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EXECUTIVE COMMITTEE MEETING 
�:�H�G�Q�H�V�G�D�\, May 14, 2025 at ������������a.m. 
1274 Court Street, Redding, CA  96001 

AGENDA  

1. CALL TO ORDER

a. Roll Call

2. PUBLIC COMMENT
Members of the public are invited to address the Commission at this time regarding any item not scheduled
for discussion as part of this agenda, and that are within the jurisdiction of LAFCO. Comments may be limited
to three (3) minutes per person. No action will be taken by the Commission at this meeting as a result of items
presented at this time.

3. AGENDA ADOPTION

a. Agenda – Additions/ Changes

b. ��q�m�V�_�N�m�m�•�����A�^�i�A�V�T�_�����a�_�T�V�J�p�����V�m�J�]�a�m�q�l�N�m

Note: Only the following additions/changes are permitted: (1) to change the order of noticed agenda items,
(2) determine to continue or not consider a noticed agenda item, or (3) discussion/action on an item not
�A�i�i�N�A�l�V�_�T���a�_���p�U�N���i�a�m�p�N�L���A�T�N�_�L�A���V�S���A���L�N�S�_�N�L��statutory emergency situation is determined to exist by majority
vote (G.C. 56954.2(b)(1) and G.C. 54956.5).

4. BUSINESS ITEMS (POTENTIAL ACTION)

a. Adopt Executive Committee Meeting Minutes from March 6, 2025

b. Bank Statements: March and April  2025

c. Planwest Partners Invoices: March and April 2025

d. Banking Service Options

e. June 5, 2025 Regular Commission Meeting Agenda

f. Final FY2025-26 Budget

5. INFORMATIONAL ITEMS

a. CALAFCO Update

b. Status of Current and Future Applications

c. �1�p�A�p�q�m���a�S���"�q�_�V�J�V�i�A�]���1�N�l�v�V�J�N���0�N�v�V�N�w�•���1�i�U�N�l�N���a�S�����_�T�q�N�_�J�N���4�i�L�A�p�N�m

6. COMMISSIONER COMMENTS

7. MEETING ADJOURNMENT



 SHASTA LAFCO 

Executive Committee Meeting Agenda   March 06, 2025  

���S���y�a�q���J�U�a�a�m�N���_�a�p���p�a���a�I�m�N�l�v�N���p�U�N���!�������a���^�N�N�p�V�_�T���I�q�p���w�V�m�U���p�a���^�A�\�N���A���J�a�^�^�N�_�p���a�_���A���m�i�N�J�V�S�J���A�T�N�_�L�A���V�p�N�^�‘���i�]�N�A�m�N��
submit your comment via email by 5:00 p.m. the day prior  to the meeting. Please submit your comment to 
krystle@shastalafco.org.  Your comment will be placed into the record at the LAFCo meeting.  

 

Notice:  
This agenda has been posted at least 72 hours prior to the meeting in a location freely accessible to members 
of the public, in accordance with the Brown Act. The full agenda packet (including staff reports) is also 
available on the LAFC O website at www. shastalafco.org.  

For items appearing on the agenda, the public is invited to make comments at the time the item comes up 
for consideration by the Commission. The Chair will call for public comment as each item is heard by the 
Commission. For items not appearing on the agen da, the public is invited to make comments during the 
Public Comment period for non -agenda items. All speakers are invited to state their names but are not 
required to do so. If you wish to submit written material at the meeting, please supply 10 copies.  

FPPC - Notice to All Parties and Participants in LAFC O Proceedings : 
State law requires that a participant in LAFCo proceedings who has a financial interest in the decision and 
who has made a campaign contribution to any Commissioner in the past year must disclose the contribution. 
If you are affected, please notify LAFCo s taff before the hearing.  

Americans with Disabilities Act:  
Commission meetings are held in a wheelchair accessible facility. Individuals requiring special 
accommodation to participate in this meeting are requested to contact the LAFC O representatives  at (707) 
825-8260. Notification 48 hours prior to the meeting will enable the Commission to make reasonable 
arrangements to ensure accessibility to this meeting.  
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TEL: (707) 825-8260  P.O. Box 4581 
FAX: (707) 825-9181 www.planwestpartners.com  Arcata, CA 95518 

BILL TO: PAY TO: 

 
 
 
 
 

 Shasta LAFCO  Planwest Partners, Inc 
 PO Box 8693 P.O. Box 4581 
 South Lake Tahoe, CA 96158 Arcata, CA 95518 
  Tax ID #: 90-0262382 
  
PROJECT: SHASTA LAFCO PLANNING AND STAFFING SERVICES    MARCH 2025 

Municipal Service Reviews (MSR) / Sphere of Influence (SOI) Updates 
Updated Administrative Draft MSR/SOI Update based on comments received.  Submitted document to legal 
counsel for review. Prepared Public Hearing Draft document with input from Fire Chief and CAO. Drafted staff 
report for inclusion in the April 3rd agenda packet.  
 
Staffing Services 
Responded to public requests for information including the reorganization process for potential city annexation 
and CSD detachment. Reviewed QuickBooks transactions and updated financial records based on current 
expenses. Contacted US Bank about excessive Analysis Service charge. Transferred all server files to online cloud 
storage. Conducted inventory of Redding office in preparation of disposal of assets.  Assessed potential value of 
assets and prepared staff report regarding designation of surplus equipment for next regular commission meeting. 
Finalized proposed FY2025-26 budget and workplan. Drafted staff reports for April 3rd Regular Commission 
meeting and sent print copies to Commissioners upon request.  

Prepared for and conducted March 6th Executive Committee meeting in Redding. Met at the Redding Library with 
representatives from a volunteer fire department regarding potential establishment of a new fire district.  

MSR/SOI Update Amount Due:     $ 2,246.25          
Staffing Services Amount Due:     $ 6,770.12 

GIS Services: $805.00          
TOTAL AMOUNT DUE THIS INVOICE:  $    9,821.37 

(see attached spreadsheets for detailed cost breakdown) 

Staffing Services Contract: $ 114,000.00 
Total Billed to Date: $ 91,940.73      
Amount Remaining: $ 24,814.27    

 

DATE: 03-31-2025 
INVOICE #: 25-135-03 

TOTAL DUE: $ 9,821.37 
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Principal
EO / Senior 

Planner
Associate
Planner

Assistant
Planner

GIS Analyst Expense

Project Task Account C. Santsche K. Brogna S. Wickman A. Chung L. Choy

Hourly Rate $170 $145 $135 $115 $115
MSR/SOI - Review and Analysis $25,000.00 $2,246.25 $24,407.50 $592.50
City of Anderson $0.00 $6,146.25 
CSA #3 and CSA #6 $0.00 $857.50 
CSA #1 - Shasta County Fire 14.50 0.75 0.50 $2,246.25 $16,296.25 
Burney FPD MSR/SOI Update $0.00 $1,035.00 
MSR/SOI Updates $0.00 $72.50 
Staffing Services $84,000.00 $6,770.12 $62,950.73 $21,049.27
General Staffing Services 52006 0.25 10.00 6.50 $2,240.00 $32,128.91 
Accounting 52006 6.50 $942.50 $8,718.75 
Policies and Procedures Update 52006 $0.00 $0.00 
Staff Coordination 52006 $0.00 $785.00 
Noticing, Staff Reports, and Budgeting 52006 9.00 7.75 $98.52 $2,294.77 $8,006.65 
Public / Agency Information Requests 52006 3.00 $435.00 $4,073.75 
Budget Preparation 52006 $0.00 $72.50 
Commission Meetings 52006 $0.00 $4,247.32 
Executive Committee Meetings 52006 3.50 350.35 $857.85 $4,917.85 
GIS Services $5,000.00 $805.00 $1,827.50 $3,172.50
Public/ Agency Information Requests 7.00 $805.00 $1,827.50 
Application Processing / Pre-App Review Expenses Deposit $0.00 $2,755.00 
CSA #4 - Dissolution $0.00 $217.50 
Old Shasta FPD - Formation by Petition $30,000.00 $0.00 $2,465.00 

Staff Hours 0.25 46.50 0.00 15.00 7.50
Total $114,000.00 $42.50 $6,742.50 $0.00 $1,725.00 $862.50 $448.87 $9,821.37 $91,940.73 $24,814.27

Shasta LAFCO Staffing Services - March 2025
Planwest Partners Inc. Hours and Expenses

Budget
Total Cost 

March 2025 
Total Cost 
FY-to-Date

Remaining
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BILL TO: Shasta LAFCO PROJECT: NVOICE # 25-135-03
DATE: 3/31/2025

Account Title Qty Type Description
Cost/ 
Unit Total

Postage 3 Flat-sized 
envelope, priority

Mailer to Commissioner Ryness, Chair Russell, and 
Alternate Commissioner Morgan - Agenda packets $10.10 $30.30

Printing 
(McDonald's 
Budget Printing)

1 8.5" x 11" B&W Printing of two agenda packets (Commissioner 
Lund and Alternate Commissioner Spencer) $34.32 $34.32

Printing 339 8.5" x 11" B&W
Printing of three agenda packets (Commissioner 
Ryness, Chair Russell, Alternate Commissioner 
Morgan)

$0.10 $33.90

$98.52
TOTAL $98.52

Office Supplies

Shasta LAFCO Staffing Services

SUBTOTAL
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TEL: (707) 825-8260  P.O. Box 4581 
FAX: (707) 825-9181 www.planwestpartners.com  Arcata, CA 95518 

BILL TO: PAY TO: 

 
 
 
 
 

 Shasta LAFCO  Planwest Partners, Inc 
 PO Box 8693 P.O. Box 4581 
 South Lake Tahoe, CA 96158 Arcata, CA 95518 
  Tax ID #: 90-0262382 
  
PROJECT: SHASTA LAFCO PLANNING AND STAFFING SERVICES    APRIL 2025 

Municipal Service Reviews (MSR) / Sphere of Influence (SOI) Updates 
Reviewed comments received on CSA #1 MSR/SOI Update and followed up with Fire Chief and CAO. Continued 
drafting Burney FPD MSR/SOI Update. Created draft maps for boundary, land use, and disadvantaged 
communities.  
 
Staffing/GIS Services 
Responded to public requests for information including information on county special districts for CSDA. 
Conducted research on establishment of fire services in northern Shasta County. Reviewed QuickBooks 
transactions and updated financial records based on current expenses. Reached out to potential part-time 
accountant for assistant with reconciling accounts and quarterly review of finances. Prepared for and conducted 
April 3rd Regular Commission meeting at the City of Redding Council Chambers. Prepared and sent out Proposed 
Budget notice to member agencies. Traveled to Temecula, CA for CALAFCO Annual Staff Workshop.  

Continued work with Board of Equalization on boundary discrepancies for CSA #1, Fall River Valley FPD, and 
Burney FPD.  

MSR/SOI Update Amount Due:     $ 1,295.00          
Staffing Services Amount Due:     $ 6,599.94 

GIS Services: $ 1,667.50          
TOTAL AMOUNT DUE THIS INVOICE:  $    9,562.44 

(see attached spreadsheets for detailed cost breakdown) 

Staffing Services Contract: $ 114,000.00 
Total Billed to Date: $ 101,503.17      
Amount Remaining: $ 15,251.83    

 

DATE: 04-30-2025 
INVOICE #: 25-135-04 

TOTAL DUE: $ 9,562.44 
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Principal
EO / Senior 

Planner
Associate
Planner

Assistant
Planner

GIS Analyst Expense

Project Task Account C. Santsche K. Brogna S. Wickman A. Chung L. Choy

Hourly Rate $170 $145 $135 $115 $115
MSR/SOI - Review and Analysis $25,000.00 $1,295.00 $25,702.50 -$702.50
City of Anderson $0.00 $6,146.25 
CSA #3 and CSA #6 $0.00 $857.50 
CSA #1 - Shasta County Fire 1.00 $145.00 $16,441.25 
Burney FPD MSR/SOI Update 10.00 $1,150.00 $2,185.00 
MSR/SOI Updates $0.00 $72.50 
Staffing Services $84,000.00 $6,599.94 $69,550.67 $14,449.33
General Staffing Services 52006 12.00 13.25 $1,222.00 $4,485.75 $36,614.66 
Accounting 52006 5.50 $797.50 $9,516.25 
Policies and Procedures Update 52006 $0.00 $0.00 
Staff Coordination 52006 $0.00 $785.00 
Noticing, Staff Reports, and Budgeting 52006 $0.00 $8,006.65 
Public / Agency Information Requests 52006 3.00 $435.00 $4,508.75 
Budget Preparation 52006 0.50 35.64 $108.14 $180.64 
Commission Meetings 52006 3.00 $338.55 $773.55 $5,020.87 
Executive Committee Meetings 52006 $0.00 $4,917.85 
GIS Services $5,000.00 $1,667.50 $3,495.00 $1,505.00
Public/ Agency Information Requests 14.50 $1,667.50 $3,495.00 
Application Processing / Pre-App Review Expenses Deposit $0.00 $2,755.00 
CSA #4 - Dissolution $0.00 $217.50 
Old Shasta FPD - Formation by Petition $30,000.00 $0.00 $2,465.00 

Staff Hours 0.00 25.00 0.00 23.25 14.50
Total $114,000.00 $0.00 $3,625.00 $0.00 $2,673.75 $1,667.50 $1,596.19 $9,562.44 $101,503.17 $15,251.83

Expenses
Mileage (mi@0.70/mi) 260mi $182.00
Hotel & Meals (Commission Meeting) $156.55
Hotel (CALAFCO Workshop) $597.00
Printing & Postage (see separate sheet for detail) $35.64
Registration (CALAFCO Workshop) $625.00

Total $1,596.19

Shasta LAFCO Staffing Services - April 2025
Planwest Partners Inc. Hours and Expenses

Budget
Total Cost 
April 2025 

Total Cost 
FY-to-Date

Remaining
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BILL TO: Shasta LAFCO PROJECT: NVOICE # 25-135-04
DATE: 4/30/2025

Account Title Qty Type Description
Cost/ 
Unit Total

Office Supplies 36 Standard 
envelope Proposed Budget Mailing 04/24/25 $0.05 $1.80

Office Supplies 6 Label sheet Proposed Budget Mailing 04/24/25 $0.30 $1.80

Postage 36 Standard postage 
(metered) Proposed Budget Mailing 04/24/25 $0.69 $24.84

Printing 72 8.5" x 11" B&W Proposed Budget Mailing 04/24/25 $0.10 $7.20

$35.64

TOTAL $35.64

Office Supplies

Shasta LAFCO Staffing Services

SUBTOTAL
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 FY 2025-2026 Shasta LAFCO Budget

 FY 2022/23 FY 2023/24
FY 2023/24
Amended

FY 2023/24
Actuals

FY 2024/25
Adopted

FY 2024/25
8-mo Actual

Final
FY 2025/26

%
difference

CD Interest $0 $0 $0 $0 $0 $381 $0
Savings Interest $7 $0 $1 $0
Funding Agencies' Apportionments 

$68,200 $69,500 $69,500 $69,500 $70,500 $70,500 $71,900 2.0%
$68,200 $69,500 $69,500 $69,500 $70,500 $70,500 $71,900 2.0%
$68,200 $69,500 $69,500 $69,500 $70,500 $70,500 $71,900 2.0%

$204,600 $208,500 $208,500 $208,500 $211,500 $211,500 $215,700 2.0%
$204,600 $208,500 $208,500 $208,500 $211,500 $211,882 $215,700 2.0%

Increase from prior FY 0% 2% ~ ~ 1.44%  ~ 1.99%

Employer Expenses
$32,800 $35,000 $1,000 $1,550 $0 $0 $0
$50,498 $50,498 $50,498 $50,498 $50,500 $50,498 $50,500 0.0%
$6,030 $6,300 $300 $84 $0 -$84 $0

$89,328 $91,798 $51,798 $52,132 $50,500 $50,414 $50,500 0.0%
$89,328 $91,798 $51,798 $52,132 $50,500 $50,414 $50,500 0.0%

$52,500 $57,500 $84,000 $87,742 $84,000 $64,591 $86,000 2.4%
$25,660 $20,260 $19,000 $21,815 $25,000 $14,991 $28,000 12.0%
$4,000 $4,500 $4,500 $2,475 $5,000 $218 $5,000 0.0%

Total EO and Staffing Services $82,160 $82,260 $107,500 $112,032 $114,000 $79,799 $119,000 4.4%
Legal Counsel Services $10,000 $12,500 $12,500 $11,161 $12,500 $2,669 $12,500 0.0%

$720 $120 $2,000 $2,000 $777 $2,000 0.0%
$250 $750 $3,000 $1,124 $2,000 $109 $2,000 0.0%

$5,500 $0 $8,500 $525 $8,500 $0 $8,500 0.0%
$98,630 $95,630 $133,500 $124,843 $139,000 $83,354 $144,000 3.6%

Rent $7,200 $7,200 $7,200 $7,800 $7,200 $4,800 $600 -91.7%
$140 $0 $150 7.1%

$1,620 $1,620 $2,500 $1,537 $1,620 $1,397 $150 -90.7%
Tools/ Equipment/ Software $0 $1,012 $1,500 $1,209 $1,230 -$246 $1,300 5.7%
Storage Space $0 $0 $0 $0 $1,800 New
Office Supplies Expense $950 $1,300 $1,000 $102 $600 $100 -83.3%
Postage, Shipping & Printing $640 $600 $600 $610 $700 14.8%

$10,410 $11,732 $12,800 $10,648 $11,400 $5,950 $4,800 -57.9%

$300 $300 $300 $277 $300 $157 $500 66.7%
Conferences/ Sponsorships $0 $0 $0 $0 $0 $0 $5,000 New

$3,650 $4,000 $4,000 $7,993 $4,000 $0 $4,200 5.0%
$0 $0 $1,250 $1,300 $1,351 $1,500 15.4%

$3,900 $3,900 $3,712 $9,316 $3,800 $0 $4,000 5.3%
$1,000 $1,140 $1,140 $139 $1,200 $93 $1,200 0.0%

Total Memberships & Fees $8,850 $9,340 $10,402 $17,725 $10,600 $1,601 $16,400 54.7%
$207,218 $208,500 $208,500 $205,348 $211,500 $141,319 $215,700 2.0%

-$2,618 $0 $0 $3,152 $0 $70,564 $0
Contingency Fund

Contingency Deposit $0 $0 $0 $3,152 $0 $0 $0
Contingency Withdrawal $2,618 $0 $0 $0 $0 $0 $0

$6,186 $6,186 $6,186 $9,338 $9,338 $9,338 $9,338

1 - Annual payment for prior executive officer retirement plan. As of FY2025-26 there are two more annual payments.

APPLICATION COSTS
FY2021-22

Actuals
FY2022-23

Actuals
FY2023-24

Actuals
FY2024-25

8-mo Actuals

Application Fees 22,563.38 $54,986.97 $3,280.00 $3,226.00
Other 0.00 $0.00 $0.00 $0.00

TOTAL REVENUES $22,563.38 $54,986.97 $3,280.00 $3,226.00

Staff Time $16,317.32 $26,220.00 $22,197.50 $2,320.00
Legal Services $1,320.00 $3,077.00 $0.00 $0.00
CDFW Fees $1,150.00 $81.00 $0.00 $0.00
BOE Filing Fees $0.00 $0.00 $0.00 $4,885.00
Public Hearing Notice $479.75 $341.00 $0.00 $0.00
Other $874.68 $92.00 $0.00 $0.00

TOTAL EXPENSES $20,141.75 $29,811.00 $22,197.50 $7,205.00
Total Gain/ (Loss) $2,421.63 $25,175.97 ($18,917.50) ($3,979.00)

Executive Officer and Clerk

PO Box Rental

Executive Officer & Staffing Services 

Bank & Transfer Fees

CALAFCO Membership

Communications (Phone/Internet)

MSR/SOI Preparation
GIS Services

Clerk/Administrator 
CalPERS Annual Payout 1

Employer Taxes 

Special Districts 
Total Apportionments

TOTAL REVENUES

Payroll, Benefits & Retirement Payout

Legal Notices

Memberships and Fees

Website Hosting and Maintenance 
Information/Technology (IT) Services 
Fiscal Audit Services (Biannual) 

SDRMA Liability Insurance
CSDA Membership

REVENUES

EXPENSES

BUDGET CATEGORIES 

Cities 
Shasta County 

REVENUES

EXPENSES

Contingency Balance

TOTAL EXPENSES
Total Gain/(Loss)

Total Office Services & Supplies

Total Employer Expense
Total Payroll, Benefits & Retirement
Professional Services

Total Professional Services
Office & Supplies

Page 1 of 1
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Strengthening Communication 
& Collaboration for

PLANNING RETREAT
SUMMARY REPORT

March 20–21, 2025
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Executive Summary
The CALAFCO Board of Directors, Regional Officers, and Legal Counsel 
gathered in Sacramento on March 20–21, 2025, for a two-day planning 
retreat. Purposes of the retreat were to reflect on the organization’s 
evolution, reaffirm its core values and mission, examine and commit to 
good governance practices, and advance a renewed focus on transparent 
communication and unified leadership.

Board members in attendance included Jaron Brandon (day one), 
Virginia Chang-Kiraly, Kimberly Cox, Gay Jones, Gordon Mangel, Paul 
Minchella, Anita Paque, Wendy Root-Askew, and Josh Susman. Regional 
Officers and Legal Counsel included José Henríquez (Interim Executive 
Director), Steve Lucas, Joe Serrano, Adriana Romo, Clark Alsop (day 
one) and Paula deSousa. 

Also in attendance on day one was Jeni Tickler (Interim Administrative 
Assistant), Jeren Batchelder-Seibel of Marin LAFCO, and Michelle 
McIntyre of Placer LAFCO. Kate McKenna of Monterey LAFCO attended 
both days. Member LAFCO staff present were invited to engage in most 
of the activities and discussions throughout the day.

Day one of the retreat was facilitated by Pamela Miller, Miller Consulting 
Group, and day two by Erin LaCombe, CV Strategies.

Pamela Miller
Owner & Chief Engagement Officer, Miller Consulting Group 
pmiller@millermcg.com  |  916-850-9271  |  millermcg.com

Erin LaCombe
President, CEO & Founder, CV Strategies
erin@cvstrat.com  |  760-641-0739  |  cvstrat.com
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The Road To Today
The  group began the retreat by establishing shared norms, setting the tone for open dialogue, mutual 
respect, and productive collaboration throughout the two days. Participants reviewed CALAFCO’s 54-
year history and reflected on the organization’s recent challenges by creating symbolic headlines. These 
illustrated a shared recognition of past conflict and a renewed commitment to a united future. 

These headlines reflect individual retreat participant perspectives shared during the session. They do not 
reflect the collective perspective or experience of all participants. 

2024 Headlines
• CALAFCO faces challenges 
• Failure to communicate
• CALAFCO Board votes to ignore and isolate 

the executive officers and their members
• Personal agendas and egos threatened state 

land use planning policy
• 1925 Telegraph wires cut - 2025 no cell service
• Leadership collusion and mismanagement 

causes several LAFCOs to leave statewide 
organization

• Why CALAFCO?
• CALAFCO members weigh value of continued 

membership amidst divisive decision making
• Storm clouds over CALAFCO
• Not dead yet! CALAFCO working to rise from 

the ashes like the phoenix
• Dumpster fire only 10% contained
• Destruction, terror and mayhem befalls 

CALAFCO
• Good governance takes a hit, CALAFCO in 

crisis
• CALAFCO chaos
• CALAFCO loses sight of who it works for 

and why
• CALAFCO has wakeup call

2025 Vision Headlines
• 55 years strong - CALAFCO representing all 

58 counties 
• CALAFCO Executive Director welcomes the 

58th LAFCO into the fold
• CALAFCO welcomes back members
• CALAFCO group unites on legislative priorities
• CALAFCO is the most prevalent voice for 

good government in California
• CALAFCO is stronger than ever!
• A rejuvenated CALAFCO celebrates legislative 

win! LAFCOs now have the power to annex!
• CALAFCO is back and better than ever
• CALAFCO trust is back
• CALAFCO commits to strong, smart planning 

and governance
• CALAFCO is back stronger than ever

DAY ONE: Looking Back,
 Moving Forward 
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Lessons Learned 
Participants identified critical takeaways from the past year: 

• Moving forward, no 
unfiltered communication

• Need fully transparent 
communication 

• Respect institutional 
knowledge

• Ensure balanced 
presentations on issues

• Be open to new ideas
• Respect the 

organizational culture 
and each other

• Remember the 
2009 upheaval

• Listen to the 
warning signs

• Everyone needs 
to express specific 
concerns not just general 
dissatisfaction

• Understand the roles of 
the Executive Officers 
and the Board

• The Executive Officers 
and the Board should 
have worked towards 
the same goal

• We need to listen to 
our customers

• We need more 
communication 
channels so that we 
can connect with our 
members – understand 
how they want to be 
communicated with

• There are structural 
issues creating trust 
issues - Executive Officers 
need to have trust in the 
Executive Director, staff, 
and Regional Officers

• We cannot marginalize 
any voice as all voices 
are important

• The Board is not listening 
to executive officers

• The Board needs to own 
and fix it
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The Road Ahead
Focus shifted to a forward-looking view. The road ahead for CALAFCO must be paved with purpose, meaningful 
values, positive culture, leadership and good governance, and innovative and inclusive reinvention. These were 
the themes for the remainder of the retreat.

Purpose/Mission/Values
Mission: As a 501(c)(3) nonprofit organization, 
CALAFCO supports LAFCOs by promoting efficient 
and sustainable government services based on local 
community values through legislative advocacy and 
education.
Values: The underlying values that define our 
organization are dependability, efficiency, honesty, 
and transparency.

The Board reaffirmed the mission and the values adopted in April 2023 and was asked to reflect on the ways 
in which CALAFCO was fulfilling its purpose, how the values had been demonstrated by the Board during the 
past year, and what needs to be done differently to refocus on the mission and values.

How CALAFCO is fulfilling 
its purpose:

• Doing the basics
• Offering some education through the 

existing online training library, conference, 
workshop, LAFCO 101

• Provide a space to discuss issues and bring 
LAFCOs together

• Supporting and enacting legislation and 
moving new bills forward

• Leadership doing self-reflection in trying to 
fulfill the purpose

• CALAFCO is still here with some brand value
• Given the uniqueness of LAFCOs and 

CALAFCO, there is still networking value

 

What needs to be done differently:
• Examine “WHY”, “HOW”, and “WHAT” of 

our communication
• Review the “HOW” of our 

educational offerings
• Walk the talk of our values
• Right size expectations (i.e. goals, revenue 

projections)
• Identify how to hold ourselves accountable, 

then do it
• Increase engagement with our 

member LAFCOs
• Be mindful of our language and use 

positive lenses
• Find ways to work together and 

acknowledge our shared commitment
• The entire Board needs to be engaged
• Discuss issues using effective conflict and 

disagreement tools
• Learn to control the Board’s space and how 

we work in it to ensure effectiveness
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Building Positive Culture

Leadership and Governance 
Several aspects of leadership and good governance were examined. First, the Board reviewed the Board 
member duties and job description adopted in April 2024, with the facilitator noting it contains nothing 
regarding accountability. It was determined the job description would be part of the comprehensive review of 
policies and procedures. 

Work was done to identify the distinctions between CALAFCO roles and LAFCO roles. Additionally, there 
were meaningful conversations about the impacts of their leadership roles and the decisions that are made, 
culminating in everyone making a personal commitment to responsible leadership. 

The group outlined traits they want CALAFCO’s organizational culture to embody: 

Open minded

Open and transparent

Honesty and integrity

Disagree respectfully

Problem solving

Focus on the greater good

Family

Forthright

Inclusive

Get “it” done

Professionalism

A-political

Fully engaged Board

Mission driven

Respectful

Dedicated

Having grace

Regional accessibility

Recognize the knowledge 
and value the Executive 
Officers bring
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Roles and Responsibilities
To assist the Board and staff in distinguishing the differences in their roles and responsibilities serving CALAFCO 
versus their local LAFCO, in small groups (the Board was divided into three groups and staff was their own 
group) they identified and discussed the differences (as noted below). Each group reported out to the larger 
group for a broader discussion. Everyone was reminded the two roles are distinctly different and to ensure 
good governance, clarity on roles and responsibilities is critical. 

How is your role as a CALAFCO Board Member different from your role as a LAFCO Commissioner?

CALAFCO Role LAFCO Role
We’re a bridge We’re a bridge
Broader focus Narrower focus

State level influence Support CALAFCO legislative efforts 

Accountable to member LAFCOs Accountable to our own LAFCO and the 
County in general

Help LAFCOs meet their obligations and be a 
resource for EOs & Commissioners

Help safeguard open space, ag land, safe & 
adequate water/wastewater, & other municipal 

services; ensure orderly development
Avoid conflicts of interest Avoid conflicts of interest 

Actively participate Actively participate
Be prepared Be prepared

Truth & transparency Truth & transparency
Understanding Understanding
Communication Communication

Responsibility to be aware of broader 
statewide issues Provide county-wide equity

Ensure “value-added” for the membership Study and be prepared
Participate in the annual conference Have concise meanings

Oversee the Executive Director Responsive to public input
Be transparent with the membership
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How is your role as a CALAFCO Regional Officer / Legal Counsel different from your role as a LAFCO 
Officer / Legal Counsel?

CALAFCO Role LAFCO Role
Peer-to-peer Staff-to-local agencies

Offering legal advice with a statewide lens Offering legal advice with a countywide lens

Less legal restrictions Conservative legal advice due to the public nature of 
the agency

Represent the entire state’s LAFCO staff Exclusively recommend actions to the Commission 
who are accountable to local citizens

Limited control over functions and operations 100% controlled

Observatory role In the trenches role
Strategic Reactive

Roles and Responsibilities

The impact of the leadership role and decisions made
The focus shifted to the significance of the impact each Board member, Regional Officer, and Legal Counsel 
can make on CALAFCO during their tenure. The group reflected on the average tenure of Board members and 
Regional Officers. 

Each person focused on how they will positively 
contribute to achieving CALAFCOs purpose and to 
building the organizational culture they and their 
member LAFCOs desire in their tenure as a Board 
member, Regional Officer and Legal Counsel. Each 
identified their personal commitment and shared it 
in the large group.

Specifically, they were asked: 
Given the average tenure of a CALAFCO Board 
member and Regional Officer, how will you use your 
limited time to make a positive impact? What is the 
highest and best use of your efforts, energy, and time 
in advancing CALAFCO’s purpose? What are you 
willing to commit?

Position Total 
Number

Average 
Tenure

Volunteer Executive Officer 
(since 1988) 12 3.2 yrs

Volunteer Deputy Executive 
Officer (since 1988) 27 2.8 yrs

Volunteer Officers Total 
(since 1988)
No. LAFCOs represented

31

20
3.7 yrs

Volunteer Officers total 
since 2010 (regionalization)
No. LAFCOs represented

20

17
3.6 yrs

Board Member (since 1988)
No. LAFCOs represented

139
42

4.1 yrs

Board Member - since 2010 
(regionalization)
No. LAFCOs represented

68

36
3.8 yrs

8
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Board Member Commitments 
Jaron Brandon - Be available 
to all central and other regional 
representatives and staff. Honest 
& transparent discussion on issues. 
Present bold structural reform 
ideas to ensure we are targeted, 
cost efficient, and effective. Join 
legislative advocacy efforts in 
Sacramento. Make the motion to 
move the conversations along. 

Virginia Chang-Kiraly - Build 
CALAFCO into an influential state 
organization that is listened to 
by elected officials at all levels, 
especially at the state level, and 
affect balanced policies and 
positive change for Californians. 
Provide LAFCO professionals 
with the resources they need to 
flourish in a productive, innovative, 
and empowering environment to 
achieve CALAFCO’s mission and 
ultimately serve Californians.

Kimberly Cox - Provide honest 
feedback. Be willing to have the 
difficult conversations. Be open-
minded and optimistic about the 
future of CALAFCO and its value to 
the membership.

Gay Jones - Develop an outreach 
plan with CALAFCO members to 
connect with state Senators and 
Assemblymembers.

Gordon Mangel - Be part of the 
solution. Be involved, present and 
participate.

Paul Minchella - Ensure that all 
information is shared completely 
and truthfully to all involved in a 
timely manner.

Anita Paque - Provide education for 
commissioners and staff through 
the conference program. Listen 
to members’ concerns and ideas 
and work to keep the good and 
change the negative. Be active in 
the organization and participate in 
CALAFCO meetings and activities.

Wendy Root-Askew - Recognize 
my own limited capacity to engage 
and not take on more than I can 
commit to. Remain engaged and 
fully committed to the process 
we are undertaking to evaluate 
and navigate forward. Recruit 
new Board members who want 
to help us move forward. Serve 
in Board leadership at the will of 
the Board and our membership. 
Listen carefully to Executive Officer 
members for direction via the 
evaluation performed by Pamela 
and transparently implement 
changes for benefit of the greater 
good. Fight to keep LAFCO 
legislation intact at the state level

Josh Susman - Continue to exceed 
the average tenure of a CALAFCO 
Board member with the support of 
my LAFCO and CALAFCO in order 
to continue the future success of 
CALAFCO.

Regional Officer and Legal Counsel Commitments 
José Henríquez - Leave the interim Executive Director 
role better than how I found it. Do what I can to support 
members. Do better with transparency and rebuild 
trust. Be a resource to the next interim Executive 
Director and permanent Executive Director and the 
next generation of Regional Officers.

Steve Lucas - Engage all staff, especially junior staff, to 
actively participate in CALAFCO and build professional 
development goals to the benefit of all of us.

Adriana Romo - Bury the hatchet and strive to improve 
the organization by being kind and working well with 
each other for the common good.

Joe Serrano - Actively connect with member LAFCOs 
by providing regular updates, informing them about 
upcoming events and proposed actions, and offering 
debriefs so they are fully aware of CALAFCO activities.

Clark Alsop - Help the organization have the ability to 
aid LAFCOs in their state mandated mission.

Paula deSousa - Serve as council on legal issues 
and provide my input as appropriate on issues 
communicated by all levels of the LAFCO community, 
for the benefit of the LAFCO community.

9
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The group reviewed the realities of the immediate future then discussed specific matters of structure and 
membership. Below are the various ideas that came from the brainstorming session and do not necessarily 
reflect consensus or agreement of the retreat participants or full Board. Consideration may or may not be 
given to certain ideas, as is the case with any brainstorming session. 

Structure 
• Hold open the current structure and Board 

seats and keep them vacant
• Look at the number of Board members in the 

southern region
• Create an ad hoc finance working group to 

look at CALAFCO’s revenue and expenses, 
or have the executive committee do it

• Cut expenses to reduce dues / don’t cut 
the budget 

• Dissolve the executive committee
• Appoint Board and Regional Officer 

vacancies / leave vacancies open 
until October 

• Separate out the functions of administration, 
finance, policy, and lobbying / need one 
strong person as the face of CALAFCO

• Reverse the roles of Board members and 
Regional Officers

• Need a powerful person at the Capitol and 
with our sister orgs

• We need an Executive Director that is good 
at building relationships

Membership 
• Activate the membership advisory 

committee
• Keep unification a priority - the goal is to 

have 58 unified LAFCOs. Try to bring them 
back and continue to collaborate

• We need a serious conversation about what 
value we provide members

• Offer the four LAFCOs that are leaving a 
year of free dues / don’t offer

• Offer member rates to all LAFCOs  who are 
no longer members for the 2025 conference

A View of the Future 

10
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Immediate 
Action Items 
The following items received unanimous support and were 
added to the April 4, 2025 Board agenda for ratification:

1. Appoint a Northern Region County Board member to 
fill the unexpired term

2. Launch a search for an Interim Executive Director (up to 
a one year contract)

3. Offer membership registration rates to all non-member 
LAFCOs for the 2025 annual conference

4. Approve the attendance and non-voting participation 
of CALAFCO Regional Officers in all Executive 
Committee meetings.

5. Maintain the current regional structure 

11

The first day of the retreat closed with a powerful reflection on CALAFCO’s journey, 
acknowledging past challenges while embracing a renewed sense of purpose, unity, and 

responsibility. Energized by this clarity, participants committed to begin Day Two by setting 
bold, immediate priorities and directing the creation of a six-to-nine month action plan to help 
guide CALAFCO into a stronger, more connected future. The action plan is included as 
Attachment A.
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On the second day of the CALAFCO Board Retreat, participants focused on the central role of 
communication in restoring trust, strengthening relationships, and driving organizational effectiveness. 
Through shared norms and intentional dialogue, leaders recognized that how CALAFCO communicates—
internally and externally—is foundational to its culture, credibility, and future success.

Rebuilding Through Communication
Recognizing that fractured communication contributed to recent organizational strain, the day began 
with a shared objective: to equip CALAFCO’s leadership with the tools to foster trust, accountability, 
and effective communication. The group acknowledged that communication breakdowns—when left 
unaddressed—can erode member confidence, impede collaboration, and compromise mission delivery.

Key themes explored throughout the day included:

GETTING ON THE SAME PAGE: Establishing 
consistent language, shared facts, and clear 
messaging expectations across all levels of the 
organization.

RESTORING TRANSPARENCY: Prioritizing 
proactive, open communication—especially 
around sensitive or transitional matters.

ENCOURAGING PARTICIPATION: Ensuring 
that all voices are heard and respected 
through more inclusive and responsive 
outreach practices.

MANAGING DISAGREEMENT 
PRODUCTIVELY: Leaning into courageous 
conversations with honesty and 
professionalism rather than avoidance or 
reactivity.

The session was grounded in a shared 
understanding: communication is not a side 
function. It is core to governance.

DAY TWO: Communication, 
 Culture & Reconnection 

13
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Workshops and Analysis 
As part of the communication reset, participants took part in hands-
on workshops and a deep SWOT analysis focused on key message 
development, audience segmentation, and common communication 
challenges. Working both independently and in small groups, they refined 
CALAFCO’s core messages, identified priority audiences, and explored 
real-world scenarios that had previously led to misunderstanding or 
disengagement. These exercises helped align leaders around a shared 
voice and revealed practical ways to tailor communication approaches 
to meet different stakeholder needs—from Executive Officers to state 
legislators to the general public.

Tools for a New Culture of Communication
Several priorities were introduced and explored to support CALAFCO’s communication reset:
1. Strategic Communication Framework

The elements of a draft framework were presented to help align internal and external messaging with 
CALAFCO’s core values of trust, transparency, and professionalism. The Strategic Communication 
Framework will include:
• Clear key messages that reflect CALAFCO’s purpose and voice
• Communication channels connected to specific audiences
• Feedback loops to assess member sentiment and improve engagement
• Guidance on message timing, approval, and delivery

CV Strategies is currently drafting the Strategic Communication Framework, which will be available for the 
Board’s review in July 2025.

2. Communication Norms & Agreements
The group reviewed and reaffirmed a set of communication norms designed to foster a productive and 
respectful culture. Highlights include:
• Assume best intentions
• Practice presence and listen to learn
• Speak honestly and with respect
• Share space equally and lean into courageous conversations

3. Communications Code of Conduct
The Board committed to adopting a Communications Code of Conduct that will integrate into their broader 
organizational code. This will reinforce CALAFCO’s values in everyday interactions. It sets expectations for:
• Professionalism and preparation
• Clarity and transparency
• Respectful discourse, even amid disagreement
• Confidentiality and appropriate use of communication channels

Participants emphasized that communication cannot be one-directional. These sessions are designed 
to make space for two-way engagement and rebuild a sense of trust and shared ownership in 
CALAFCO’s future.

CV Strategies is currently drafting the Communications Code of Conduct, which will be available for the 
Board’s review in July 2025. This Code of Conduct will be incorporated into the Board’s overall Code of 
Conduct being developed by Miller Consulting Group.
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Applied Communications: 
Role Play and Results 

The retreat featured interactive sessions designed to move beyond 
theory and into practice. Through guided discussions and small-group 
activities, participants explored real-world communication challenges and 
identified practical ways to apply CALAFCO’s principles in governance. 
These sessions helped test messaging strategies, reflect on tone and 
delivery, and build awareness of how language, posture, and assumptions 
shape trust.

Roleplaying exercises proved especially valuable in preparing leaders for 
difficult conversations—whether addressing misinformation, managing 
conflict, or repairing strained relationships. By stepping into past 
communication breakdowns, participants built confidence, deepened 
empathy, and strengthened their ability to respond with professionalism 
and clarity. These exercises reinforced that effective communication 
depends not only on what is said, but on how it’s received—and whether 
it fosters respect, trust, and shared understanding.

Outcome: A Shared 
Commitment
The two-day retreat marked a pivotal step toward rebuilding CALAFCO’s 
internal culture and reconnecting its full network of 58 member LAFCOs. 
As the organization navigates leadership transition, member relations, 
and other strategic efforts, this renewed commitment to communication 
will serve as a compass for the work ahead.

Attachment A: Six-to-Nine Month Action Plan
Attachment B: Communications SWOT Analysis 

By the close of Day Two, CALAFCO’s leaders had united 
around a vision for communication that is not just effective, but 

meaningful. The day concluded with the unanimous understanding 
that clear, inclusive, and transparent communication must be 
embedded in everything CALAFCO does—from Board 
decisions to member outreach to legislative advocacy.
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Pamela Miller
Owner & Chief Engagement Officer, Miller Consulting
pmiller@millermcg.com  |  916-850-9271  |  millermcg.com

Six- to Nine-Month Action Plan Monthly updates on progress of the action 
plan will be included as part of this plan.

IMMEDIATE Q2 – 2025 Q3 – 2025 Q4 – 2025 2026

In ProgressPending Start Completed

Hire Interim 
Executive Director
Lead: CALAFCO
Note: Approved at 
4/4/25 Board 
meeting

Re-establish 
CALAFCO U 
Lead: CALAFCO

Conduct LAFCO 
Staff Focus Group 
Lead: Miller MCG & 
CALAFCO
Note: At Workshop

Support 
Legislative 
Committee 
Lead: CALAFCO

Conduct Focus 
Groups
Lead: Miller MCG & 
CALAFCO
Deadline: 6/30/25
Note: Include All 
4 Regions for LAFCO 
Commissioners 
& Staff
Progress: Scheduling 
underway as of 
4/7/25

Conduct 
Comprehensive 
Review of 
Structures
Lead: Miller MCG
Deadline: 7/31/25
Note: Includes 
Regional, Board, 
Regional Officers, 
Dues & Committees  

Conduct Review of 
Bylaws & Policies
Lead: Miller MCG
Deadline: 7/31/25

Conduct Cultural 
Assessment
Lead: Miller MCG & 
CALAFCO
Note: Distribute 
online survey access 
by 4/30/25

Adopt CALAFCO & 
Board Code of 
Conduct
Lead: Miller MCG & 
CALAFCO

Adopt 
Communications 
Code of Conduct
Lead: CV Strategies 
& CALAFCO

Develop 
Communications 
Framework
Lead: CV Strategies

Schedule 2026 
CALAFCO U 
Sessions
Lead: CALAFCO
Note: Should launch 
with the 2026 annual 
calendar

Continue 
Membership 
Engagement/ 
Input on 
Recommended 
Reforms
Lead: Miller MCG & 
CALAFCO
Note: For potential 
adoption of bylaws 
changes at annual 
meeting

Conduct Annual 
Business Meeting
Lead: CALAFCO
Note: 10/23/25

Conduct 2026 
CALAFCO U 
Sessions
Lead: CALAFCO

Recruit & Hire 
Permanent 
Executive 
Director
Lead: CALAFCO 
&  Miller MCG

Activate Membership 
Advisory Committee
Lead: CALAFCO

Develop Reform 
Recommendations
Lead: Miller MCG 
Deadline: 7/31/25
Note: Following 
completion of all 
feedback, analysis & 
research

Adopt Board Meeting 
Rules of Order
Lead: Miller MCG & 
CALAFCO
Deadline: 7/31/25

Solicit Legislative 
Proposals from 
Member LAFCOs
Lead: CALAFCO
Deadline: 8/31/25
Note: For 2026 
Legislative Year

Solicit LAFCO 
Staff Volunteers For 
Legislative 
Committee
Lead: CALAFCO
Deadline: 8/31/25
Note: For the 2025-26 
Legislative Committee

Conduct Two 
CALAFCO U Sessions
Lead: CALAFCO
Progress: Planning 
underway

Develop 
Communication 
Plan For 
Distribution of 
Report and 
Recommendations 
Lead: Miller MCG, 
CV Strat, CALAFCO
Note: To disseminate 
information 
Association-wide

Distribute Report & 
Recommendations 
For Change
Lead: Miller MCG & 
CALAFCO
Note: Of comprehensive 
review, feedback and 
recommendations to 
Board & membership 

Board Meeting 
Lead: Miller MCG & 
CALAFCO
Note: To adopt 
recommended reforms 
& approve support of 
recommended bylaws 
changes on 7/25/25

Membership 
Engagement/ Input 
on Recommended 
Reforms
Lead: Miller MCG & 
CALAFCO
Note: For potential 
adoption of bylaws 
changes at annual 
meeting

An outcome of the Board retreat, March 20-21, 2025
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SWOT

-

This Communications SWOT Analysis was developed during the CALAFCO Board 
Retreat to assess internal and external communication challenges and identify 
opportunities to strengthen trust, transparency, and organizational alignment.
Note: This SWOT analysis is based on participant input from the CALAFCO Board Retreat held on 
March 21, 2025, and reflects individual perspectives shared during the session.  It is not a product of 
facilitated assessment or external evaluation.

STRENGTHS 
CALAFCO’s communications 

foundation has strengths 
to build upon

 ▶ UNIFIED VOICE – Represents all 58 
LAFCOs at the state level, reinforcing 
statewide impact and advocacy reach.

 ▶ ESTABLISHED TOOLS –  
Communication channels include 
newsletters, website, listservs, board 
packets, annual events, and third-
party partners.

 ▶ COMMITTED MEMBERSHIP –  
Leaders and members remain 
passionate about CALAFCO’s mission 
and are engaged in strengthening 
the organization.

 ▶ HISTORICAL CREDIBILITY – 
CALAFCO has a longstanding 
reputation as a reliable source 
of education, advocacy, and 
collaboration.

 ▶ CORE VALUES ALIGNMENT –  
Members broadly support the stated 
values of dependability, efficiency, 
honesty, and transparency.

WEAKNESSES
Communication breakdowns have 

created gaps in trust and consistency

 ▶ INCONSISTENT MESSAGING –  
Misalignment among Board, staff, and 
Regional Officers has led to mixed 
messages and misunderstandings.

 ▶ EROSION OF TRUST – Exclusion 
of key voices and lack of transparency 
have weakened relationships with 
some member LAFCOs.

 ▶ UNDEFINED COMMUNICATION 
PROTOCOLS – Roles, 
responsibilities, and approval 
processes are unclear across 
communication efforts.

 ▶ LIMITED MEMBER FEEDBACK 
LOOPS – No consistent process 
exists for collecting and integrating 
member feedback.

 ▶ OVERRELIANCE ON INFORMAL 
CHANNELS – Word-of-mouth and 
backchannel communications have 
undermined official messaging.

OPPORTUNITIES 
Strategic improvements in 

communication can support culture 
change and stronger engagement

 ▶ STRATEGIC FRAMEWORK 
IMPLEMENTATION – The proposed 
framework will standardize key 
messages, identify target audiences, 
and outline preferred channels.

 ▶ REINFORCE CULTURE 
WITH COMMUNICATION 
NORMS – Codifying respectful, 
clear, and inclusive communication 
behavior through adopted norms and 
the Code of Conduct.

 ▶ MODERNIZE TOOLS AND 
PROCESSES – Introduce updated 
digital tools, responsive email formats, 
and real-time feedback options.

 ▶ HOST LISTENING SESSIONS –  
Regional focus groups will gather 
input from members, shaping 
CALAFCO’s communication strategy 
and reinforcing statewide unity.

 ▶ LEADERSHIP TRANSITION 
AS RESET POINT – The search 
for a new Executive Director offers 
a chance to reestablish CALAFCO’s 
communication tone and priorities. 

THREATS
Without proactive steps, CALAFCO’s 

communication challenges 
may deepen

 ▶ REPUTATIONAL 
VULNERABILITY – Continued 
missteps or miscommunication 
risk alienating more members and 
damaging external credibility.

 ▶ INTERNAL RESISTANCE – Change 
fatigue or legacy habits may prevent 
adoption of new communication 
standards.

 ▶ LOSS OF NARRATIVE 
CONTROL – Unclear or delayed 
messaging allows others to shape the 
organization’s public perception.

 ▶ DISENGAGED MEMBERSHIP – 
If communication continues to 
feel inconsistent or inaccessible, 
member participation and connection 
may erode.

C A L I F O R N I A   |   A R I Z O N A   |   U TA H
cvstrategies.com  |   info@cvstrat .com  |   760.776.1766 
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