Folsom, and West Sacramento). Learn more about our merged district name and future governance structure.

· When will the merger happen?
· SacSewer and Regional San will be legally merged in January 2024. 

· When will we start using the single District name? When will we change documentation to reflect the change?
· Starting in January 2024 we will start to use the SacSewer logo on all documents and branding. Certain rebranding will occur through attrition, as items are refreshed, updated, or replaced.

· How will our org structure be impacted?
· There are no org structure changes happening as a result of merging the two districts. Services being brought in from the County have an identified spot in our organization as can be seen in the merged district org chart. You can review the merged district org chart on the One District intranet site.

· Will the merger reduce the amount of cost centers we have? 
· Not initially, but cost centers may evolve in time.

· How will the merger affect retirements under the merged district? 
· The merger will not impact retirements under SacSewer. Employees will retain their years of service, and SacSewer will remain with SCERS.

· How will the merger affect our relationship with other contributing agencies?
· The merger is not expected to impact our relationship with other contributing agencies. The other contributing agencies have expressed support for the merger.


Miscellaneous

· How will our culture be different once we are no longer County employees?
· There will be less influence from County culture, and SacSewer will have more freedom to design our culture consistent with our mission, vision, and core values. 

· Where can employees find more information on these initiatives?
· The One District intranet site is a great place to start. You can access it from either districts' intranet homepage. Christoph has also created a series of Short Cuts videos that address many of the questions we received via the two pulse surveys conducted. You can review the full video playlist here and select from the various topics covered. More videos will be added in time. We also produce quarterly One District reports that are shared with our Boards. You can review those here on the One District intranet site.

· Is the district going to be big enough to take care of the hit by any future recession?
· Transitioning away from the County will actually benefit us even more during a recession time. Historically, some district staff were required to be furloughed due to County budgetary impacts—even though SacSewer and Regional San are ratepayer funded and don’t pull from the County’s General Fund. The District is in good financial health, and is not dependent on State or federal income like the County, so we are less likely to be negatively impacted by a recession.
· Both SacSewer and Regional San have always had separate budgets and finances from the County and from each other. They have never relied on financial support from the County.

· Some employees are concerned that they do not have the opportunity to give input or vote on any of the decisions being made. 
· Suggestions are always welcomed, and we encourage feedback and input. We are periodically conducting pulse surveys to proactively gather employee feedback, and our annual all-hands meeting will be conducted in the fall. Employees can also share questions, concerns, and feedback to their supervisor, manager, or via the One District site here. 

· How does the merger affect employees with outstanding student loans that qualify for Public Student Loan Forgiveness (PSLF)? PSLF requires that you work for a qualifying employer during the repayment period which Regional San has previously qualified for.
· The merger will not impact PSLF since we will remain a qualifying employer.

· There are many talks about what we will gain from these initiatives, but what will we lose from separating from the County?
· Separation from the County, which is much larger than us, may result in a few items that we will no longer be able to participate in—such as transfer lists between county departments and discounts related specifically to County employment. Overall, however, there are many more gains than losses.

· What happens when we separate next year and all the support systems aren’t in place yet?
· All of the County services are being systematically evaluated with subject matter experts’ feedback. If we do not have internal resources in place for a particular service, we will either continue to receive services from the County via an MOU or identify a third-party contract/vendor to provide those services. 
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