Florida Governmental Utility Authority
Board Strategic Planning Session
Winter Haven, FL
March 19, 2026




Meet Your Facilitator
SGR Executive Vice President
Doug Thomas

« Over 35 years in municipal management, serving as City ¢
Manager for the City of Lakeland, Florida, for 12 years,
with vast experience working with state and local
government leaders, implementing creative public-private
partnerships, including with professional sports
organizations, and a track record of successful economic
development initiatives. Prior to Lakeland, served as City
Manager for the City of Alma, Michigan for 15 years, and
Assistant City Manager for the City of Grand Haven
Michigan. He also served with the Maryland cities of
Rockville, and Landover Hills.

Masters of Public Administration from the American
University, Washington, D.C. with a concentration in
Urban Affairs, and a Bachelor of Arts in Political Science
& History from Bowling Green State University.

Joined SGR full time in 2015 to serve as their first
Regional Director to serve both Florida and the |
southeast, and subsequently as Executive Vice President
of Recruitment & Leadership Development serving
clients nationwide.



Agenda

Welcome

System Manager Update

Preparing for Strategic Planning

Feedback from Board Member Advance Interviews — Part |
SWOT Analysis & Anything Changed in Last 12 Months?
Review of Vision, Mission, & Organizational Values

 Board Member Organizational Values Benchmark
Ratings

Feedback from Board Member Advance Interviews — Part Il

« Board Member Ratings of System Manager, System
Operator, & Attorneys

Feedback from Board Member Advance Interviews — Part lll
Proposed Board Priorities for 2026
Next Steps
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2025 Accomplishments
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 Recipient of the Florida Senator’s Pride of Florida award

 The American Beach project was selected to receive the “Excellence
iIn Innovative Financing” recognition for the U.S EPA 2026 AQUARIUS program

« FGUA MacDill AFB project was recognized by the DOD for responsiveness to
hurricane response

* Initiated two of the largest FGUA capital improvement projects
— Lehigh Acres water plant number 2 valued around $38 M

— Del Prado WWTP expansion valued around $72 M that may increase to
$92 M with addition of a new DIW
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 $134 M in active SRF loan and grants
 $45 M in new SRF loans and grants in progress

e Successfully completed closing and transition of the Nassau Utility System on
September 18, 2025.

« 1,226 R&R projects initiated / completed in FY2025 totaling over $22.1M
* Major Capital Improvement Projects competed in FY2025 - $21 M excluding
Nassau
e Septic to Sewer Projects
— Completed Chatmire Septic to Sewer project in Dunnellon, Marion County
— Completed American Beach Well & Septic to sewer project in Nassau County

— Three projects in progress, Rainbow Springs (Marion County), Lehigh Acres, and
North Fort Myers



Accomplishments - (Con’t)

Active Grants & SRF Loans in FY 2025

A Grant/ SRF Loan Grant/ SRF Loan L. Grant/ SRF Loan

Sytem Project Description

3 - Agreement Type - Agreement Amount -
DUNNELLON DUPO06 LP42082 GRANT-100% |RAINBOW SPRINGS WRF DECOM GRANT $ 2,742,000.00
DUNNELLON DUP12 LPS0020 GRANT-100% |CHATMIRE SEPTIC TO SEWER $ 11,200,000.00
DUNNELLON DUP14 LPS0053 GRANT-100% |180TH AVE PACKAGE PLANT ABATEMENT $ 847,000.00
DUNNELLON DUP15 LPS0078 GRANT-100% |RAINBOW RIVER-RIA VISTA SEPTIC TO SEWER $ 10,802,608.00
FLAGER FRPO7/FRP13 ARPA ARPA PLANTATION BAY - WTF IMPROVEMENTS $ 1,200,000.00
FLAGER FRPO7/FRP13 LPA0137 GRANT-100% |PLANTATION BAY - WTF IMPROVEMENTS $ 1,276,096.25
FLAGER FRPO7/FRP13 DW181000 SRF LOAN PLANTATION BAY - WTF IMPROVEMENTS $ 7,100,000.00
LEHIGH LEP25 DW360720 SRF LOAN LEHIGH WTP NO. 2 DISPOSAL WELL & INTERIM SOLUTION $ 65,560,000.00
LEHIGH LEP28 LPA0518 GRANT-100% |WTP #1 IMPROVEMENTS $ 470,588.00
LEHIGH LEP34 CQo002 GRANT-100% |LEHIGH REACTIVATION OF THE MEMBRANE WWTP $ 2,764,706.00
LEHIGH LEP35 WG097 GRANT-50% [SEPTIC TO SEWER $ 5,000,000.00
LEHIGH LEP36 HAO005 GRANT-100% |LEHIGH MANHOLES $ 2,552,550.00
LEHIGH LEP48 L0039 GRANT-100% |WATER MAIN EXTENSIONS 28TH STREET SW $ 1,294,118.00
NORTH FORT MYERS NFP18 LPA0520 GRANT-100% |LSNO. 1- REHABILITATION / REPLACE $ 1,441,176.00
NORTH FORT MYERS NFP22 LPA0519 GRANT-100% |LIFT STATION BY-PASS PUMPS $ 575,000.00
NORTH FORT MYERS NFP23 WG098 GRANT-50% |SEPTICTO SEWER $ 5,100,000.00
NORTH FORT MYERS NFP24 HAO006 GRANT-100% |MANHOLE RELINING $ 218,790.00
PASCO PSP20 L0190 GRANT-100% |RIVERSIDE SEPTIC TO SEWER $ 993,600.00
UNIFIED AQUA UAP11 WWe640301 SRF LOAN SRF - JUNGLE DEN C/SIMPROVEMENTS $ 3,246,641.00
UNIFIED AQUA UAP12 DW590341 SRF LOAN SRF - ARRENDONDO ESTATES WM REPIPING $ 2,500,000.00
UNIFIED AQUA UAP13/UAP14 CQo01 GRANT-100% |SOUTH SEAS WWTP $ 7,000,000.00
UNIFIED AQUA UAP21 HA007 GRANT-100% |GRANT-MANHOLELINING AND EXTENTION $ 233,376.00

Total $ 134,118,249.25

fgu*-
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Accomplishments (con't)

Customer Service
 Implemented GIS mapping to identify properties in service area
 Added text messaging to Reverse 911 call notification.

* Rain barrel contest in Lee County recognized as “Best in Class” by Florida
Section of American Water Works Association for water conservation efforts

Finance/Management
* Organizational changes to clarify roles
 Continued to improving timeliness of audit

11



2025 FGUA Organization Chart
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2026 Challenges
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Capital needs outpacing available resources/cash flow for many FGUA
systems.

Implementation of rate increases necessary for many FGUA systems to
fund capital needs.

Lead and Copper corrective action plan

Meeting regulatory requirements - PFAS on water & wastewater, nutrient
limits

Implementation of new technology, e.g., Acela

Succession planning

Planning for 2031

15
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Financial Report FY 2025
FY 2026 Forecast and FY 2027 Outlook




Changes in System Rates -

Changes In Rates

Fiscal Year

System 2022 2023 2024 2025 2026

Lehigh 1.97% 4.03% 5.10% 3.94% 2.79%
Pasco (AG & SS) 1.97% 4.03% 5.10% 3.94% 2.79%
Consolidated 1.97% 4.03% 5.10% 3.94% 2.79%
NFMU 1.97% 4.03% 5.10% 3.94% 2.79%
Lake Aqua 1.97% 4.03% 5.10% 3.94% 2.79%
Unified Aqua 1.97% 4.03% 5.10% 3.94% 2.79%
Dunnellon 1.97% 4.03% 5.10% 3.94% 2.79%
Nassau 15.00%
Flagler- PBW 1.97% 10.03% 8.60% 5.94% 4.79%
Flagler - PB WW 1.97% 8.03% 8.10% 5.94% 4.7%%
Flagler - EL/BB W* 1.97% 10.03% 9.10% 5.94% 20.79%
Flagler - EL/BB WW*  1.97% 10.03% 14.10% 7.94% 22.79%%

Note: Flagler Eagle Lakes & Beverly Beach implemented 16% passthrough adjustmentin
addition to CPI to account for Palm Coast Rate Icnreases in FY26



Financial Results - FY 2025

FGUA Combined Systems
Operating Revenues/Expenses FY 2025

FY2025 FGUA Combined Systems

$120.00 -

Millions

$100.00 -

$80.00 -

$60.00 -

$40.00 -

$20.00 -

FY2025 Budget

M Net Revenues M Expenses

$105.31

© Debt Service ® Surplus

$21.49

FY2025 Actuals

$20.79
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* Operating revenue exceeded budget,
supported by solid performance
across key categories.

* Expensesremained well controlled
and in line with budget.

* Thisresulted in a strong surplus and

reinforced FGUA’s overall financial
position.

18
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Financial Forecast - FY 2026 | fm

FGUA Combined Systems
Operating Revenues/Expenses FY 2026

WWW.FGUA.COM

FY2026 FGUA Combined Systems . _ ,
* Revenue is trending slightly

5140.00 - ]
below budget but remains

$120.00 1 within expectations.

3100.00 -
* Disciplined cost control
580.00 -

continues to offset these
modest variances, keeping

operations stable.

560.00 -
540.00 -

$20.00 - * Importantly, the system

continues to generate positive
cash flow after all obligations

FY2026 Budget FY2026 Projection

W Met Revenues M Expenses W DebtService M 5Surplus

19



Financial Forecast - FY 2026

FGUA All Systems

Lehigh

Revenuas and
expenses tracking
with budget

|| 579 Days Cash on

Hand

Strong Coverage
[2.75x%)

Revenues and
expenses tracking
with budget

|| 304 Days Cash on

Hand

Strong Coverage
[2.03x)

Consolidated

Rewenues and
expenses tracking
with budget

| | 401 Days Cash on

Hand

Debt Coverage
[1.43x%)

NFM

Rewvenues and
expenses tracking
with budget

| | 364 Days Cashon

Hand

Stromg Coverage
13.51x)

Lake Aqua

Revenues and
expenses tracking
with budget

|| 302 Days Cash on

Hand

Strong Coverage
[2.62X)

Unified Aqua

Revenues and
expenses tracking
with budget

|| 154 Days Cash on

Hand

Strong Coverage
[2.45x)

Rewenues and
expenses tracking
with budget

| | 264 Days Cash on

Hand

Strong Coverage
[3.43x)

| | 209 Days Cashon

Rewvenues and
expenses tracking
with budget

Hand

Debt Coverage
(1.65x%)

Strong Coverage and Days Cash on Hand (Consolidated & Flagler meet debt coverage criteria)

fgu-

WWW.FGUA.COM

Dunnellon Flagler Nassau

Rewvenues and
— expenses tracking
with budget

| | 201 Days Cash on
Hand

Strong Coverage
(7.17x)

20



Major FY 2027 Assumptions o fguh

WWW.FGUA.COM

Obtain and utilize grant funds for capital improvements when
available and feasible.

Additional debt funding for capital improvements in systems
with strong debt coverage and weak cash position.

Potential rate increases in Dunnellon, Flagler, Lehigh Acres,
North Fort Myers and Unified Aqua.

Monitor cashflows to adjust available funds for Pay-Go-Capital
Projects; accelerate where possible.

Re-evaluating office and storage space

21
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Strategic Goals & Objectives
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Continually improve

Maximize efficiencies, including technology investments, such as:
= Energy retrofits/ AMI - pivot
= Financial management
= Digital Records
= Customer Service, including billing and consumption data

Utilize feedback to adjust customer service approach

Carefully control costs (e.g., consumables)
Plan for increase regulation and inflation of construction costs

23



Strategic Goals & Objectives - Continued | fg'T,%
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Maintain strong working relationships R
"= Host governments
= Contract staff
= Regulatory agencies

Operate systems within optimal service standards and best industry
practices

Provide excellent stewardship of FGUA finances and credit standing

Expand when/where feasible
= Expand customer base in existing systems

= Expand systems to improve economies of scale (with Board’s
guidance)

24
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Strategic Goals & Objectives - Continued | fg-m
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* Increase public education and sharing of FGUA
accomplishments

* Maximize contributed revenue (e.g., grants, low-cost loans)

 Ensure well-reasoned and comprehensive capital
Improvement planning for short term and long term

* Improve operational efficiency

25



Preparing for
Strategic
Planning
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Perspectives

THIS IS TRUTH

Credit: The Higher Logic - Steemit

Credit: A Matter of Perspective — The Networking Nerd



Perspectives
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But one of those people is wrong, someone painted a six or a
nine, they need to back up and orient themselves, see if
there are any other numbers to align with. Maybe there's a
driveaway or a building to face, or they can ask someone
who actually knows.

People having an uniformed opinion about something they
don't understand and proclaiming their opinion as being
equally valid as facts is what is ruining the world. No one

wants to do any research, they just want to be right.




It's OK — You are Not Going to Get Everything Right!

You may make mistakes, but =3 Shie

I _—— —fme—— R A
at least they're usually e Rt e——
not "we can see your R e
mistake from space" bad G

Midﬁ:.ld Logo =s\cs
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Change Nature
Change Dynamics
Change Speed
Change Rate

Instability
Loss of Control
Increased Risk

Volatility

Graphic Credit: ODIT






f you want
different results,

| Feedback from
make different = Board Member
choices. » Advance Interviews
Part |




fgu% Advance Questions — Board Member Feedback

e Balance of rates, financing (including grants), & reliability of utilities
e How do we convey FGUA'’s strategy and tell our story about rates?

e Some of our customers are going to the County Commission with concerns
about rates, as our rates are higher than competitor utilities

e Would love to reduce or hold the lines on rates, while still improving system
reliability

e The need to proactively communicate with our customers so that they know
what FGUA is facing with system issues, and promote our response
Strategies and outreach for grants to help offset rates

e How does FGUA best leverage its size?



fgu% Advance Questions — Board Member Feedback

o [GUA staff is excellent, but original governance under GSG was designed to
operate as a local government partner within the State of Florida — Accenture
IS an international company with a focus on profit margins

e [ransition from non-profit to profit utilities under the current model — but some
Counties like Nassau desire to reacquire utilities back in 4-5 years, which is
around the same time the 2031 FGUA operating agreement is set to expire

e Discuss the long-term viability/future of FGUA

e Believe we should discuss and implement a succession planning program for
FGUA staff

e /mpressed that we turned down one acquisition following due diligence to
determine if it would be in the best interest of FGUA — Proves that we don'’t
just take any and all projects



fgu% Advance Questions — Board Member Feedback

e Resolution of legal issues in “Chatmire” project

e | would like to receive an overview of major planned projects for the upcoming
year, and also see a map of Florida identifying FGUA systems



fgu% Advance Questions — Board Member Feedback

e Pleased with the process and feedback provided
e All good

e The staff was great at keeping us informed about transitions throughout the
year, and believe we are now very stable

e A lot of progress with staff stability, adopted Board policies on consulting
services, and bidding options

e T[ransition of staff has now stabilized and is doing a good job
e Things went well last year, and there were no major iSSues.



fgu% Advance Questions — Board Member Feedback

o Would like our Agenda Items to provide better summaries, as | sometimes
have to dig into the item background to determine the aspects (operational &
financial) of the item. It would be great if Agenda items clearly identify the
financial impact in their statement.

e Hard to answer as a new Board Member, but would like a more robust
orientation process

o Would like to establish three major challenges for staff in the upcoming year
in the Strategic Planning process, with actionable actions to be completed
over the next & years. Perhaps a review of management structure, evaluation
of financial stability, and a Board policy on FGUA services



) SWOT Assessment Exercise
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Anything
Fundamentally
Different Given the
Last 12 Months?




AN NN

ENERNERN

Good leadership team

Strong staff leadership and legal counsel

Good communication and quick follow-up with the Board
Customer service is both respectful and professional

Don’t get a lot of calls or complaints from our customers — staff
are very responsive

Strong network

Good track and trajectory

Successful in securing grants and septic-to-sewer conversion
dollars

Planning and execution of projects, managing infrastructure,
operations, and projects



Anything
Fundamentally
Different Given the
Last 12 Months?

43



fgu%) SWOT - Weaknesses

v Our service territory is large, spread out, and complex, which
can be hard to manage — Possibly consider a regional service
delivery model to ensure staff are in the right places?

v' Some concerns with rates, but understand that a stand-alone
utility typically has higher rates

v Given the size of FGUA, are 8 Board Members enough?

v BMAPs, septic-to-sewer conversions (Lehigh area as an
example) - Started with sanitary sewer system improvements,
to be followed by conversion to public water systems



fgu

Anything
Fundamentally
Different Given the
Last 12 Months?

OPPORTUNITIES




!1) SWOT - Opportunities

v Timely completion of projects, especially in Lee County to address

v

AN

AN

growth issues

Messaging and informational campaign regarding FGUA rates,
iIncluding the positive impact of securing state grants to support
operations and projects

Effective at securing grants and financing support
Good job of exploring options
By sharing costs, operations should be lower, resulting in lower rates

Responsible management - Turned down the acquisition of some
new systems

Investments in utility infrastructure in failing systems and converting
them into reliable, compliant systems



Anything
Fundamentally
Different Given the
Last 12 Months?
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Economy and impacts of inflation

Reduced grants/outside funding from the State of Florida
compared to previous years due to cutbacks by the State
Legislature

Cost of services is a threat, recognizing the nature of challenging
systems, R&R, and the need for compliance and reliability

Regulatory compliance unknowns — AWT, PFAS, etc.

Some of our Counties have aggressive plans to take down more
systems (e.g., Pasco) — Can we handle such a pace?

Geographic spread — Is US Water everywhere we operate?

Losing institutional knowledge and operational experience and
need for succession planning






Vision
Statement

» A Vision Statement should provide a clear

and vivid description of what the FGUA
seeks to create in the future, i.e., the why.
The Vision Statement describes where the
organization hopes it will be going in the
future if it can fulfill its Mission.

The current FGUA Vision Statement is:

* “The FGUA will be a widely recognized and

utilized long-term partner with communities
in providing high-value, cost-effective utility
services.”

Do you believe the Vision Statement remains
relevant today?



fgu!‘) Vision Statement Feedback

o Possibly include impact/response to regulatory changes in the operating
environment and the safety of the water we produce

o Considerincorporating Health & Safety, e.g., PFAS, etc. — We are the solution,
not the problem!

Board Member thoughts about possibly revising the FGUA Vision
Statement?



fgu

Mission
Statement

A Mission Statement should provide the
organization’s purpose and objectives in the
present, i.e., the what and how. The Mission
Statement describes what you do, who you do it
for, and the benefit that it provides.

The current FGUA Mission Statement is:

“The FGUA provides communities with
high-value, cost-effective utility
management alternatives within a public
governance structure for the protection of
public health and safety that maximizes
customer service quality.”

Board Members indicated that they were
satisfied with the current Mission Statement.



Customer Service: The FGUA holds “Customer Service” as a key value and
demonstrates this value through: Practicing proactive communication and
listening to ensure thorough understanding of the customer’s needs — this
attention to service includes both internal and external customers. Issues are
addressed in a timely manner and service actions are taken until needs are met.

Service delivery is positive and consistent.

o Would like to see the word “striving” in the statement — stronger, more
energetic, as opposed to a passive tone



Leadership: The FGUA values strong, principled leadership. This value is evidenced
by setting a clear vision and providing the tools necessary to produce high quality
product and services.

Efficiency (Cost & Outcome) & Effectiveness: The FGUA values being strong
stewards of resources, this includes judicious allocation of financial resources,
human resources, and time resources.

o Possibly include something about FGUA'’s desire to seek outside funding for
projects when available to offset costs

o Consider adding “Environmental Stewardship”



Adaptability: The FGUA places high value on the ability to anticipate, analyze,
and respond to constant change while providing quality service.

Teamwork & Partnership: Experts working collaboratively to meet a common
end goal. Acknowledging the diverse elements at play in providing strong utility
services and solutions, cross-functional teamwork is employed. FGUA is known
for striving for mutually beneficial outcomes. Those contracted to provide
services (operational, maintenance, billing, service, administrative, legal)
regularly go the extra mile for others.



fgu% Organizational Values

Integrity, Respect, Honesty: Integrity is evidenced by consistent truthful, fair
interactions. Those involved with the FGUA believe that “integrity” is evidenced by
what we do when no one is watching.

Quality: The positive by-product of the previous six values being employed is the
achievement of excellence (quality) in product and services. It is meeting and
exceeding evolving customer and requlatory expectations (clean water, lack of odor,
responsiveness); and doing so in an efficient and effective manner.

o Change “lack of odor” to “safe”
o Believes Quality should be a standalone Value, and not dependent on the
previous six Values



Board Member Feedback — Values Benchmark Scoring

Organizational Values Ranking Board Member | Board Member | Board Member | Board Member | Board Member | Board Member | Board Member | Average Range of
#1 #2 #3 #4 #5 #6 #7 Score Scores
Customer Service 9.0 9.0 7.0 10.0 8.0 10.0 8.0 8.7 7-10
Leadership 9.0 10.0 9.0 10.0 8.0 9.0 8.0 9.0 8-10
Efficiency & Effectiveness 9.0 10.0 5.0 10.0 7.0 9.0 8.0 8.3 5-10
Adaptability 10.0 10.0 5.0 10.0 8.0 9.0 7.0 8.4 5-10
Teamwork & Partnership 10.0 10.0 6.0 10.0 7.0 10.0 9.0 8.9 6-10
Integrity, Respect, & Honesty 10.0 10.0 10.0 10.0 9.0 10.0 8.0 9.6 8-10
Quality 9.0 10.0 7.0 10.0 8.0 9.0 8.0 8.7 7-10




Feedback from Board Member
Advance Interviews — Part ||




fgu%) Advance Questions — Board Member Feedback

e Continue the mix of current services

e FGUA is a public utility, and we should keep doing everything we are
presently providing

e Continue doing what we are doing, but pursue greater community
engag)ement to promote FGUA in our County (Sponsorship Guidance
Policy

o Keep current mix of services and programs. No suggestions about
reducing or adding services

e Not opposed to the expansion of FGUA systems, as more member
utilities can translate into lower rates by spreading costs across increased
customers



fgu%) Advance Questions — Board Member Feedback

e Some concerns with consulting services for non-members. Can we review
the Board Policy that was adopted last year during the session to make
sure we have not missed anything?

e [FGUA should do more to tell its story to our customers, the application of
grants, and awards received — Desire to be more proactive in this area

e FGUA is meeting Pasco County’s needs, although would like the utility to
be more visible in community events. Pursue more septic-to-sewer
conversions and desire advance email/notice regarding any issues that
may involve customers in our County



fgu%) Advance Questions — Board Member Feedback

e Satisfied with what we currently do. Could we get an Annual Report
provided to our local governments regarding the long-term status of
FGUA and its systems, and which ones have expressed an interest in

reacquisition and when?

» Would like to see the Board meet at least 2 times per year in person, as |
enjoy my involvement and learn a lot about larger utility operations

« Could we consider adopting a public comment time limit like most of our
host governments do for public hearings and public comment periods in
our meetings? We recently spent 35-45 minutes on an issue that most

Boards would have received in 3-5 minutes.



Board Response Comment Themes

* Most comments reflect satisfaction with
the current mix of services.

* Possible Board Policy on Sponsorship
opportunities in host governments.

» Consider providing an Annual Report to
host governments regarding FGUA's
operations, including future planned
reacquisitions.

* Proactively communicate the value of
FGUA & secured grants to lower costs
for customers.




fgu% Advance Questions — Board Member Feedback

e Yes, most utilities should be doing this, and FGUA should proceed as long as
the State continues to financially support such projects

e OK as long as services provided to non-members are designed to possibly
encourage the recipient utility to become a future member of FGUA;
appropriate fees are charged; and it does not result in any negative impacts on
member systems

o Would like to see our policy in this area to ensure a bright line has been
established

e Support our current policy, as long as it does not negatively interfere/compete
}/)vith member applications/systems for financial support, and helps us grow our
ase



fgu% Advance Questions — Board Member Feedback

Should FGUA continue to explore grant-funded services for both Member
and Non-Member communities in support of septic-to-sewer conversions,
FDEP Water Restoration Work, Package Plant conversions, etc.? Is the
Board pleased with FGUA'’s work in these types of services?

* Yes, but on a case-by-case basis to ensure costs are covered and projects
don’t negatively impact member services or costs. American Beach is a good

example. Keep the long view and do not get sidetracked on short-term gains or
dollars

» Pleased with work in this area — FGUA has gone above and beyond!



Board Response Comment Themes

« Continued interest in FGUA seeking
grants for conversions & FDEP
Water Restorations.

* Review Board Policy to ensure
conformance with comments
received.

« FGUA's approach is in the best
interest of its Vision, but want to
ensure work for non-members does
not negatively impact members.




fgu% Advance Questions — Board Member Feedback

» Does a good job with balance rates with affordability. Likes the CPI annual
adjustment process to keep current and prevent major future rate increases

« Doing a good job of balancing rates with system needs, especially given
challenging utilities that need improvements. The Board is bullish on rates,
even with public hearings. Like the CPI adjustment approach between formal
rate studies

« Good job in this area and like the new CPI adjustment process

* Great job in balancing rates with reliability. Reference example of a potential
new system that was turned down due to its impact on rates



fgu% Advance Questions — Board Member Feedback

o Not sure we have found the balance in Pasco County between affordability
and reliability. Our customer base is small by design vis-a-vis capital work, and
R&R. Costs are high, and would like to see if any costs can be cut, e.g.,
contract service for project oversight is expensive vs. being provided with in-
house staff



Board Response Comment Themes

« FGUA manages its rates very well,
given the inherent challenges with

systems.
* Inflationary CPI adjustments have been

well received.

« Grant funding has helped with a desire
to communicate that value to our
customers proactively.




Board Ratings: System Manager, Contract Operator,

Staff Ratines Board Member | Board Member | Board Member | Board Member | Board Member | Board Member [Board Member| Average Range of
E #1 #2 #3 H4 #5 #6 #7 Score Scores
System Manager 9.0 10.0 8.0 10.0 8.0 9.0 9.0 9.0 8-10
Contract Operator 9.0 8.0 8.0 10.0 8.0 9.0 8.0 8.6 8-10
Attorneys 10.0 10.0 10.0 10.0 8.0 9.0 8.0 9.3 8-10




Feedback from Board Member
Advance Interviews — Part ll|




% Advance Questions — Board Member Feedback

e New personnel are doing a great job, and things seem stabilized

e The Board was provided with lots of “Heads Up” notice as staff and management
changes were occurring. Team is doing a great job and trust the issues are behind
us.

e Does not have much history with previous changes, but has been pleased with
staff, new hires, and current services

e The previous Co-Leadership model was challenging, but both Shannon and Scott
did a great job. It appears that everything has settled down and stabilized. Felt
that the Board was advised appropriately throughout the changes



fgu% Advance Questions — Board Member Feedback

FGUA has experienced various changes in its management team and parent
ownership in recent years. Are you comfortable with the staff’s
communication, changes, transitions, and additions throughout these
transitions? Are there any specific questions or concerns you would like to
share about this area moving forward?

e Comfortable with changes and communications provided by staff. Transition from
very stable to transition, and we now appear to be stabilized again with strong

staff.
e No concerns with where things stand



Board Response Comment Themes

« Board satisfaction with previous
staff transitions and ownership,
and associated communication.




% Advance Questions — Board Member Feedback

o We are using all of the options that he is aware of that are available to public
utilities, including purchasing materials separately from a construction contract

o We are in a challenging market, and sometimes there are limited bidders. That
said, FGUA is using all of the appropriate options to secure bids and contracts

e | am comfortable that all appropriate tools/approaches are being used and options
are selected as needed based on particular projects/scopes

e Satisfied with portfolio of bidding/service delivery models, and is open to any new
concepts that may be advanced for consideration as needed based on costs/scale

e Can’t think of any models that we do not currently have at our disposal



fgu% Advance Questions — Board Member Feedback

FGUA has made changes in its mixture of Capital Improvement Project bidding
and contract models in recent years. Are there any additional CIP bidding
and/or delivery models you would like to explore to help achieve competitive
pricing and accelerate project completion?

o Satisfied with current mix of options. The Board has provided more flexibility to
staff than what we typically can do in our own Counties with staff sign-offs.
e All good



Board Response Comment Themes

e Current mix of portfolio options for
bidding and capital contract
management is acceptable.




% Advance Questions — Board Member Feedback

o FGUA model is to restore challenging utilities until the host government may want
to reacquire the system in the future. Interim vs. long-term focus. Would like to
develop pros and cons analysis to determine what we may want to do as we
approach the 2031 expiration of operating contracts

e |/fFGUA is designed to be a stopgap utility for struggling utilities that will ultimately
be reacquired by the host government, the current structure makes sense. If not,
and the FGUA is to be a long-term public utility, we should probably re-evaluate
the operating model



% Advance Questions — Board Member Feedback

e Some concerns with “For Profit” structure. Not sure about the duplication of
private contracts with both Accenture for Administrative Services and a second
private agreement with U.S. Water for Operations, which likely results in higher
costs due to duplication of some high-level positions. That said, | don’t have any
recommendations on how to do it differently!

e [he more we grow, the current structure probably needs to be revisited — stand-
alone operation vs. parent company ownership (P3)

e [eels that there will always be a place for FGUA as a trusted partner/utility,
especially given BMAPS, PFAS, efc.



% Advance Questions — Board Member Feedback

e Pasco intends to reacquire systems in the future. That does not mean that we are
not concerned with the long-term structure of FGUA and believes we should
explore the pros and cons of the current versus possible optional structures,
including in-house management/operations vs. contracted services

e Open to discussion of standalone operation, with analysis of pros and cons. The
ultimate question is whether FGUA is going to be a forever, long-term utility or a
transition utility for Counties wanting to reacquire their systems at some point in
the future



% Advance Questions — Board Member Feedback

FGUA operates over a very large geographical service territory — Is the current
structure the best model?

Likes the current P3 structure and does not think that FGUA should become a
standalone utility. If that were to change, the Board would likely need to be much
more involved in day-to-day operations, RFP/Bidding, employee issues, etc. That
said, does not want to wait until we are close to the 2031 contract deadline to start
a conversation about structure and process, but not sure who would do the
analysis of pros and cons — Staff or attorneys?



fgu% Advance Questions — Board Member Feedback

What are your thoughts regarding the long-term outlook for the FGUA? Should
there be a focus on building a more visible, lasting organizational presence,
such as with the acquisition/development of a permanent facility to serve as
the FGUA headquarters/central office, and/or other actions?

e Comfortable with the current P3 structure and not sure what a stand-alone utility
would look like or what it could provide in a better fashion. Not sure that any other
entity could provide the mix of services in our environment and geographical
spread. Open to exploration of pros and cons/options



Board Response Comment Themes

« Recognition that 2031 is not far
away, and the need to start
discussions about what’s next.

» Debate about Interim (P3) vs. Long-
Term Stand-Alone utility models
going forward.

* Open to analysis, but who should
perform such?

* Not sure there are many options
with other providers, given
complexity & geographical spread.




fgu% Advance Questions — Board Member Feedback

» Pleased with the current direction of FGUA in Lee County, and the staff are
taking the appropriate steps to accomplish our goals

* Would like to establish three challenges for staff in the upcoming year in
the Strategic Planning process, with actionable actions to be completed
over the next 3-5 years. Perhaps a review of management structure,
evaluation of financial stability, and Board policy on FGUA services

» More proactive customer outreach, especially in service interruptions, and
they are not generally due to equipment failure — Don’t let our customers
only hear bad news, as we need to share our story and the good work

FGUA is doing



fgu% Advance Questions — Board Member Feedback

» Perhaps further guidance/policy on future system acquisitions. How do
prospective utilities join FGUA, and what is our SOP regarding whether we
should enable a new system to join vs. turning it down?

* Would like some discussions on FGUA’s approach to continuous
iImprovements in our operations

* Development of an FGUA Succession Plan
« Continue current work, in addition to applying for grants to offset costs
* Nothing comes to mind — Keep on doing what we are doing!

« Several septic to sewer conversion profects in Dunnellon with the
assistance of grant funding



Board Overarching Priorities for 2026

 FGUA Succession Plan.

« Board Member Orientation Program

* Metric/SOP Re: when to acquire/decline a
potential new system.

* Proactively communicate FGUA's grants,
awards, and improvements & impact on rates.

« Begin analysis of long-term future/structure of
FGUA.

* Model/Approach to FGUA's continuous
improvements & technology upgrades.

* Develop a well-reasoned Short & Long-Term
Capital Plan for every FGUA Enterprise
System.




Do We Have
Consensus on
FGUA's Future

Direction &
Priorities?
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