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Introduction 

The Lake Stevens Sewer District (LSSD) and the City of Lake Stevens (City) have cooperatively 
developed this Implementation Plan (“Implementation Plan”) to identify key steps for the orderly 
and predictable transfer of sewerage operations from the LSSD to the City over the next 18 
months, leading to the statutory assumption by the City under the negotiated Legal Agreement 
(“Agreement”). The Implementation Plan is based on common shared and interconnected values 
or “pillars” as illustrated below. This Plan serves only as a guide and not as a contractual 
agreement. In the event of any conflict between this plan and the Agreement, the Agreement shall 
prevail. 
 

 
 
Post assumption, the ultimate measure of success for merged operations will be the efficient 
delivery of municipal services by a single, unified local government enabled to make inclusive 
decisions affecting the Lake Stevens community supporting the common, shared values. 

• The governing body will operate under a single set of statutes, improving transparency to 
the community as cities operate under a more rigorous set of rules for public notice and 
public engagement in decision making and setting budgets. 

• Over time, there will be significant cost savings to the community based on more efficient 
operations by reducing redundancies inherent in the operation of two government 
agencies with overlapping missions. 

• A single local government can make holistic decisions related to funding, coordinated 
capital projects, environmental protection and leveraging appropriate resources. 

• Unified operations will improve access to customer services, such as a “one stop shop” 
for permits or service requests for infrastructure maintenance and repairs. 

• Unification provides a combined comprehensive planning and environmental review 
process, allowing for better planning, development review and coordination of capital 
projects relating to utility services in coordination with other City policies and procedures, 
while reducing conflicting goals and priorities. 

• The City will leverage the individual and collective talents of each staff member and 
department from both agencies. LSSD employees will be welcomed into the City as vital 
members of a cohesive organization upon employment.  

• The current LSSD staff will be placed in an appropriate department and will be empowered 
to focus on their primary area of professional expertise whether operations, customer 
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service or finance and billing. Each department will receive multidisciplinary support from 
other departments.  

 
The Implementation Plan identifies key transition tasks, such as administration, legal issues, 
contracts and assets, communications, employee integration, finances, information technology, 
and updates to the engineering standards, comprehensive plan and municipal code. LSSD and 
the City recognize that the Implementation Plan is not prescriptive – the Transition Manager and 
staff should use this plan as an instructional guide during the transition – specific implementation 
tasks may be re-evaluated using adaptive management.  
 
This plan is a companion document to the City of Lake Stevens and Lake Stevens Sewer District 
Settlement and Assumption Agreement (the “Legal Agreement”), which provides the legal 
framework for the transition, which is discussed in more detail in the Unification Section.  The 
term “unification as used herein is synonymous with the transfer of the unified sewer system from 
the District to the City through a contractually agreed assumption under the provisions of Chapter 
35.13A RCW. 
 

 
Timeline 

The City and LSSD have had a long-standing working relationship and have shared the 
responsibility of providing sewer collection and treatment services for the greater Lake Stevens 
Community for over 60 years as illustrated below. 

Timeline of key actions and dates 

1. 2021 to initiate an early assumption of the LSSD. 
2. City of Lake Stevens incorporated in 1960. 
3. The Lake Stevens Sewer District was established in 1957 and has provided sanitary sewer 

service, both collection and treatment, since 1965. 
4. The City and LSSD jointly provided sewer service through several agreements and 

contracts between 1970 and 2005. 
5. Unification agreement signed in May 2005. 

• The LSSD and City entered into an agreement to transition public sewer service from 
two systems to one system, which ultimately transfers back to the City. 

• At the time, the City's corporate limits occupied less than 50 percent of its Urban 
Growth Area. 

• The City and LSSD wished to equitably share capital and operating costs for sewer 
service in the Lake Stevens Urban Growth Area, expand financial capacity of the 
two agencies to complete major projects such as the treatment plant, joint capital 
and comprehensive planning and recognize the increased efficiencies and economy 
of scale of unifying service under a single provider. 

• Step 1 – LSSD will manage the assets and operate the Unified Sewer System. 

LSSD formed 
1957

City 
Incorporates 

1960

Cooperative 
Management 

1970s 
through 2005

Unification 
2005

Assumption 
2026
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• Step 2 – LSSD will transfer the Unified Sewer System to the City.  Article 5 allows 
for accelerated timing upon mutual agreement. 

6. Amendment 1 – December 2005 clarifies the Utility Committee makeup. 
7. Amendment 2 – March 2006 dealt with the transfer of the Sunnyside property to the City 

for purpose of annexation and subsequent lease to the LSSD. 
8. Amendment 3 – March 2, 2009 stipulates the LSSD is responsible for loan payments 

related to the Public Works Trust Fund loan secured by the City for sewer improvements.  
9. Amendment 4 – September 27, 2010 clarifies the lien priority of payments from the District 

to the City for Direct Revenue Bonds to finance the Sunnyside Wastewater Treatment 
Plant. 

10. As the City annexes additional area within the Lake Stevens Urban Growth Area, it 
assumes additional public service responsibilities from Snohomish County. 

• As the City has annexed territory, it has added professional, technical, and field staff 
across all departments to maintain or improve the level of services for residents. The 
City now occupies approximately 95 percent of its Urban Growth Area. 

11. The City has indicated its desire to assume the LSSD earlier than 2033. 

• The LSSD and City went through mediation to discuss a common path forward to 
merge. 

12. The City adopted Ordinance 1108 on December 8, 2020 and Ordinance 1120 on May 25, 
2021. 

Unification Process 
The LSSD and City unification will follow the Washington State Assumption process outlined in 
Chapter 35.13A of the Revised Code of Washington (RCW), as detailed in the Legal Agreement, 
created in collaboration with the City Attorney and LSSD Attorney. 
 
The City and LSSD continue to pursue unification through the Utility Committee.  Early in the 
process, elected Utility Committee representatives from the LSSD and City began working 
together to identify commonalities and expectations for unification with regular updates to the 
Utility Committee.  After the two elected officials completed their foundational work, the Utility 
Committee agreed, LSSD and City staff would meet and define a strategy for unification.  In April 
of 2023, a Management Transition Committee (Transition Committee) consisting of LSSD and 
City leadership was formed.  The combined City and LSSD staff have met routinely to finalize the 
Legal Agreement and develop an Implementation Plan. The Transition Committee defined a set 
of implementation goals for unification expanding upon the values promoted by the elected 
officials, as the basis of its work.  The topics considered by the Transition Committee are listed 
below with bullet points added to draw emphasis to specific items discussed. 

1. Protect and provide continuity to ratepayers, residents, business and visitors. 

• Financial Policies 

• Level of service 

• Rates 

• Continuity of services 
2. Protect the environment. 
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• Continue to operate the wastewater systems per Department of Ecology standards 
and other regulatory requirements. 

• Maintain water quality for Lake Stevens, its tributaries and the greater Snohomish 
Watershed per Department of Ecology standards and other regulatory requirements. 

• Ensure utility construction and maintenance activities meet other local, state and 
federal environmental requirements including Critical Areas Ordinances, the 
Shoreline Master Program, State Environmental Policy Act. 

3. Thoughtful change in the management of people and workplace culture. 

• Employees 

• Culture & cohesiveness  

• Level of service – including internal support 

• Knowledge bank/experience 

• Change management – thoughtful 

• Right people/right job 

• Maintaining each employee’s employment 

• Professional development 
4. Establish a thoughtful and thorough unification timeline. 
5. Ensure transparent unification planning. 
6. Provide good governance and improve efficiency. 

• Aligning capital projects  

• Align business process (financial, permitting)  

• Consistent development standards 
 
The Transition Committee has worked through a series of complex transition issues, with 
perspectives from both organizations possessing a multitude of professional backgrounds and 
experiences.  The work produced in this Implementation Plan provides a solid framework for a 
smooth and streamlined unification of the two organizations.  The Transition Committee 
accomplished the following: 

• Developed a list of tasks and objectives to be considered during the unification including 
information technology needs, planning, finance, contracts, property, employee roles and 
integration, etc. 

• Discussed and revised the Legal Agreement – this Implementation Plan is a supplement 
of the Legal Agreement.  The Legal Agreement is designed to meet the requirements of 
state statute and includes conflict resolution language. 

• Developed this Implementation Plan as a supplemental document to the Legal Agreement 
and guides the LSSD and the City how to integrate agency cultures and functional 
elements to ensure the unification will be successful. 

• Developed three project models with tasks and timelines to determine the best method for 
implementing unification, which ranged from having individual staff members manage 
distinct elements of the transition based on their area of expertise without a dedicated 
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project manager to hiring a dedicated project manager to oversee all elements of the 
transition.  The committee vetted the models by assessing pros and cons for each model, 
including time, cost, impact to operations among other factors.  

• The Transition Committee presented these models to the Utility Committee on January 
17, 2024.  After considering these different transition models, the Transmission Committee 
mutually recommend a hybrid approach as the best option, which means the City will 
appoint or hire a transition manager to ensure the transition is smooth and meets 
established tasks and timelines.  Consultants will be used as needed for technical 
expertise and to complete specific tasks. 

• The Utility Committee agreed with the recommendation of the Transition Committee. 

• The City will identify a transition manager to oversee the implementation of the 
Implementation Plan.  The transition manager may be an internal or external project 
manager.  The City will hire a consultant team to coordinate the technical and legal 
requirements of the Implementation Plan and Legal Agreement, which allows the staff of 
each agency to focus on their daily tasks and on the successful integration of employees. 

Over the course of the transition and unification, staff and elected officials, from both the City and 
the LSSD, will continue to build on the work accomplished to date and expand the long-standing, 
strong working relationships prior to the final unification occurring.  
At completion of the transition, the LSSD will dissolve, and the City will provide sewerage 
operations under a restructured, Public Works Department.  Other staff will be assigned to 
different departments and continue to support utility needs related to the responsible City 
department. 
The greatest value of this iterative process, engaging elected official and key agency leaders, has 
been the opportunity for both organizations to work together on this plan and start building a 
working relationship as a foundation for a combined organization that will be solidified over the 
transition and post-unification. 

Communication Plan 

The following communication plan (“Communication Plan”) provides a strategic approach for 
stakeholders, including LSSD Board of Commissioners, the City Council, LSSD and City staff, 
ratepayers/community members, and other partners to review each phase of the Implementation 
Plan as it proceeds.  Clear and open communication is the key to a smooth and successful 
transition with little to no interruption to customer service and staff operations.   
 
There are three distinct communication phases:  Planning Phase, Transition Phase and Post 
Unification.  The Planning Phase resulted in an agreed upon legal and practical framework to 
complete the transition.  Following acceptance of the Implementation Plan by the Lake Stevens 
City Council and Lake Stevens Sewer Commission the transition phase will begin.  Post-
unification, the City will continue to monitor and communicate progress to the community.  The 
Implementation Plan focuses on communication related to the transition phase. 
 
Communication Objectives.  The Transition Manager will provide regular updates and solicit 
feedback from internal and external stakeholders, at specific transition milestones to maintain 
transparency and encourage trust in the process.  The primary communication objectives are to: 

• Report, complete, timely and accurate information to internal and external stakeholders; 
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• Provide status updates on key procedural and policy decisions made throughout the 
process; and 

• Acknowledge and respond to feedback and questions received from stakeholders. 
 
Format.  Individualized communication materials will be developed for different stakeholders.   

• The Transition Manager, with support from the Transition Committee, will provide written 
progress reports to the elected bodies during committee, board and council meetings.   

• The City and LSSD will post the Implementation Plan, Frequently Asked Questions (FAQs) 
and any progress reports online to keep ratepayers and residents informed.   

• The LSSD will distribute “informational mailers” with its utility bills at key milestones. 
• LSSD and City employees will receive written/verbal communications as needed that 

affects their role in the agency and integration of services. 
• The City will designate an internal centralized location for transition updates, specifically 

how it relates to employment. 
• The Transition Manager, with support from the Transition Committee, will host 

informational meetings to internal and external stakeholders, outlined in detail below. 
Content.  Communication content should be predictable.  The Transition Manager and Transition 
Committee will provide consistent information about transition activities during implementation.  
Individual City departments will work collaboratively with the Transition Manager and Transition 
Committee to report on specific topics to different stakeholders.  For example, it will be the 
responsibility of the Human Resource Department to communicate with new employees about 
their employment with the City.  Both agencies should recognize unanticipated issues and 
challenges may emerge and be prepared for an adaptive management process and be prepared 
to communicate any unexpected issues that arise during the Transition Phase to the City Council 
and LSSD Board of Commissioners.  Written communications to the board and council should: 

• Review the purpose, approach, and desired outcome for each transition element;  
• Report on current transition milestones and include the latest information and 

documentation; 
• Provide updates on the project budget and expenditures; 
• Identify dates and planned tasks to be discussed at the next scheduled meeting;  
• Review feedback, questions, and answers from the last communication session; and  
• Solicit feedback related to new information provided. 

 

Frequency, Audience, and Venue.  Existing meeting venues (for example, LSSD Board 
Meetings, City Council Meetings, Utility Committee Meetings, Employee Meetings) will be used 
to communicate updates on the Implementation Plan progress.  Additional meetings will be held, 
as defined in the table below, or as needed, to provide formal updates on the status of the 
Implementation Plan and unification. This schedule is tentative and may be revised as the 
transition proceeds.  “T” refers to the day the Effective Date of the Legal Agreement.  

  
Frequency (within)  Target Audience  Venue  
T + 30 Days  Staff, Elected   In Person / Virtual  
T + 30 Days  Rate Payers  In Person / Virtual  
T + 90 Days  Staff, Elected  In Person / Virtual  
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T + 180 Days  Staff, Elected  Virtual  
Every 180 Days until Unification Date  Staff, Elected  Virtual  
Unification Date  Ratepayers / Residents  In Person / Virtual  

 

Implementation Plan 

The following Implementation Plan describes the process by which the transition of the Unified 
System from LSSD to the City will occur and supports the common goals created and adopted by 
the Transition Committee.  The purpose of this Implementation Plan is to (1) provide for an orderly 
and strategic unification and (2) provide a process that builds trust with employees of the City and 
LSSD, partners of the City and LSSD, and the public.  Each party shall be responsible for its own 
expenses it incurs as part of the transition processes. 
 
The transition tasks are listed by area or department function. Many of the transition objectives 
and tasks outlined in the plan will be executed simultaneously.  Timing and resources for each 
transition task are outlined in the Implementation Plan Dashboard (Attachment 1). The Transition 
Manager will be the owner of the dashboard and may tailor the recommended template as 
deemed necessary. 
 
Administration & Legal: 
The City and LSSD have agreed to an accelerated transfer of the Unified System pursuant to 
Chapter 35.13A RCW and other state law to allow for City assumption of the management and 
control of LSSD assets and facilities.  The transfer will result in unified governance, increased 
predictably and efficiencies for the public.  Furthermore, the City and LSSD recognize the 
transition will require adherence to legal requirements which must be handled with tact and utmost 
respect to each agency, setting aside prior disagreements. Hiring a Transition Manager to 
increase success of the unification is vital to meet these objectives.   

• Legal Agreement.  The Transition Committee collaboratively prepared the Legal 
Agreement which was reviewed by the Utility Committee. The Utility Committee 
recommended both respective legislative bodies approve for adoption and the Legal 
Agreement was executed on XX.  

• Repeal City Ordinance 1108.  Upon execution of the Legal Agreement, the City Council 
will repeal City Ordinance 1108 at a Lake Stevens City Council meeting. 

• Hire Transition Manager.  City staff, in collaboration with the Transition Committee, will 
solicit competition for hiring a Transition Manager or consulting firm.  Members of the 
Transition Committee will vet the competition and make a recommendation to the City 
Administrator. The City Administrator will make the final hiring decision. The new 
Transition Manager or firm will be hired and/or issue a request for proposals as soon as 
reasonable after the Legal Agreement is executed. 

• Training Transition Manager.  There will be a kickoff meeting with the Transition 
Committee, one LSSD Commissioner and one City Councilmember where each member 
can share thoughts and help orient the Transition Manager.  The Transition Manager will 
be given all the resources to be successful including clear expectations and the 
Implementation Plan. The Transition Manager will spend a significant amount of time with 
City and LSSD management to learn about the operations of each agency.  



 

10 | P a g e  
 

• Prepare and File NOI with Boundary Review Board.  The City Attorney with support of the 
City Planning and Community Development Department will prepare Notice of Intent to 
annex the LSSD and coordinate the Boundary Review Process.  They will develop exhibits 
and legal descriptions for the Board to consider as part of the overall package for the City 
Attorney to file.  The LSSD and it’s Attorney will provide support to the City Attorney as 
needed.   

• Asset Inventory.  LSSD and the City will collaborate to transfer assets from the LSSD to 
the City per the Legal Agreement. 
o LSSD will provide a complete inventory of equipment, assets, and property to the City 

valued $500 or greater with a usable life of greater than one year.   
o The LSSD will also provide an inventory of small and attractive items which are items 

deemed to be sensitive to theft, such as power equipment, televisions, computers, 
laptops, and power tools.  

o The City Attorney will create a Bill of Sales or Deeds to transfer all equipment, assets, 
and property to the City.  

• Fleet Equipment Integration.  The City Public Works will be responsible for the integration 
of fleet and equipment into the City’s asset inventory.  
o Every LSSD vehicles/rolling equipment will be entered into the City maintenance 

program.   
o LSSD logos will be removed along with identification numbers and City logos and 

identification numbers will be added.  
o Safety inspections will be completed.  Once vehicles pass a safety inspection, they 

will be returned to service.   
o All LSSD vehicles will be added to the fuel system and employees trained on how to 

use fuel system.   
o City will add all LSSD vehicles/rolling equipment to the replacement schedule. 

• Contracts Review and Update.  The LSSD has multiple contracts in place to help operate 
the Unified System.  Existing contracts need to be evaluated to determine the appropriate 
action to ensure that necessary services and projects are maintained during and after 
unification. Procurement policies and procedures need to be evaluated to identify and 
resolve conflicts to ensure that services continuity is not impacted. To accomplish this, the 
following will occur: 
o LSSD will provide all contracts and related documents to the City for review.  
o The Transition Manager, in coordination with the City Attorney, and affected 

departments will review existing contracts to determine which contracts will be carried 
over, modified or terminated upon unification. The LSSD agrees to collaborate with 
the City for consultation as necessary. 

• Public Records. The LSSD agrees to continue to identify all LSSD records (hard and 
electronic records) that have retention value and will need to transition over to the City 
and managing those records during the transition to ensure a smooth transfer of records 
upon unification. Records include, but are not limited to, infrastructure planning, 
maintenance and repair, asset management, public meetings, human resource 
management, agency administration and management, financial management, and 
information management. 
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• WCIA Insurance Transfer.  LSSD and the City will coordinate with WCIA to transfer 
insurance coverage from the LSSD to the City.  WCIA is aware of the pending transition 
so both LSSD and City will review all papers to ensure complete coverage.   

• Legal Dissolution-Prepare Documents.    
o The City Attorney will prepare final dissolution documents with LSSD Attorney review 

and input.  
o Once drafted, it will be placed on the Utility Committee Agenda for review. 
o The City Attorney will bring final dissolution documents before the Lake Stevens City 

Council for adoption. 

o The LSSD Attorney will bring final dissolution documents before the LSSD Board of 
Commissioners for adoption. 

o City Clerk may be involved with recording documents at Snohomish County or any 
other City filing tasks. 

• The City will assume governance, assets and equipment, funds and debt and employees 
from the LSSD. 

Employees and Organizational Structure: 

The City and LSSD will strive to achieve a fair and equitable transition of the employees of LSSD 
to the City on the Unification Date, consistent with applicable state and federal law.  The 
employees of LSSD represent a vital asset to the City as the City assumes operations of the 
Unified System.  As such, the smooth transfer of employees to the City as part of the unification 
process is crucial to maintain the efficient operations of the wastewater services. Employees are 
the City’s greatest asset, and as such, will strive to make the transition process as easy and 
positive as possible. In addition to compliance with state law, the City agrees to the following 
protections and processes to meet this goal, which the City and LSSD will adhere to as the 
transition process ensues.  

• Communication and Culture.  The communication plan provides the foundation for 
discussing culture and collaboration between the agencies.  Maintaining open 
communication and a positive culture during the transition is top priority.  LSSD and City 
HR staff will set up a resource center for employees, where they can find the latest 
information and supporting documents related to the transition.   

• Employee and Operations Locations. City management, in consultation with the LSSD, 
will determine the relocation and/or integration of employees and operations locations.  
Each position and operation will be reviewed, evaluated, and ultimately stationed in the 
best location to provide maximum efficiency, communication, and safety, while supporting 
business need and minimizing employee impact.  Employee work and operation locations 
will be reviewed by City management approximately 90 days post-unification and 
periodically thereafter for fit and operational effectiveness.   

• Personnel Policies.  The City HR staff will compare the LSSD Employee Handbook with 
the City’s Employee Handbook and assess disparities between the two policy sets. This 
may result in incorporating some LSSD policy language into the City’s policies. City 
Council will adopt any appropriate Employee Handbook changes and all employees will 
receive training on the City Employee Handbook.  
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• Classification/Job Descriptions.  The City HR department, in collaboration with department 
heads and LSSD HR, will review current LSSD job descriptions and develop new City job 
descriptions for transferred employees.   
o Classifications/Job Descriptions will include, at a minimum, a list of essential functions, 

supervision received, supervision exercised, qualifications for the position, and the 
knowledge, skills and abilities required.   

o Based on this review, the City will determine a placement within the City organization 
for these job classifications.  

o The Transition Committee began the process of reviewing LSSD job descriptions, 
comparing to the City’s organizational structure and similar job descriptions, and 
drafted a preliminary organization chart upon unification (Attachment 2). Supervisor 
span of control will continue to be evaluated post-unification and adjustments may be 
made if necessary.  

o The unified organization will continue to be developed at the advisement of the 
Transition Manager, LSSD and the City during the transition process. The City and 
LSSD agree to share information on positions, employees and organizational structure 
changes during the transition. 

o The LSSD  will not establish any new classifications and/or full-time equivalent (FTE) 
positions to their organizational structure upon execution of the Legal Agreement. The 
City recognizes there may be a need to reclassify funded positions or hire existing 
unfunded positions (i.e., Payroll & Benefits Coordinator) to meet operational needs 
and should consult with the City prior to making such changes.  

• Compensation. The City will hire a third-party consultant to conduct a salary survey and 
ensure wages are competitive within each new City classification created by the 
unification.  The survey will compare the City’s job classifications with cities of similar size, 
structure and other recommended criteria which includes but is not limited to, the level of 
responsibility, effort and skills needed to perform the duties. LSSD salary tables will also 
be considered in relationship to comparable cities who provide utility services in order to 
understand industry standards leading to an equitable transition to the City’s salary 
schedules. The results of the salary survey will be used to recommend new and/or revised 
salary ranges, dependent on employee representation as follows: 
o Represented Employees: Wages, hours, and working conditions shall be bargained 

with the union representing the employee group(s) and approved by City Council. 
o Non-represented Employees: Salary ranges will be approved and established by City 

Council in accordance with Lake Stevens Municipal Code.  

• Benefits. Continuity of employee benefits is critical to the retention, health and efficiency 
of the workplace. The Transition Committee conducted a comparison of City and LSSD 
benefits and agreed in their similarities (i.e., both the City and LSSD pay 100% of the 
employee’s medical premium). The City will continue to assess the best benefit options 
for employees and will be updated in the same manner as compensation. 

• Leave Accruals and Carry-Over.  
o Sick Leave:  Employees accepting offers from the City will retain their sick leave 

balances from LSSD upon unification. Employees may be frontloaded additional sick 
leave upon hire and will accrue sick leave per City policy or Collective Bargaining 
Agreement. 
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o Vacation Leave:  Employees may carry-over up to two hundred forty (240) hours of 
vacation leave upon unification. At a minimum, per RCW 35.13A.090, during the first 
twelve (12) months of employment, employees’ accrual rates will be based on their 
previous entitlement at LSSD. At the thirteenth (13th) month of employment, 
employees will be placed on the City’s vacation accrual rate according to the City’s 
Employee Handbook or applicable Collective Bargaining Agreement. Since the City’s 
vacation accrual rate is higher than at LSSD, this will, in most cases be in benefit to 
the employee. 

o Management Leave:  Per City policy, exempt employees will be offered management 
leave hours based on their position duties and similar positions at the City. 
Management leave is granted January 1st (or prorated by hire date) and lapse 
December 31st every calendar year. If unused, management leave is not available for 
cash-out, nor is it compensable upon termination.  

o Holidays:  The City observes the same paid holidays as LSSD. In addition, the City 
offers two (2) floating holidays per calendar year. Employees beginning employment 
after July 1st will be entitled to one (1) floating holiday during that calendar year. 
Floating holidays lapse at the end of the calendar year. If unused, floating holidays are 
not available for cash-out, nor are they compensable upon termination. 

Alternative to the above, the LSSD may, at their option and per LSSD policy, cash-out 
employees’ leave balances prior to unification. LSSD agrees to notify the City of all leave 
accruals and cash-out plans a minimum of one hundred twenty (120) days prior to unification 
so that appropriate job offers are made.  

• Employment Offers.  At a minimum of ninety (90) days prior to unification, the City will 
offer employment to all current employees of LSSD. The LSSD agrees to not hire any 
additional employees ninety (90) days prior to the unification date. The City may require 
additional details from LSSD employees prior to making job offers, such as job history, 
education and experience. Employment offers will include, but are not limited to, assigned 
position, department, supervisor, hours of work, rate of pay, benefits, conditions of 
employment, and start date. Offers of employment may vary across employee groups as 
follows: 
o Represented Employees:  Offers will be determined based on wages, hours and 

working conditions bargained with the union representing the employee group and 
approval by City Council. 

o Non-represented Employees:  Offers will be determined based on the wages and 
benefits established by the City Council via the Employee Handbook and adopted 
salary schedule. Due to the importance of internal pay equity within City employment 
and compliance with RCW 49.58 Equal Pay and Opportunities Act, placement of 
employees’ salary within the range will be determined with consideration to factors 
such as seniority, compression, knowledge and skills.   

• Personalized Employee Transition Packets.  At a minimum of ninety (90) days prior to the 
unification, the City shall provide a personalized employee transition packet to every LSSD 
employee.  The personalized employee transition packet shall contain all personnel-
related information specific to each employee, including but not limited to job classification, 
salary, benefits, leave accrual rates, seniority, benefits, a copy of the organizational chart, 
and the City Employee Handbook.  Thirty (30) days prior to the City distributing the 
personalized employee transition packets to the employees, the City shall post all final 
non-confidential documents (such as organizational chart, benefits, policies, seniority list, 



 

14 | P a g e  
 

etc.) to the internal transition communication site in order to provide the LSSD an 
opportunity to review the general content of the employee transition packets to ensure the 
information is sufficient. 

• Employee Preboarding and Onboarding.  The City HR will be complete preboarding and 
onboarding tasks with the employee’s supervisor.   
o Once the employment offer is accepted, each employee will enter the preboarding 

phase where they will have access to the City’s online portal. This portal has all the 
information about beginning employment with the City. Entering the preboarding 
phase triggers IT, HR and Payroll to begin employee setup. This will consist of entering 
each LSSD employee into City HR systems and databases.   

o Upon unification, the onboarding phase will begin. Each employee will receive an 
orientation with HR where they will receive and fill out all necessary new hire 
paperwork in their online portal.  They will receive a copy of the Employee Handbook, 
and other policies pertaining to their position. Each employee will also be introduced 
to the City’s Learning Management System (LMS) and assigned required training for 
their position.   

o Post-unification, there will be an all-City meeting where all employees will be 
welcomed and informed of current events at the City.   

• Payroll Setup.  The City HR and Finance departments will complete the payroll setup for 
all transferred employees.  Direct deposit and other paperwork will be provided to the 
LSSD employees during the preboarding and onboarding.  HR/Finance staff will ensure 
each employee is registered into the payroll system and proper deductions are in place.  
City employees are paid twice a month.   

 
ITS (Information Technology Services) 
Technology resources and service continuity is an integral part to operations and transfer of the 
Unified System and its employees. The City will evaluate necessary technology to ensure the 
transfer of responsibilities from the LSSD to the City is seamless including software and 
hardware leading to a complete integration into the City’s system or deployment of new mutually 
beneficial software.  The City’s ITS department (ITS), with consultant support as needed, will 
lead efforts related to the integration of LSSD technology into the City’s framework. 

• ITD Discovery and Review.  ITS will conduct a full audit of LSSD hardware, software, 
service connections/providers, on-call services, telemetry, specifically equipment and 
service requirements such as emergency restoration times and redundancy plans.   

• ITD Telecom Services and Review.  ITS will review equipment inventory, specialty 
needs, future needs, emergency after hours lines, telemetry, and security services.     

• ITD Hardware Purchasing.  ITS will coordinate with Snohomish County, who currently 
provides information technology services to LSSD, and analyze the potential to continue 
leasing existing equipment under the current contract or determine if the City can 
purchase the equipment from Snohomish County.  If Snohomish County cannot 
accommodate the lease of equipment under its current contract, the City will terminate 
the contract and ITS will purchase new equipment including desktops, laptops, iPad, and 
any other portable devises.  

• ITD Software Licenses Purchasing.  Should Snohomish County not have the ability to 
continue its contract, ITS will identify any specialty software needed related to sewerage 
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operations that the City does not have.  ITS will purchase specialty software as needed 
and add LSSD employees to our software user accounts. ITS will work with City Finance 
to install the new Springbrook Utility Module Finance Software.  They will coordinate with 
LSSD on integration and migration.  

• ITD User Integration/Migration.  ITS will be responsible for integrating software and 
hardware to be deployed and establishing employee profiles and ensuring a predictable 
transition into the City system.   

o Existing equipment will be used, or new equipment deployed.   

o ITS will ensure all portable laptops, remote devises, lift stations, etc. will connect to 
City networks and remote service providers.   

o Email accounts will be established, and if new equipment is deployed, it will have all 
necessary software installed.  LSSD employees will be added to any specialty 
email/Teams groups or network files.   

o LSSD employees will receive instructions how to login and ITS will be available for 
training and certainly any login challenges in the first weeks.   

o LSSD employees will receive any training required and given access to ITS policies.  
City IT will provide group orientation sessions for employees and individual training 
by request.  

o ITS is always available and workorders can be submitted through the ITS robust 
service request system. 

• Website Migration.  ITS will migrate vital operational elements of the LSSD website into 
the City’s framework to be hosted on the City website.  An online bill pay function will be 
added for sewer service.  The emergency hotline will be integrated into the City’s Public 
Works portal and emergency hotline for after hours. 

Capital Facilities Plan, Engineering Design Development Standards, Fees and Code 
Update 

The City and LSSD agree to mutually work toward refined engineering standards and municipal 
code requirements and to integrate the LSSD Sewer Plan and Capital Improvement Plan into 
the City’s Comprehensive Plan to ensure all documents align with the City's future management 
of the utility's operating and capital budget and planning processes. 

• Comprehensive Plan Update.  The City Planning and Community Development staff, 
during the next Comprehensive Plan update, will update the Public Services, Capital 
Facilities Plan and other affected chapters to ensure the City’s plan integrates the 
current LSSD goals, policies and capital projects in support of the sewer utility.  The plan 
will be approved by the Lake Stevens City Council and reviewed annually.   

• Municipal Code Update.  Planning and Community Development, in coordination with 
Public Works and the LSSD, will review and update the Lake Stevens Municipal Code 
related to sewer operations and administration to define development standards, 
technical requirements, decision-making authority and review process for public and 
private sewer infrastructure.   

• Engineering Design & Development Standards.  The City Public Works and Planning 
and Community Development departments, with consultation from LSSD staff, will 
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update the City’s Engineering Design & Development Standards (EDS) to ensure 
standard designs meet industry standards for sewerage collection and treatment system.   

• Fee Schedule Update.  The City will update the City’s fee schedule to incorporate sewer 
related fees. 
o LSSD will provide to the City its most recent rate study, all current sewer related 

charges and fees.   
o The City Finance, Public Works and Planning and Community Development 

Departments will recommend changes to the current fee schedule.   
o City will insert those into the Fees Schedule and bring it before Lake Stevens City 

Council for review. 
o The Fees Schedule will be placed on a Lake Stevens City Council agenda for 

discussion, public comment and adoption by the City Council. 

• Permit Process Integration.  The City Planning and Community Development 
Department will integrate sewer permits into its permit review process.   
o Sewer plan review, inspection and code compliance will be added to systems. 
o In collaboration with LSSD, a go live date will be established.  The City will run 

tests prior to the go live date to ensure processes are working and in order.  They 
will also ensure affected City and LSSD employees are briefed and trained prior to 
go live date.  On the go live date, ITS staff will be onsite ready to assist with any 
technical issues.   

o Consultant plan review and design contracts will be updated to support sewer 
collection and treatment.  

• Code compliance will be updated to include Fats, Oils and Greases program, as well as 
illicit connections enforcement, to ensure enhanced environmental protection. 

Finance and Accounting 

To improve efficiency and fiscal responsibility, the City and LSSD will collaboratively integrate 
their respective financial and accounting systems, including creating a dedicated enterprise 
funds from sewer revenues to ensure that the sewer utility is completely funded. 

• Utility Module Finance Software Setup.  The City Finance Department will lead the 
integration of software systems.  
o LSSD and City Finance have been working with Springbrook on the migration.   
o The City has budgeted and will purchase the billing module prior to unification and 

will work with Springbrook on a migration of customers to the City with minimal 
inconvenience to the sewer customers.   

o Migration will be covered by the Communication Plan to give customers ample 
notice.   

• Purchaser Update/Bank Setup.  
o After the City purchases the new Springbrook finance software, LSSD will migrate its 

information into the new system with assistance of a consultant and City Finance. 
o LSSD bank accounts will need to be adjusted and updated to support the new 

software. 
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• Sewer Accrual to Cash Basis Reporting.  LSSD and the City Finance Department will 
continue to coordinate on the transfer to a cash-based reporting systems as discussed 
with the Washington State Auditor’s Office, who will continue to serve as a resource.  
This process will also include closing out LSSD books on their existing Accrual 
Accounting to transition to Cash Basis Reporting.   

• Transition the Cash Basis Accounting.  LSSD and the City will coordinate efforts to make 
the transition to Cash Basis Reporting.  LSSD and City will choose a date to close the 
accounting books for Accrual and begin Cash Basis Reporting on the same date.   

• Utility Module/Finance Software Integration/Testing 
o After the City purchases and installs the Springbrook utility module finance software, 

ITS will work with LSSD to integrate.   
o Springbrook representatives will be involved to assist with integration and migration.  

LSSD and City will continue to work with Springbrook to ensure minimal impact to 
customers.   

o LSSD and City will work with Springbrook to choose a go live date.  Prior to the go 
live date, LSSD and City will work with Springbrook to test data integrity to ensure a 
seamless transition into Springbrook.   

 
Transitional Public Utility Board 

 
Through discussions at the Utility Committee, it was suggested a board should stay in place during 
the transition period and beyond.  The Transition Committee reviewed this concept and 
recommended a Transitional Public Utility Board (Board) be created.  At the time of transition, the 
Board will be established with the primary responsibility to advise and make recommendations to 
the City Council regarding sewer services and rates.  The City Council shall take such 
recommendations under advisement.   

The Board shall consist of five members who reside in the area serviced by the Unified System.  
The City shall appoint to the Board each member of the LSSD Board of Commissioners who are 
serving at the time of unification should they agree to serve, and the Councilmembers assigned 
to the Utility Committee; otherwise, vacancies will be filled using the standard City board and 
commission process.  The Board shall meet at least quarterly for a period of one year after the 
unification.  After one year, from the date of unification, the Board will automatically be dissolved 
unless extended by resolution of the Lake Stevens City Council. 

The Board will play a critical role to help maintain continuity of operations and public transparency.  
The Public Works Director will provide updates at the Board meetings and answer any questions.  
It’s recognized the importance to remain flexible and keep the core values in mind to provide good 
governance and improve efficiency for ratepayers and city constituents; protect the environment 
and develop/maintain an efficient workforce. 
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Goals for 
Unification– What 
goals will drive our 
focus? 

Key Strategies – the high-level effort and 
broad areas of work that need to be 
accomplished in order to reach the Goals of 
Unification 

Action Plan – how we will implement each of the 
strategies by identifying resource needs, roles and 
responsibilities  

Task Tracker -  How we will keep on track and know we’re progressing toward our Goals for Unification. Identify the 
current status versus the target - where are we at currently? 

Task Name Target Date to be 
completed 

Actual (Last Updated) 

Ex. Provide good 
governance and 

improve efficiency 

• Aligning business processes • Collaboratively integrate LSSD and City 
financial accounting systems 

Utility Module Finance Software Setup   

   
   
   
   

      

   

   

      

   

   

   

      

   

   

   

   

   

      

   

   

   



 Grants & 
Communication 

Specialist

 Grants & 
Communication 

Specialist

City Administrator
 

City Administrator
 

IT Director
 

IT Director
 

Finance Director
 

Finance Director
 

Finance Director
 

Community Development 
Director

 

Community Development 
Director

 

Community Development 
Director

 

Municipal Services 
Manager/City Clerk
Municipal Services 
Manager/City Clerk
Municipal Services 
Manager/City Clerk

Police Chief
 

Police Chief
 

Police Chief
 

Public Works Director
 

Public Works Director
 

Public Works Director
 

Human Resources 
Director

 

Human Resources 
Director

 

Human Resources 
Director

 

Deputy City Clerk
 

Deputy City Clerk
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Parks & Recreation 
Director

Parks & Recreation 
Director

Parks & Recreation 
Director

.5 Office Assistant (2)
 

.5 Office Assistant (2)
 



Finance Director
Barbara Stevens
Finance Director
Barbara Stevens
Finance Director
Barbara Stevens

Accountant Accountant Accountant 

Finance ManagerFinance ManagerFinance Manager

Accountant
 

Accountant
 

Key

Funded Position 

Accountant
 

Accountant
 

Accountant or similar
 

Accountant or similar
 

Finance ManagerFinance Manager

Accountant or similarAccountant or similar

Lead Utility Clerk or similarLead Utility Clerk or similarLead Utility Clerk or similar

Utility Clerk or similar
 

Utility Clerk or similar
 

Utility Clerk or similar
 

Utility Clerk or similar
 

Utility Clerk or similar
 

Utility Clerk or similar
 

Supervisor/Manager
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Utility Clerk or similar
 

Utility Clerk or similar
 

Utility Clerk or similar
 

Potential 
reclassification 

of Senior 
Accountant  

Potential 
reclassifications 

of Accountant III, 
II, I

Potential 
reclassifications 

of Customer 
Service Reps



Human Resources Director
 

Human Resources Director
 

Human Resources Director
 

HR Technician
 
 

HR Technician
 
 

HR Technician
 
 

Risk Manager
 
 

Risk Manager
 
 

Risk Manager
 
 

Sr. HR SpecialistSr. HR SpecialistSr. HR Specialist

Key

Funded Position
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Sr. HR Specialist
 

Sr. HR Specialist
 

Sr. HR Specialist
 

Supervisor/Manager

Safety & Training 
Coordinator

Safety & Training 
Coordinator

Safety & Training 
Coordinator

Reclassification of 
HR Mananger to 

matching city 
classification

Reclassification of 
HR Mananger to 

matching city 
classification



Public Works Director
 

Public Works Director
 

Public Works Director
 

Surface Water Specialist
 

Surface Water Specialist
 

Surface Water Specialist
 

PW Inspector
 

PW Inspector
 

PW Inspector
 

Capital Projects Manager
 

Capital Projects Manager
 

Capital Projects Manager
 

PW Operations Manager
 

PW Operations Manager
 

PW Operations Manager
 

Sr. Maintenance Worker (3)
 

Sr. Maintenance Worker (3)
 

Sr. Maintenance Worker (3)
 

Maintenance Lead 
 

Maintenance Lead 
 

Maintenance Lead 
 

Sr. Maintenance Worker (3)
 

Sr. Maintenance Worker (3)
 

Sr. Maintenance Worker (3)
 

Maintenance Lead
 

Maintenance Lead
 

Maintenance Lead
 

Equipment Mechanic
 

Equipment Mechanic
 

Equipment Mechanic
 

Seasonal (2)
 

Seasonal (2)
 

Seasonal (2)
 

Maintenance  Worker (3)
 

Maintenance  Worker (3)
 

Maintenance  Worker (3)
 

City Engineer
 

City Engineer
 

City Engineer
 

Engineering Tech-Develop
 

Engineering Tech-Develop
 

Engineering Tech-Develop
 

Administrative Assistant
 

Administrative Assistant
 

Administrative Assistant
 

Surface Water Coordinator
 

Surface Water Coordinator
 

Surface Water Coordinator
 

Capital Projects Inspector-
Engineering Technician

 

Capital Projects Inspector-
Engineering Technician

 

Capital Projects Inspector-
Engineering Technician

 

Field Supervisor – ST/
Facilities

 

Field Supervisor – ST/
Facilities

 

Field Supervisor – ST/
Facilities

 

Field Supervisor - Storm
 

Field Supervisor - Storm
 

Field Supervisor - Storm
 

Facility Maintenance (2)
 

Facility Maintenance (2)
 

Facility Maintenance (2)
 

Surface Water Manager
 

Surface Water Manager
 

Surface Water Manager
 

Surface Water Field 
Technician

 

Surface Water Field 
Technician

 

Surface Water Field 
Technician

 

Maintenance Worker (3)
 

Maintenance Worker (3)
 

Maintenance Worker (3)
 

Sewer Operations ManagerSewer Operations ManagerSewer Operations Manager

Collections Supervisor
 

Collections Supervisor
 

Collections Supervisor
 

Collections Senior & 
Inspector

 

Collections Senior & 
Inspector

 

Collections Senior & 
Inspector

 

Collections Lead 
 

Collections Lead 
 

Collections Lead 
 

Collections I-III 
 (6)

Collections I-III 
 (6)

Collections I-III 
 (6)

Seasonal 
 

Seasonal 
 

Seasonal 
 

WWTP Supervisor
 

WWTP Supervisor
 

WWTP Supervisor
 

WWTP Operator Lead
 

WWTP Operator Lead
 

WWTP Operator Lead
 

WWTP Operator I-III (4)
 

WWTP Operator I-III (4)
 

WWTP Operator I-III (4)
 

Maintenance Lead
 

Maintenance Lead
 

Maintenance Lead
 

Lab Analyst
 

Lab Analyst
 

Lab Analyst
 

Seasonal 
 

Seasonal 
 

Seasonal 
 

GIS, Asset Management 
Analyst

GIS, Asset Management 
Analyst

GIS, Asset Management 
Analyst

Key
*Reclassification of funded position

Funded Position 

Supervisor/Manager

City-Sewer Unification DRAFT 
3-2024

Public Works AnalystPublic Works AnalystPublic Works Analyst

Sr. Civil EngineerSr. Civil EngineerSr. Civil Engineer

Inventory Control SpecialistInventory Control SpecialistInventory Control Specialist

PW Deputy Director PW Deputy Director PW Deputy Director 
Administrative Assistant

 
Administrative Assistant

 
Administrative Assistant

 

Reclassification 
of Assistant 

General 
Manager 

Will look at 
comparables 
for potential 

change in 
position title

Reclassification 
of General 
Manager & 

Executive Asst.



Will look at 
comparables 
for potential 

change in 
position title

Community 
Development Director

 

Community 
Development Director

 

Community 
Development Director

 

Building Official
 

Building Official
 

Building Official
 

Plans Examiner
 

Plans Examiner
 

Plans Examiner
 

Building Inspector
 

Building Inspector
 

Building Inspector
 

Building Inspector 
 

Building Inspector 
 

Building Inspector 
 

Permit Specialist Lead
 

Permit Specialist Lead
 

Permit Specialist Lead
 

Permit Specialist
 

Permit Specialist
 

Permit Specialist
 

Permit Specialist
 

Permit Specialist
 

Permit Specialist
 

Planning Manager
 

Planning Manager
 

Planning Manager
 

Principal Planner
 

Principal Planner
 

Principal Planner
 

Associate Planner
 

Associate Planner
 

Associate Planner
 

Assistant Planner
 

Assistant Planner
 

Assistant Planner
 

Senior Planner
 

Senior Planner
 

Senior Planner
 

Code Enforcement 
Officer

Code Enforcement 
Officer

Code Enforcement 
Officer

Civil Plans Reviewer
 

Civil Plans Reviewer
 

Civil Plans Reviewer
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GIS, Development, Asset 
Management 

Coordinator & Inspector

GIS, Development, Asset 
Management 

Coordinator & Inspector

GIS, Development, Asset 
Management 

Coordinator & Inspector
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