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Maintain current customer data by customer type and service type. Publish current customer statistics to the Board at least two times per year. Achieved. Published current customer statistics to the Board monthly.

Document and trend future customer connection projections.
Publish development updates at least two times per year to the Board reflecting 
development activity - both approved and in-process. 

Achieved. Presented development updates to the Board on 12/17/25 and 7/8/26.

Track current and potential high volume users of reclaimed water.
Publish an inventory of current high volume reclaimed water users (single users, high per 
capita neighborhoods) to the Board at least annually.

Achieved. Inventory of current high volume reclaimed water users published to the Board 
on 7/8/26 and 9/9/26.

Document and trend both historical and projected water use and 
wastewater flows to support capital planning and operational 
decisions.

Publish historical and projected flow updates to the Board at least two times per year.
Achieved. Published historical and projected flow updates to the Board on 12/17/25 and 
7/8/26.

Maintain an inventory and mapping of Toho facilities.

1) Publish an annual summary of infrastructure including # of water plants, # of water 
reclamation facilities, # of lift stations, miles of pipe.
2) Maintain a current GIS representation of new or modified Toho facilities based on 
available as-built plans submitted for new projects (release of data limited for security 
reasons).

1) Achieved. Dashboard with summary of infrastructure updated daily internally and 
externally.
2) Achieved. GIS staff continue reviewing new projects, and adding missing projects to 
GIS. Year to date staff has addressed approximately 308,000 data errors and have added 
approximately 330 missing projects.

Develop and maintain current (4-years average) condition 
assessments for water treatment and water reclamation facilities as 
part of an ongoing master planning process.  

Multi-year initiative - Complete and finalize condition assessments (as stand-alone 
documentation or as part of design process for facility expansion) for all water reclamation 
facilities, complete condition assessments at 4 or more water treatment facilities in FY26.  

Achieved. Condition assessments completed for Bella Lago, Camelot West, Richard 
McLaughlin, Northwest, Peabody and Southwest WTPs. Condition assessment reports are 
available for all water reclamation facilities and identified water treatment plants.

Improve 
infrastructure project 
planning,  execution, 

and transfer to 
operations

Update Master Plan (including hydraulic analysis, capacity, and R&R 
components) at least every 4 years. Implement interim updates as 
necessary to keep Master Plan more current. 

Multi-year initiative. Evaluate status of implementation of Executive Master Plan as part of 
the budget process and report to Board.

Achieved. Implementation of Executive Master Plan is ongoing and the status of CIP 
Priority Projects was reported to the Board on 7/29/26. Flow projections and capacity 
improvement projects are updated on a monthly basis. Engineering, Operations, Asset 
Renewal & Replacement, PMO and Consultants are coordinating with monthly cross-
functional meetings and updates. Consultant completed scope to update existing demands 
in Toho's hydraulic models to create updated Existing Condition Simulations.

Optimize system-
wide water use to 

defer infrastructure 
investment needs

Develop water conservation program education and outreach 
including quarterly articles on conservation, outreach and community 
meetings.

1) Provide updates on conservation program to Board at least two times per year. 
2) Publish quarterly communication to HOAs and media/ web channels regarding 
conservation programs starting in April 2025.

1) Achieved. Provided updates on conservation program to Board on 11/19/25, 2/2/26, 
5/13/26, and 8/12/26.
2) Achieved. Published communications to over 20 HOAs monthly regarding conservation 
programs.

Implement long-range planning and coordination for Sunbridge/North 
Ranch Sector Plan area in eastern Osceola County.

Meet regularly with stakeholders on Sunbridge/ North Ranch Sector Plan to develop a long-
range conceptual plan for providing water, wastewater, and non-potable water service for 
this area.

Achieved. Met with North Ranch Sector Planning on 12/15/25, 3/25/26, 5/27/26, 6/24/26, 
and 9/3/26. Met with Sunbridge Advisory Committee on 2/18/26 and 9/15/26. Actively 
developing plan for providing water, wastewater, and non-potable water service in this 
area.

Implement the Cypress Lake Wellfield Alternative Water Supply 
Project with the Authority's regional partner (Water Cooperative of 
Central Florida) to meet future water supply needs in the Authority's 
service area.

1) Continue construction of 2nd concentrate disposal well and associated monitoring well 
with final completion in FY27. 
2) Complete bid documents for two additional production wells. 
3) Continue construction of Phase 1 raw water main to connect CL-1 through CL-4 to WTP 
site with completion anticipated in FY27. 
4) Complete bid documents for water treatment facility and provide to CMAR.

1) Achieved. 2nd concentrate disposal well and monitoring well completed.
2) Partially Implemented/ Failed to Achieve. Bid documents for two additional 
production wells are at 90% completion pending property acquisition.
3) Achieved. Construction of Phase 1 raw water main to connect CL-1 through CL-4 WTP 
site is underway.
4) Achieved. Bid documents for water treatment facility have been complete and bid 
documents have been provided to the CMAR.

Continue to evaluate new alternative water supplies to identify the 
sequence and timing of new water supply sources needed to meet 
future demands in the Authority's service area. 

Evaluate the sequence, timing, and cost of new AWS Projects and update the Board at 
least annually.

Achieved. AWS CIP Priority Projects presentation provided at 7/29/26 Board meeting. 
AWS Project planning is on-going.

Engage in regional partnerships and planning for water supply. 

1) Meet at least quarterly on all regional water supply initiatives (Taylor Creek Reservoir, 
STOPR Group/ Cypress Lake).  
2) Actively participate in Central Florida Water Initiative (CFWI) Regional Water Supply 
Planning (RWSP) based on the state Water Management District schedule. 

1) Achieved. Met with Taylor Creek Alliance or TCA (fka Taylor Creek Reservoir/SJR 
Regional WSP) project partners and the project design consultant on 10/24/25, 1/23/25, 
3/27/26, 5/19/26, 6/26/26, 7/24/26, and 8/28/26.  The project partners also met on 
10/24/25, 12/17/25, 1/16/26, 2/20/26, 4/3/26, 5/29/26, 6/5/26, 6/12/26, 6/26/26, 7/24/26, 
and 9/18/26.  Toho also met with the STOPR Group/Water Cooperative of Central Florida 
20 times in FY26. The group members routinely discuss regional planning and regulatory 
issues, including the CFWI, at these meetings. Representatives of the group also attended 
the CFWI Minimum Flows and Levels Priority List meeting on 8/28/26, held by the 
SFWMD, SJRWMD, and SWFWMD.
2) Achieved. Actively participated in CFWI Regional Water Supply Planning by evaluating 
water use permit applications and WMD actions within the service area, coordinating with 
WMD leadership on regulatory items and market trends, and participation in annual CFWI 
Minimum Flows and Levels Priority List meeting on 8/28/26.

Water, sewer, and 
reclaimed water 

system, facilities, and 
infrastructure

Toho's FY26 Annual Report on Special District Goals

Water, sewer, and 
reclaimed water 

system, facilities, and 
infrastructure

Customers, 
Growth and 

Development

Understand current 
and future customer 
base and demands

The extent and state 
of infrastructure and 
treatment facilities' is 

understood and 
documented

Infrastructure 
Master/Capital 

Planning

Water Supply 
Planning and 
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Evaluate present and 
future sources of raw 
water and treatment 

requirements for 
those sources in 
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Maintain a CIP to meet projected capacity and renewal and 
replacement objectives.

Update and present to the Board for approval a CIP that meets 1) projected annual 
average and maximum day needs over the upcoming 5-year planning horizon, 2)  
addresses renewal and replacement priorities, and 3) identifies new plants or major 
(>$50M) investments over a 10-year horizon.

Achieved. Developed FY27-FY31 CIP. Fully deployed Simplify i3 project management 
tracking platform across Engineering, CIP, PMO, Renewal and Replacement teams, 
implemented GIS module for enhanced project coordination and collaboration with other 
Departments. CIP and Operating Budget presented to the Board will meet demands, 
address top R&R priorities, and include new plants and major investments over the next 5 
years. Received Board approval for CIP budget on 9/9/26. Toho also continued master 
planning for a 20-to-50-year planning horizon and presented major investments over the 5-
year planning horizon at the 9/9/26 CIP budget workshop and over a 20-year planning 
horizon at the 12/17/25 Board meeting.

Develop and utilize a formal Project Management Office (PMO) 
process to deliver capital plan.

Establish tracking systems for the PMO. Including budget and schedule change orders for 
major projects, spend curves for grant projects, compliance with grant reporting, Risk 
Management, WIFIA, and RPR tracking.

Achieved. Tracking systems were established for the PMO. Change order logs for major 
capital projects track budget changes and approval turnaround time, and schedule 
changes are tracked against approved project charter baselines through the PMO change 
control process. Grant-funded projects are budgeted and tracked within Capital 
Improvement Program project budgets, supporting grant reporting compliance. A risk 
register and supporting templates are in place for risk management. WIFIA loan funding is 
tracked through monthly reporting, with quarterly compliance reporting for the second loan. 
Initial work is underway to track Resident Project Representative (RPR) and contracted 
project management support across the portfolio.

Ensure Water Treatment Facility Compliance.
1) Hold compliance coordination meetings at least quarterly to review permit requirements 
for facilities including required sampling and reporting timelines.
2) Compliance with all Primary Drinking Water standards.

1) Achieved. Monthly coordination meetings held to review permit requirements for facilities 
including required sampling and reporting timelines.
2) Achieved. Compliance with all Primary Drinking Water Standards has occurred.

Ensure Wastewater Treatment Facility Compliance.

1) Hold compliance coordination meetings at least quarterly to review permit requirements 
for facilities including required sampling and reporting timelines.
2) No compliance warning letters related to wastewater treatment plant performance 
(collection system goals stated separately). 

1) Achieved. Monthly compliance coordination meetings held to review permit 
requirements for facilities including required sampling and reporting timelines.
2) Achieved. No compliance warning letters related to wastewater treatment plant 
performance received. 

Reduce potential for SSOs in sewer collection system gravity pipes, 
force mains, and lift stations.

1) Perform desktop review of 50% of the system annually to provide targeted areas for 
more detailed investigation.
2) Perform inflow and infiltration abatement on 20 lift station areas identified during the 
desktop review.
3) Perform tier-2 condition assessment on force main conveying waste water between lift 
station SSO5 and South Side Water Reclamation Facility.
4) Develop, pilot and evaluate a Used Cooking Oil Collection program in select (up to 
three) collection areas demonstrating ongoing FOG issues.

1) Achieved. Completed desktop review of over 70% systems.
2) Achieved. Performed inflow and infiltration abatement on 20 lift station areas identified 
during the desktop review.
3) Partially Implemented / Failed to Achieve. Changed contracting approach to make 
sure contractors had methodology to address emergencies, which resulted in 
delay. Contractor estimated to begin tier-2 condition assessment in Feb. 2027.
4) Achieved. Team pivoted to In Pipe project in May 2026 to address ongoing FOG issues. 
Pilot Study is ongoing and adjustments are being made in the distribution system to ensure 
the project is successful.

Resiliency Plan Compliance.
Continue construction to replace two aging generators started in 2025 design. Complete 
the design and initiate the construction of two additional generators in 2026 and purchase 
five new portable generators or bypass pumps. 

Achieved. The two generators purchased in 2025 for WTP4 and Harmony WTP have been 
installed and are integrated with ongoing construction of other onsite capital improvements. 
Operations purchased 6 new portable generators and 6 new bypass pumps to improve 
response capabilities for potential SSO events. Design has been completed and 
construction is underway for additional generators at BVL WTP and Harmony Wells 2/3.

Collaborate with Regional/ State/ Federal partners.
Attendance of and participation in collaborative and informational conferences and water 
industry advocacy/ policy events facilitated by industry organizations including NACWA, 
AWMA, FWEA, FSAWWA.

Achieved. Toho strengthened relationships with regional, state, and federal partners and 
became increasingly active in the conversations shaping the future of the water sector. 
Toho leaders participated in conferences, advocacy and policy discussions, regulatory 
conversations, workshops and collaborative forums through organizations including 
NACWA's StratComm, AMWA, FWEA Utility Council, FSAWWA Water Utility Council, 
FWEA Utility Council, One Water Commission, WEFTEC 2026, AWWA's ACE 2026, AIF 
Florida Water Forum, Waterworks Management Workshop, CIP Forum, and Singapore 
Water Week. Toho also expanded its visibility through speaking opportunities, conference 
activations and direct engagement with industry peers and leaders. 

Proactively plan to address new regulations.
Compliance coordination meetings held at least quarterly to establish milestones and 
timelines needed to meet future requirements. 

Achieved. Monthly compliance coordination meetings held to establish milestones and 
timelines needed to meet future requirements.

Comply with new and evolving PFAS regulations.

Multi-Year 
1) Continue monitoring groundwater wells for PFAS.
2) Continue developing risk analysis for how PFAS regulations will affect treatment and 
disposal requirements of wastewater effluent.

1) Achieved. Monitoring of groundwater wells for PFAS is ongoing.
2) Achieved. Risk analysis developed for how PFAS regulations will affect treatment and 
disposal requirements of wastewater effluent.

Compliance, 
Environment, and 

Public Health

Permit 
Compliance

Water, sewer, and 
reclaimed water 

system, facilities, and 
infrastructure

Capital Planning & 
Delivery

Capacity 
Management

Operate in 
Compliance with 

Permits

Reduce 
Environmental Impact 

of Sanitary Sewer 
Overflows (SSOs)

Adaptive Plans for 
Dealing with 

Emerging 
Regulations

Environment and 
Public Health

Environment and 
Public Health
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Financial reporting is 
transparent and 

accurate

Prepare and submit reports, budgets, and audits as provided in 
Section 189.016.

Audit report submittal to the State in compliance with all requirements. Achieved. Audit report submitted to the State in April 2026.

Maintain Debt Service Coverage above the bond covenant threshold 
required to cash fund a debt service reserve account.

Debt Service Coverage Above 150% Achieved. Debt service coverage was above 150%.

Maintain a minimum Capital Reserves for future Capital Outlays. Capital reserves above 15% (O&M + Debt + PILOT) Achieved. Capital reserves above 15%.

Maintain a minimum Operating Reserve equal to four weeks of total 
operating expenses, excluding PILOT fees.

Operating reserve of at least 4 Weeks O&M Achieved. Toho has at least four weeks O&M operating reserves.

Maintain a minimum 300 Days Cash on Hand, excluding PILOT fees.

Increase Days Cash On Hand From FY25 Year End Toward 300 Day Objective - Toho's 
300-day cash goal will temporarily dip below target as reserves are used for capital 
projects ahead of planned bond issuances. This reduction reflects timing differences, not a 
decline in financial strength. Cash levels are expected to rebound as proceeds are 
received, consistent with Toho's long-term financial management practices.

Achieved. FY25 Days Cash on Hand was 103 days based on FY 2025 Audited 
Comprehensive Financial Statements. The Estimated Days Cash on Hand for FY26 is 160-
175.

Maintain rates, fees, and charges at levels sufficient to fully comply 
with covenant requirements in financing documents.

Adoption of budget that meets financial policy requirements. Achieved. Budget was adopted in Sept. 2026.

Develop rate plans with at least a 5-year rolling projections.
Rate sufficiency analysis updated on an annual basis in conjunction with the CIP review 
and update.

Achieved. Rate sufficiency analysis conducted Aug.-Sept. 2026.

System development charges are updated and maintained to support 
capacity needs at least every 4 years in accordance with Toho's 
Charter.

Projection of revenues and expenses completed and presented to the board annually and 
formal review; SDC Study completed every 4 years, at a minimum.

Achieved. Capital Budget Workshop conducted on 7/29/26. Operating Budget Workshop 
conducted on 8/26/26. SDC study was conducted Dec. 2024 and the multi-year SDC fee 
schedule was approved by the Board on 1/22/25. Notwithstanding any unforeseen 
circumstances, the next SDC Study will be conducted within the next 1-2 years.

Develop an IT Governance and IT Framework.
Multi-year initiative starting in FY25 Develop Draft  IT governance and project framework 
as part of 2-year master plan to ensure IT systems support projects aligned with Toho's 
objectives and priorities.

Achieved. Completed the draft IT Governance and Project Management Framework.

Automate and streamline document management, contractual 
agreements, and obligations management to ensure timely execution.

Multi-year initiative. Establish digital repository and workflow management system for 
contractual agreements along with a review and approval process.

Achieved. Established the foundation for a centralized digital repository. The planned 
solution will improve document accessibility, automate reviews and approvals, strengthen 
obligation tracking, and support the timely execution and renewal of contractual 
agreements. 

Implement an automated process that provides visibility to key 
stakeholders about service levels and demands (current and 
projected) by service type.

Multi-year initiative starting in FY25 complete a roadmap for automation of data 
management solutions.

Achieved. Decision for Phase 1 made for the data management solution to be a Toho 
owned database which is being created by IT.

Implement security 
protocols to ensure 

compliance, risk 
mitigation, and data 

protection

Improve Cybersecurity posture.
1) Implement cybersecurity software enhancement to improve threat detection.
2) Conduct Cybersecurity assessment to identify gaps and prioritize improvements.
3) Implement prioritized network solutions (detail not provided due to security).

1) Achieved. Strengthened Toho's cybersecurity posture by implementing enhanced threat-
detection and security technologies.
2) Achieved. Conducted cybersecurity assessments to identify and prioritize risks.
3) Achieved. Deployed critical network security improvements. 
These efforts improved visibility, strengthened protection of organizational systems and 
data, and established a risk-based roadmap for continued cybersecurity maturity.

Develop a Process Improvement Model.
Multi-year initiative. FY 25 - initiate development of a process improvement framework for 
the organization as a whole.  

Achieved. Procured and partially implemented a tool (PrimeBPM) to capture documented 
processes in a way that is acceptable to entire organization. Utilized Lean Six Sigma tools 
(Fishbone diagram, Root Cause Analysis) to drive operational changes following multiple 
high impact process failures.

Deploy technology solutions that improve customer experience.
1) Replace 20K endpoints (AMI).
2) Multi-year initiative. Launch a customer portal, providing self service options and 
consumption transparency.
3) Provide updates on call metrics, such as average speed of answer and call abandon 
rate, to the Board at least two times per year.

1) Achieved. Toho replaced almost 60K endpoints (AMI) in FY26. This has resulted in 
reduced manual workload and reduced estimated bills.
2) Achieved. The Customer Service Technology Roadmap includes the addition of a 
comprehensive customer portal. Currently customers can access their accounts online, 
include paying their bills and viewing previous bills.
3) Achieved. Provided updates on performance, including metrics and customer survey 
results to the Board on 11/19/25, 2/11/26, 5/13/26, and 9/9/26.

Implement and measure service levels through key performance 
indicators (KPIs) that enhance and optimize high-impact or vulnerable 
process areas.

Quarterly reporting of established key performance indicators to the Board.
Achieved. Quarterly KPI reports were presented to the Board on 2/11/26, 5/13/26, 9/9/26, 
with the next one scheduled for 11/18/26.  Three additional KPIs were added for FY27. 

Process and 
Technology

Process and 
Technology

Financial Systems
Financial and 

Rates

Financial practices 
and measures  create 

stability in the 
financial status of the 

Authority 

Rates should be 
stable in their ability 

to generate sufficient 
revenues, but also in 
the perception of the 
customer from rate 

changes from year to 
year

IT Systems

Organizational 
Performance

Optimize Levels of 
Service

Implement tools and 
processes that 
streamline data 
management
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Community 
Engagement

Deliver Toho 
Promise

Connect our work to 
the Toho Promise 
and Toho Priorities

Tell the story of how we deliver the Toho Promise.

Internal and External Communications: People-and-business-focused stories across social 
media (average 3x per week) and monthly internal newsletter and all-Toho messaging 
opportunities (email, intranet, quarter town halls, etc.).

Community Engagement: Dedicated attendance at 25+ community events annually.

Construction Communications: Engage in public engagement opportunities surrounding 
construction projects via community meetings, door knocking/neighborhood visits, and 
enhanced customer communication via project status timelines hosted online.

Achieved. Internal and external communications remained consistent throughout FY26, 
including an active social media presence, monthly Pipeline newsletters, organization-wide 
communications, video and educational content.

Achieved. Dedicated attendance at 62 community events.

Achieved. Toho launched and expanded its online construction page with information on 
more than 20 active projects. For the federally funded Hopkins Park septic-to-sewer 
conversion, for example, the PR team supplemented traditional communications with direct 
mail, neighborhood visits, door knocking and one-on-one conversations with impacted 
residents.

Staffing
Adequate staffing 
levels needed to 
support functions

Benchmark Toho staffing levels to peers.
Benchmark normalized staffing levels (i.e. field employees/ mile of pipe) and report to the 
Board as part of the budget and personnel approval process.

Achieved. Benchmarked staffing levels were presented to the Board on 8/26/26.

Competitiveness Total compensation evaluation for all major job roles. Conduct market analysis for at least 5 prioritized position groups.
Achieved. Conducted market analysis for call center, billing & collections, utility workers, 
finance, and IT.

Employee Feedback
Solicit employee feedback to identify trends, strengths, and 
opportunities for improvement.

1) Conduct annual Toho survey.
2) Hold at least 8 voice of Toho employee (VOTE) committee meetings.
3) Hold at least 2 Toho All Calls to include response to employee topics/ questions.

1) Achieved. Conducted annual Toho survey between March-April 2026.
2) Achieved. Held 11 VOTE committee meetings.
3) Achieved. Held Toho All Calls on 11/20/25, 3/5/26, and 6/30/26 which included 
responses to employee topics/questions.
Additionally, Toho teams have used employee surveying in all training sessions, including 
Toho's quarterly Leadership LeanIn, Mentoring program, and job shadowing 
initiatives/programs.

Workforce
Attract and Retain 

Workforce
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