
MEMORANDUM 

From: Julie Regan, TRPA Executive Director 

To: TRPA Governing Board 

Date: November 18, 2024 

Re: Accomplishments & Performance Self-Assessment: Dec. 2023– Oct. 2024 

The Governing Board holds the Executive Director accountable to implement the Agency's 
annual Work Program and three current Board-directed strategic priorities: Tahoe Living 
(housing and complete communities), Keeping Tahoe Moving (transportation and destination 
stewardship), and Restoration and Resilience (Environmental Improvement and climate 
programs). Set out below is a self-assessment examining performance and accomplishments on 
these goals. 

Looking back over the last year, there’s a great deal for us to celebrate as well as lessons 
learned. The overarching takeaway I’d like to begin with is that teamwork is alive and well at 
TRPA. Internal staff teamwork is operating at the highest level, just as it is at the Governing 
Board and Advisory Planning Commission levels and with the broader Team Tahoe partnership. 
The challenges we’re facing in the Tahoe Basin are monumental, even existential, and they must 
be met head on through partnerships and collective action. I remain committed to a 
collaborative leadership approach in my capacity serving the board and the community as 
TRPA’s Executive Director.   

Overall Assessment 
Team TRPA’s performance this year was exceptional, and it’s a high honor for me to lead this 
extraordinary organization. Executive leadership transitions can be difficult for any organization, 
but I believe by working together as board and staff over the last two years, we’re achieving 
new heights together and keeping the operational rhythm humming at TRPA. I routinely ask 
staff members what’s motivating them to succeed. Being part of such an amazing team is 
consistently a top response. The Bi-State Compact remains our north star guiding our actions to 
protect Lake Tahoe and support communities. The accomplishments that follow are the result of 
the hard work and collaboration of all TRPA staff, the Board, APC, and our many partners.   

Tahoe Living: Making Housing More Affordable and Growing Complete Communities 
Following two years of work by the Regional Planning Committee, the Tahoe Living Working 
Group, and TRPA staff, the Board approved a suite of innovative affordable housing policy 
changes last December. Our team exceeded expectations in delivering the Phase 2 policy 
amendments under the leadership of John Hester and Regional Planning Committee Chair Vince 
Hoenigman. Thanks to the hard work of our legal team, including new General Counsel Graham 
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St. Michel, we settled the lawsuit on the policy amendments and moved swiftly to kick off the 
next phase of work called Cultivating Community, Conserving the Basin. We’ve engaged 
hundreds of local residents in this initiative already, in both English and Spanish, and are adding 
new members to the Tahoe Living Working Group targeting under-represented groups in our 
community.  

Given the affordable housing crisis in the Tahoe Basin, this strategic priority is of the utmost 
importance to reduce vehicle miles traveled from workers commuting into the basin and to 
improve safety on Tahoe’s roadways. Additional progress includes the following: 

• Celebrated 68 completed units completed with families moving into Sugar Pine Village
in South Lake Tahoe. TRPA’s leadership role in the largest affordable housing project in
Tahoe’s history is significant and our staff worked with many Team Tahoe partners to
move this project forward in record time.

• 18 accessory dwelling units (4 of which are constructed) permitted in 2024. Overall,
since TRPA changed ADU policies, we have permitted 57 total units, of which 12 are
constructed to date.

• Enhanced deed restriction monitoring and compliance program.
• Implemented permit process improvements to enhance public service and improve cost

recovery in filing fees. This major accomplishment occurred simultaneously while
planners met targets of processing more than 1,100 permits hitting performance
standards of the 30/120-day reviews.

• Added a new compliance officer to bolster the enforcement team. The team exceeded
goals and removed illegal buoys from Lake Tahoe for the first time under the new
shoreline regulations. The team also resolved multiple code violations including a case
where a boat illegally entered the Upper Truckee Marsh.

• Continued public service improvements and navigated a high-intensity first amendment
audit by a Bay Area blogger. The customer service team handled the situation deftly and
professionally.

• Brought forward for Board approval the regional plan and code amendments to include
climate smart and workforce housing requirements, dark skies, and mixed use policies
following extensive work by the Regional Planning Team.

• Managed area plan amendments in multiple jurisdictions and engaged hundreds of
community members constructively in various venues on land use matters (community
meetings, webinars, phone calls, emails, individual meetings, farmers markets, etc.).

• Worked on large projects like the Waldorf Astoria Lake Tahoe (approved by the
Governing Board in 2023), Cal-Neva revitalization, Boatworks Mall in Tahoe City,
Homewood master plan, and the Barton community hospital proposal to ensure they
deliver environmental benefits or adhere to past approvals.

Keeping Tahoe Moving: Improving Transportation Infrastructure and Destination Stewardship 
Team Tahoe made history this year in bringing US Department of Transportation Secretary Pete 
Buttigieg to our annual Summit and TRPA played a leadership role in this exemplary 
accomplishment. Many staff members worked diligently to support this endeavor. At the 
Summit, Sec. Buttigieg announced more than $30 million in awarded future federal funds to 

AGENDA ITEM NO. X.A.1



 

support transportation initiatives including a $1.7 million PROTECT grant which TRPA secured to 
support the Tahoe Basin’s emergency preparedness.  

• Transportation Funding Partnership- In total, this year nearly $70 million was invested
in transportation, including new transportation funding of $33.6 million provided
by federal, state, local, and the private sectors. Local funding of nearly $8.5 million is the
highest level of annual local transit funding ever seen at Tahoe. The states also
exceeded their targets this year with nearly $8.2 million in new funding for trails and
transit, and the federal government awarded nearly $17 million in new grant funding for
priority transportation project. The financial element of our Connections 2050: Regional
Transportation Plan (RTP) will baseline these new funding levels.

• RTP Update - We continued policy work on the RTP this year using the Board’s
Transportation Committee to vet information. The Board endorsed the Vision Zero
Safety and Active Transportation Plans and reviewed performance metrics, funding,
and other key transportation policies to prepare for the Governing Board’s
consideration of the RTP next year.

• TTD Board engagement – I am proud to represent the Governing Board on the Board of
Directors of our partner agency, the Tahoe Transportation District, and have made it a
priority to elevate our partnership and support of TTD and transportation.

• Responsible Tourism & Destination Stewardship - The Destination Stewardship Plan,
which contains 32 key actions, resulted in a 79 percent reduction of trash on July 4 as
compared to 2023. Tangible results since the plan’s adoption also include progress on
Highway 28 and 89 corridor plans and Sand Harbor’s pilot reservation system.

Restoration and Resilience: Accelerating Environmental Improvements 

Lake Tahoe Restoration Act 

• Organized a successful fly-in visit to Washington, D.C., with 22 partners (in
collaboration with the Team Tahoe), which fostered valuable connections among TRPA
board members and Team Tahoe while presenting a unified message to the
congressional delegation.

• Represented Team Tahoe testifying in a House Natural Resources Subcommittee
hearing on the 10-year extension of the Lake Tahoe Restoration Act and played a pivotal
role in securing its passage opening up $300 million in additional federal funding for
the EIP.

Board Retreat for Strategic Engagement 

• Facilitated a productive Governing Board retreat at Fallen Leaf Lake to actively engage
the community in shaping the agency’s work plan and strategic priorities for the year.

• Re-designed the four-year Threshold Evaluation process following the retreat to involve
stakeholders and the community in developing policy recommendations based on the
evaluation results. We’re seeing positive internal outcomes from engaging the Research
and Analysis Team, raising visibility for their work, and integrating it more deeply across
the agency and with EIP partner organizations.

Environmental Improvement Program (EIP) and Regional Plan Progress: Acquisition of Motel 6 
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• TRPA staff played a leadership role in finalizing the Meeks Bay Restoration Project in
support of the U.S. Forest Service, the Washoe Tribe, the Lahontan Water Board, and
others. The Board’s unanimous vote this year allows the project to move into
implementation.

• The California Tahoe Conservancy and its funding partners achieved a major goal of the
Regional Plan with the acquisition of the Motel 6 and surrounding parcels. This 31-acre
purchase now places more than 96 percent of the lower nine miles of the Upper
Truckee River in public ownership. This acquisition demonstrates clear progress in
removing development from sensitive lands—a core objective of the Lake Tahoe
Environmental Improvement Program and the Lake Tahoe Regional Plan.

• Contributed $3.5 million in TRPA’s mitigation funds towards the acquisition,
underscoring the effectiveness of these funds in addressing development impacts and
continuing public-private partnerships to benefit Lake Tahoe.

Aquatic Invasive Species (AIS) Program and Tahoe Keys Control Methods Test 

• Continued the partnership with the Tahoe Keys Property Owners Association (TKPOA) to
fund, monitor, and oversee the Tahoe Keys Control Methods Test, the AIS Program’s
highest-priority project. The third year of testing concluded this summer.

o Staff are evaluating results of the multi-year project and planning the next
phase of collaboration with TKPOA and key stakeholders to develop a long-term
treatment plan.

• Continued increasing the pace and scale of AIS treatments every year, completing large-
scale projects such as the 17-acre Taylor Tallac Ecosystem Restoration, managed in
partnership with the U.S. Forest Service.

Tahoe Fire and Fuels Team and Regional Evacuation Planning 

• Staff successfully planned, facilitated, and led the first Tahoe Fire and Fuels Team (TFFT)
retreat in more than five years, bringing partners together post-Caldor Fire to
reinvigorate TFFT and chart a forward path.

• TRPA staff took on the facilitation role for the Multi-Agency Coordinating Committee
(MAC), uniting Fire Chiefs to guide forest health and community wildfire protection
priorities across the region. Lake Tahoe Fire Chiefs collaborated with local law
enforcement to release the first Regional Evacuation Plan in September 2024.

Community Engagement – My review last year highlighted opportunities for continued 
improvement in community engagement and public participation in TRPA programs and 
policy work. I’m pleased to report the following progress in this area driven by the hard 
work of multiple departments, including Communications, at the Agency. 

• We published nearly 20 opinion columns in local and regional news outlets.

• 28 news releases, multiple media tours and press conferences, plus one Podcast.

• Social Media reach is up 77 percent year over year and content interactions are up 20
percent. 

• ENews reach is strong at 12,375 contacts featuring 80 email campaigns over the last

year such as Profiles on Progress, housing updates (including in Spanish), transportation,

the Tahoe Keys weeds test, shoreline updates, and the Meeks Bay project. 
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• I delivered approximately 20 speeches and presentations including providing testimony
to congressional and state officials.

Additional Achievements   
Progress on TRPA’s strategic priorities is impossible without the backbone support of the 
Agency’s executive team and the steadfast execution of core business. A few highlights of note: 

• Nearly 30 Governing Board actions tied to last year’s work program from July 1, 2023
through Oct. 2024.

• Smooth Executive Team Transitions – from onboarding Chad Cox, our new CFO/CAO, to
moving through the transition of General Counsel from John Marshall to Graham St.
Michel, we have not missed a beat, and our succession planning is sound.

• Financial integrity – our Finance Team continues to live up to its regional reputation for
excellence making TRPA a trusted fiscal agent.

• Building management – following Steve Biddle’s retirement, Jeremy Davis is providing
expert management of our largest physical asset, 128 Market St.

• Support teams worked diligently to improve meeting management and the public
comment process at Governing Board meetings this year. Katherine Huston, Marja
Ambler, Tracy Campbell and other team members continue to improve the hybrid
meeting experience and respond to myriad community inquiries in a timely fashion,
posting public comments in a transparent manner.

• Staff retention and satisfaction remain a top priority for me. I am pleased to report that
we are fully staffed and our 75 staff members are appreciative of the Agency’s more
competitive salary and benefits packages as evidenced by increases in staff participation
in our retirement program.

• Our Human Resources & Organizational Development team launched a Leadership
Academy program this year. More than 20 staff members are committing to monthly
training sessions. We have a waiting list for the next cycle of the academy and staff
feedback is exceptionally positive.

Heading into 2025 
I continue to embrace the Board’s direction for more direct engagement in Agency programs 
and policy work. The spirit of collaboration that we’re building together is paying dividends in 
moving important policies forward to benefit Lake Tahoe and our communities. I am extremely 
proud to have broadened TRPA’s partnership reach, in direct response to feedback in last year’s 
evaluation, and remain committed to positive leadership going forward. Thank you for the 
opportunity to serve in this important role.  
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