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Managing a consent decree, lead service lines, and an aging system we 
need to find ways to do business more efficiently while maintaining  a 
motivated work force, increasing our level of service and remain affordable 
for all in our community. 

Industry Challenge and Opportunity
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Aspirations and Objectives

How might we...continue building our Utility of the Future by rethinking Field Operations?

Specific Objectives:

• Combine City Utilities Water Maintenance and Sewer Maintenance 
into one department Field Operations.

• Operate Field Operations like a private business

• Complete small capital projects with Field Operations crews

• Develop collaboration and comradery between Field Operations and 
Engineering
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Removing Institutional Barriers

Design Sprint
Definition of current processes, challenges, and 
aspirations.
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Removing Institutional Barriers

Org Design
Definition of current system, 
defining shared vision and value, 
and change management
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Four Initiatives to Focus on

Plan and Schedule Work

Measures

Set Expectations

Cross training
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Proposals for Change

Plan and Schedule Work

• Resources based planning
• Create a resource planner position
• Uniformity of work order process between 

supervisors
• Stop installing water services (private contractors 

can tap our water main)
• Move all the supervisors into one building 
• Create a list of minimum coverage

• Develop skill matrix
• Standard list of skills 
• Priority of cross training
• Construction crew leader valve and hydrant operator

Cross training

Set Expectations

• Construction crew leader’s expectations of crew
• Construction crew leader’s expectations of Supervisors

Measures



cityoffortwayne.org/utilities

Insights from City Utilities On Change 
Initiatives

• Involving front line staff, managers, and superintendents in 
developing the proposals for changes was helpful in building trust 
and by in

• Not everyone decided to align with the vision

• Not all changes were from us and added to change fatigue
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Implementation

Number Measure Distribution Comments MAX Amount

1
Implement 4 person base crews

achieve = $150

Develop and execute an 

implementation plan to move all 

crews to a base crew of 4 members. 

$150

2
Develop a rotation plan and execute the plan. Mix 

water and sewer crew and switch staff quarterly
achieve = $150

Develop by end of 1st quarter. 

Impliment rotation by the end of 2nd 

quarter. Make crews of 50% water 

and 50% sewer and change the crew 

up on an agreed upon time.

$150

3
Develop and implement a bianual evaluation form 

staff
achieve = $100 Develop and implement $100

4 Plan and Assign work for the next week

90% of crews have 

assigned work for the 

next week = $150

By beginning of 3rd quarter work is 

planned out and assigned for all 

crews by the Friday before for the 

next week.

$150

5
Develop monthly and quarterly plan for capital 

work (planned $550K in labor)
achieve = $250

Develop a monthly and quarterly plan 

for capital work that gives the staff 

enough work to complete $550K in 

labor)

$250

6
Estimated jobs with resources (equipment and 

staff)
achieve = $125

Estimate jobs based on equipment 

and staff needed to complete the job 

not just the same equipment and four 

staff every time.

$125

7 Create Skill Matrix Table of Construction Staff achieve = $150
Create a skill matrix table and 

evaluate all construction staff.
$150

8
Water Service Installation - Field Ops no longer 

installs services 2" and less
achieve = $50

Developed new process in 

Engineering/DVS to ensure 

contractors install new water services 

correctly and stop offering option for 

installation (or tap) by Field Ops.

$50

9 Work Order Management achieve = $50

Participation in process mapping and 

redesigning process to match best 

management practices for the new 

work order management system.

$50

10 Measures Job completed vs planned achieve = $150

1. Jobs planned for the year vs jobs 

completed

2. Type of Capital projects completed

2.Field Ops cost vs engineering 

estimate for each capital project

3. Cost savings for capital project

$150

11 Pothole Program Improvements achieve =$50
Pot holing app update, training and 

process/data quality
$50

Total $1,375

Individual Goals

2024  Field Operations - Construction Management Goals

Note: If hourly staff complete $550K of capital work order labor management can 

add up to $200 for other short comings in their goals.

• Built the proposals for change into the 
2024 productivity goals

• We have went from a base of five 
person crew to four

• GPS Telematics and Camera

• Locator and valve operator 
consolidation

• Cross trained former sewer and water 
construction crews and put them on 
alternating stand by shifts
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Keys to a 
Performance 

Culture

• Understanding “why?” and “why now?”

• Framing next steps

• Building buy-in and momentum

• Enabling change

• Fostering innovation
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Approach to Performance Culture

1

2

3

4

5

Establishing “why” and 
“why now”

Framing next steps

Building buy-in 
and momentum

Enabling change

Fostering 
innovation

Defining change drivers and vision.  
Defining the value to organization 
and individual.

Developing the high-level 
roadmap including focus areas 
and timeframe.

Involving the stakeholders in 
developing the details of the 
change and benefits.

Aligning the structure, skillsets 
and resources to empower 
stakeholders to drive change.

Managing innovation as a 
business practice to build 

a performance culture.
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Framing Next Steps

Mission
• Support a performance-driven culture
• Position team to cost-effectively address emerging challenges
• Demonstrate Field Asset’s high level of performance

Strategic Focus AreasGoals for Performance Measures

• National standards that support 
benchmarking (e.g., AWWA)

1. Assess job-specific performance against industry standards (outcomes)

• Crew structure
• Idle time (people and equipment)

2. Assess available work capacity of current staff (resource)

• Mobilization/Demobilization
• Work execution

3. Leverage efficiency opportunities (activity)

• Planning and scheduling
• Transparent and regular reporting 
• Skill assessment
• Onboarding, training, and cross-training

4. Support staffing and management decisions (guiding practices)
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Building Buy-In and Momentum

• Large group discussion to define the work and 
performance gaps.

• O&M and Construction breakout groups to map 
workflows and opportunity areas. 

• Four work order management opportunity areas:

o Originating

o Scheduling

o Executing

o Closing
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Understanding Performance and 
Opportunities

• Each opportunity area assessed for 
potential pain points or performance 
limiting factors.

• Each pain point examined for root 
cause

• Opportunity areas refined and 
prioritized for improvement using 
pain points
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Reflection on Industry

• Using the refined opportunity areas 
the group surveyed utility sector and 
private sector perspectives on 
management.

• Key areas for improvement included:

o Scheduling and planning work

o Standards and expectations for work

o Performance measures used to monitor 
and manage work.
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Measures Selection

• Breakout groups reviewed and selected 
performance measures that were aligned with 
opportunity areas.

• Each performance measure was evaluated for 
usability and ease of maintenance.  Key discussion 
points included: 

• Are we collecting this information? 

• Who will own this performance measure? 

• How will the performance measure be used? 

• When should this be implemented? 

• What additional steps are needed before 
implementation? 
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Building Buy-In and Momentum

• Using workshop results the project team 
developed a simple roadmap outlining 
implementation steps and sequence of 
performance measures.

• Steps included engaging other 
stakeholders, leveraging underlying 
systems, assessment of available data, and 
establishing feedback loop.

• Roadmap provide clarity and basis for 
accountability.
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Aligning Core Systems

Core System ImprovementsGoals for Performance Measures

• Improved asset allocation and optimization 
through vehicle tracking system 
(Telematics/GPS)

• Converted data into intelligence through 
dashboards

• Embedding performance measure tracking 
as functional requirements for maintenance 
system updates

1. Assess job-specific performance against industry standards (outcomes)

2. Assess available work capacity of current staff (resource)

3. Leverage efficiency opportunities (activity)

4. Support staffing and management decisions (guiding practices)

Institutionalizing the performance culture through core system improvements that support business process improvements 
and sets the stage for continuous evolution.
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Fostering a Performance Culture 
Takeaways

• Establish broad understanding of the “why” and “why now”.

• Create a concrete vision for performance

• Remove institutional barriers to aligning organization with aspirations

• Shrink the change for roles

• Create focus on building blocks

• Engage stakeholders in building block development and defining new behaviors

• Define performance expectations on understanding of current challenges

• Create roadmap to guide change and manage accountability

• Build change into underlying systems
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