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Performance Management

Leading Question:  

Is Your Utility Successful?
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The Point of this Talk

Measure what counts.

Measure what you can control.

ñWhen you can measure what you are speaking about, and express 

it in numbers, you know something about it; but when you 

cannot measure it, when you cannot express it in numbers, your 

knowledge is of a meager and unsatisfactory kind.ò 

Lord Kelvin
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Role of Performance Management

The business process of monitoring

organizational performance 

against pre -established targets.

ñYou canôt manage what you donôt measure.ò
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Those which monitor performance 

against pre-established 

targets or industry standards.

What are ñEffectiveò Metrics?

If you donôt know where you are going, and you 

donôt know how you are doing,  you wonôt know if 

you ever get there!
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Effective KPIs for Performance 
Management

V Objective

V Balanced

V With a Defined Target Level of Performance

V Linked to the Utilityôs Strategy 

V Supported by Leadership

V Using Industry Standards where Available 

V Sustainable
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ñAttributes of the Best Managedò

ñWater Sector Utility Management Strategyò - created in 

March 2007,  by seven ñCollaborating Organizationsò 

ÅAmerican Water Works Association (AWWA)

ÅAssociation of Metropolitan Water Agencies (AMWA)

ÅWater Environment Federation (WEF)

ÅNational Association of Clean Water Agencies (NACWA) 

ÅUnited States Environmental Protection Agency (EPA)

ÅAmerican Public Works Association (APWA)

ÅNational Association of Water Companies (NAWC)
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The 10 Attributes

Å Product Quality

Å Customer Satisfaction

Å Employee and Leadership Development

Å Operational Optimization

Å Financial Viability

Å Infrastructure Stability

Å Operational Resiliency

Å Community Sustainability

Å Water Resource Adequacy

Å Stakeholder Understanding and Support
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Effective Utility Management

www.epa.gov/waterinfrastructure/pdfs/

www.waterEUM.org

http://www.epa.gov/waterinfrastructure/pdfs/
http://www.watereum.org/
http://www.watereum.org/10attrib.php
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QualServe and Benchmarking

ÅWEF and AWWA jointly created a program for 

improving performance and increasing customer 

satisfaction

ÅA series of workshops created key ñperformance 

indicatorsò and benchmarked them

ÅDebate over the ñcorrectò number and type of 

indicators continues today

ÅThe program remains viable and useful
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Organizational Development 

ÅOrganizational Best Practices Index

ÅEmployee Health & Safety Severity Rate

ÅTraining Hours per Employee

ÅCustomer Account Ratios



MI-AWWA 2009 
14

Organizational Best Practices -
As Measured by 7 Mgmt Practices

ÅStrategic Planning

ÅLong-term Financial Planning

ÅRisk Management Planning

ÅCohesiveness in measures

ÅOptimized Asset Management

ÅPerformance Measurement

ÅCustomer Involvement

ÅContinuous Improvement
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Customer Relations

ÅCustomer Complaints

ÅDisruption of Water Service

ÅResidential Cost of Water/Sewer Service

ÅCustomer Service Costs per Account

ÅBilling Accuracy
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Business Operations -
(Planning & Management) 

ÅDebt Ratio

ÅSystem Renewal/Replacement Rate

ÅReturn on Assets
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Water Operations

ÅDrinking Water Compliance Rate

ÅDistribution System Water Loss

ÅWater Distribution System Integrity

ÅOperation & Maintenance Cost

ÅPlanned Maintenance Ratio
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Creating a Metrics Process 
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Know the Links to Strategy

GM 

or City

Manager

Dept. and Division 

Management

Managers and Supervisors

Every Employee

Mission/Goals

Organization

Process

Person

Roll Up 

and

Down

Link the strategic goals to every Employee
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Balanced
Scorecard

Goals &
Measures

Customer 

Perspective

How do we look 

to customers?

Financial

Perspective

How do we look 

to stakeholders?

Internal 

Business

Perspective

What must we 

do to excel?

Innovation 

& Learning

Perspective

Can we continue 

to improve and 

create value?

Source: The Balanced Scorecard
Kaplan & Norton

Keeping Perspectives Balanced
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Provides historic objective performance data  

Sets expected levels of performance

Provides insight into problem areas

Provides information for decision making

Provides incentives to high performers

Translates strategy into operational terms

Role of Performance Measures
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Moneyball



MI-AWWA 2009 
23

Performance Measures Matter

ü 20 Triple Doubles/Year

ü 1.7 ERA

ü 8 Minute Mile

ü 98 Bowling Average

ü 52 Hit by Pitch

ü 5 Super Bowl Rings



MI-AWWA 2009 
24

Performance Measures Matter

ü 200 vacancies

ü 25 line breaks / year

ü 45% preventive/reactive maintenance ratio

ü $45.30 Single Family Monthly Sewer Rate

ü Avg. 98 days to hire

ü 2.5% turnover rate

ü 1% R&R rate

ü A+ bond rating
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Performance Measures Matter

ü 8% Lost and Unaccounted for Water 

ü 90% response time in less than 45 minutes

ü 7 days emergency storage capacity 

ü Avg. 45 seconds/customer call

ü $805 / O&M Cost per MG Water Processed 

ü $25/year/customer on public education

ü $350/MG treated water cost
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Performance Measures Matter

ü 419 Customer Accounts per Employee

ü 33.6 H&S Severity Rate

ü 0.31 MGD Delivered per Employee

ü 36.1 Customer Complaints per 1000 

Customers

ü 1.12 Unplanned Disruptions of Water Service

ü 22.6 Billing Accuracy

ü 0.32 Debt Ratio
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Performance Management?

Activity Jan Feb March April Total

Valves Actuated 14 22 15 6 57

Hydrants Repaired 2 0 2 3 2

Hydrants Painted 0 0 14 56 70

Miles of Sewer Cleaned 4 7 2 6 19

Tanks Inspected 3 2 0 1 1

Fleet Vehicles Washed 2 0 13 17 25
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Performance Management

The process of monitoring organizational 

performance against pre -established targets.

%,
$,

Units,
Activities, 

Etc.

Time

Gap in 

Performance 

to Plan

Valve Actuation Program

% Actuated 

per Year

100%

0%

Jan Dec

Strategy ïMaintain our Infrastructure
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ó99 ó01 ó02ó03 ó04ó05ó06

Lost & Unaccounted For Water

Regulatory Guideline

Best Practice

Industry

Standard

Utility Target

How are we doing??

2

4

6

8

10

(%)

Benchmarking vs. Performance 
Management

Performance Management - The process of monitoring organizational 

performance against pre-established targets.
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Performance Management Process

Gain

Executive

Commitment

& Staff Buy-in

Define

Your 

Measures

Gather 

the Data

Report 

Results

Which of these steps are difficult?

Set

Appropriate

Targets

IT SolutionsManagement Consulting
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What are we doing? - Output

How long does it take? - Time

How much does it cost? - Cost

How well are we doing it? - Quality

VDid we achieve our Goal? - Outcome

Vacancy

Identified

Approval

To Fill

Post Job

Opening

Qualify

Candidates

Select

Candidates

Negotiate

Terms

Start

Date

Utility Hiring Process

Define Your Measures
Measure the Right Thing

ñNot everything that can be counted counts, and not everything that counts can 

be counted.ò  A. Einstein

So ïWhat do we measure??

- All of these???

- How do we pick???
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Temperature of Treated Water

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec

2004

2005

2006

Legend

62

66

68

64

F
o

Meaningful?

Is This Meaningful?

Why?

Why Not?
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Performance Measure:  Water Quality Complaints
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Meaningful?

Is This Meaningful?

Why?

Why Not?
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Vacancy

Identified

Approval

To Fill

Post Job

Opening

Qualify

Candidates

Select

Candidates

Negotiate

Terms

Start

Date

Utility Hiring Process

Measure the Right Thing

ñNot everything that can be counted counts, and not everything that counts can 

be counted.ò  A. Einstein

So ïWhat do we measure??

- All of these???

- How do we pick???

ü Core Business

ü Problem Areas

ü Strategies

Water System Operators

vs. Engineers

Requisitions sit on desks

Reduce hiring costs

Attract and employ a highly skilled workforce
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Who Wants to Be ñFlying Blindò?

You are......

if you donôt 

have

the information

you need to 

ñsee clearlyò
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Business Intelligence & Data Warehousing

Internal Source 

Systems

External Data 

Sources

Data Warehouse

Data Mart
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Business Intelligence

Systems
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Dashboards

ÅThe following is a demo of a 

dashboard showing how the 

QualServe Benchmarks could 

be presented and used.
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Principle 1: Provide Information in Context


