


INTRODUCTION



Tucson Water, like all City departments, is undergoing a number of changes to increase 
efficiency and improve performance. In addition, a large number of initiatives are either 
underway or under consideration, and these efforts are competing for limited staff and 

financial resources. And, as displayed on the facing page, the City has recently completed a 
Culture Map that emphasizes our common mission: 

Deliver Exceptional Service to the People of Tucson 

In order to align everyone toward common goals and prioritize our efforts, this Action Plan
was developed in concert with the department’s deputy directors and administrators.
“Focus 21” will serve as our collective guidance document through the end of 2021. 

Progress will be measured and reported, and the Action Plan will be updated as necessary 
to assure we remain focused on the right things moving forward.
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EMPLOYEES
E1 – Continue Internal Career Path Development
Identify and alleviate career path issues in the department. Focus on solutions that foster employee development 
and training, prepare staff for the “next steps” in careers, and remove impediments to advancement. 

• Utility Service Technician (UST). Complete the process of creating career path and advancement 
opportunities in metering and service. This effort will also provide the opportunity to acquire skills that 
will be necessary as our metering infrastructure becomes more automated and will better prepare 
employees to advance to other opportunities in the department.

• Utility Technician (UT). The UT program has been in place for over a decade and needs to be reviewed 
and updated to meet current and future needs. The robust training program needs to be refreshed and built 
upon to reach beyond the UT group. In addition, opportunities to address the starting pay and assumed 
skill sets will be reviewed, as well as how we incentivize our best future leaders to transition into supervisory 
roles, without sacrificing pay potential.

• Certifications. We will review how we motivate employees to acquire industry certifications, including
ADEQ Distribution, Treatment, and/or wastewater certs.

E2 – Optimize Our Travel and Training
Approximately $1M per year is budgeted department-wide for travel and training. This level of investment has 
helped alleviate a backlog of training needs that accrued over several previous years and has greatly broadened 
the reach of professional development opportunities to all staff. Further, city-wide training opportunities, 
especially in the area of leadership, have greatly expanded in the past year. Our next step is to optimize our 
travel and training investments.

Through the Organizational Development Office, work across the department to:

• Identify and implement effective training programs, including an expansion of the offerings of the UT 
program to areas beyond Mx Division and to augment the City’s training offerings for supervisors.

• Create cost-savings and efficiencies through use of on-site/local resources, partnering with neighboring
communities, leveraging our vendors, and expanding in-house capabilities.

• Increase accountability for those traveling to multi-day events including a Pre-trip Survey to develop the
individual’s “action plan” for the event, a Post-trip Survey to document key findings and measure the value
of the training for future planning, and the expectation that attendees will share the information gained with
their peer groups.

• Develop a template Work Group Training Plan for use by supervisors during budgeting each year,
to thoughtfully allocate travel and training opportunities to their staff over the next “rolling” three-year
period. These plans will ensure equitable access to training and focus on the needs of both the work group
and the individual.

• Develop metrics to evaluate our level of optimization including: training hours per employee per year
investment per employee (by work type), training effectiveness, cost per hour, etc.



E3 – Support City-wide Compensation Efforts
The City Manager and ELT have developed an Employee Retention Plan to address past salary stagnation 
and compression issues, bring our salaries to market, where applicable, and eventually institute pay-for-
performance. To be successful, funding must be developed each fiscal year through improved operational 
efficiencies and revenues. Employees benefit as they contribute to the financial stability of the City. Our focus is 
to support the City-wide efforts, as it enables us to provide improved compensation to recruit and retain high-
performing, dedicated employees.

E4 – Strengthen Internal Communications
This is a known deficiency and several actions need to be taken to improve in this area. PICO will be tasked 
with developing strategies to improve how we share information across the department. Opportunities include 
technology (such as dashboards, our next generation EAM/Work Order system, etc.); how we use written 
and electronic communication methods; developing more cross-functional teams; and others. In addition, 
optimizing how we use/add/eliminate our routine in-person meetings across the department could drive better 
internal communication. 

E5 – Invest in Our Safety and Security
Our workplace safety program has recently recovered to the point where it is more consistent and reliable. As we 
continue to work with our partners in Risk Management, we can drive even better outcomes for our employees. 
Increased emphasis on physical security, both people and property, will have increased focus moving forward. 
We will continue our efforts in the area of Emergency Planning. Finally, we will take a deeper dive into our level 
of cybersecurity preparedness with our partners at City IT. As business practices evolve, we will continue to 
support appropriate and timely job hazard assessments to ensure our staff are receiving the proper safety training 
and access to necessary personal protective equipment (PPE) to be successful in their roles.

E6 – Actively Manage Employee Performance
Performance management goes beyond just annual performance reviews, although those are a key component 
and are fundamental toward our eventual move toward Pay for Performance. Our current instruments for 
performance reviews can be used and/or refined until such time as City HR deploys a new system. Our focus 
will be on equipping all those in supervisory roles with the tools and guidance for them to become better 
leaders, coaches, and mentors to their staff. Our HR Satellite and Organizational Development Office will be 
asked to lead this effort.

3



CUSTOMERS
C1 – Complete the New Solutions Center at TOPSC
Progress continues toward the consolidation of the City’s 9-1-1 call centers, which will open up the physical 
space necessary to develop a modern Solutions Center at TOPSC. The new center will provide an improved 
environment for staff to deliver excellent customer service. This move is scheduled to be completed after peak 
call season, summer of 2020. In the interim, additional first floor areas at La Entrada will be identified to 
provide additional space resources for Solutions Center staff.

C2 – Complete the City of Tucson Develoment Center
Construction of the new one-stop development center has begun and the new Development Center Customer 
Service Counter is scheduled to be open for business in the first quarter of 2020. In late 2020, the rest of New Area 
Development and Backflow Section will also relocate to the Public Works Building. These actions will improve 
customer service to the Tucson business and development community.
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C3 – Provide 24-Hour Customer Phone Access
Currently, Tucson Water is accessible by phone during the hours of the Solutions Center (now including Saturdays) 
and through extended hours of the Dispatch Center. During nights and Sunday hours, emergency calls are 
answered by the Central Operators. In many cases, the call load is light; however, during emergency conditions 
(e.g., main breaks), the call volume may become large allowing calls to go unanswered, and burdening Central 
Operators who need to focus on operating the system. Options to relieve these issues could include expanding 
the hours of the Solutions Center or the Dispatch Center or by contracting with a third party call center to answer 
customer calls and then forward the information to the Central Operator (emergency needs)  
or to others in the department, as appropriate, for non-emergency needs.  

C4 – Provide Daily (or Real-Time) Meter Data
Our current systems rely on monthly data collection for billing, which is also our main opportunity to identify 
stuck meters and/or changes to customer water use that could indicate leakage or other issues. Through AMR, we 
are able to manually download the most recent 40 days of data at a specific meter to perform forensics and resolve 
issues. However, this is reactive. Options to provide daily and/or real-time meter data for internal analysis and 
for customer use should be evaluated: 1) Deploy AMI to collect frequent internal meter data for analysis, and/or 
2) Increase the frequency of driving the AMR meter routes to collect weekly or daily meter readings. These more
frequent meter readings, collected under either option, should be provided to customers through a Customer 
Portal. We will assess both data collection options and develop the business case for moving forward, if the benefits 
outweigh the costs.

C5 – Support Development of a City-Wide Customer Portal
The City has been evaluating options to consolidate intake of customer inquiries. This concept evolved into 
pursuing a City-wide “Customer Portal” where customers can access City services through a variety of means: 
phone, web, mobile. Tucson Water is a key participant in this project and will seek to expand and improve our 
customer service options.

C6 – Exceed Customer Expectations for Water Quality, Health, and Safety
Tucson Water has a robust water quality monitoring program to assure compliance with Safe Drinking Water 
Act standards and takes immediate action to prevent and/or correct any deficiencies. Our annual Consumer 
Confidence Report (CCR) documents our excellent water quality performance. Our programs extend well 
beyond regulatory requirements, including efforts to understand the occurrence, impacts, and possible future 
regulatory framework for a wide range of emerging compounds. The Sentry Program is designed to actively 
assess our various water sources for water quality changes. When found, we will research whether any data 
suggest a potential public health threat, even in the absence of regulatory guidance. These activities will 
continue, including our active management of PFAS in our water distribution systems. 

C7 – Improve Our Customer Service “Spaces”
Tucson Water has several locations where customers visit us to conduct business. Most of these locations 
are uninviting and can become congested during peak hours. Providing more welcoming, comfortable, and 
functional spaces for our customer interactions is a priority. The current utility-wide space planning project will 
include these needs for future programming. Interim actions to improve our wait room environments shall be 
identified and implemented, where feasible.



DIGITAL
D1 – Complete the SCADA Implementation
This implementation is well underway and the OASyS 2018 system is installed, with Site Acceptance 
Testing complete. Completion of commissioning, installing the remote sites over time, and other work 
must continue to yield the benefits of this investment. Further, our staff culture needs to continue to adapt 
in order to optimize the full benefits and prepare our utility for the many additional technology upgrades 
we are facing.

D2 – Complete and Implement the IT BOP
The IT Business Operations Plan (IT BOP) is a focused effort to make a technological uplift across the 
department. Areas to be addressed are: billing, asset management, work orders, payment processing, mobile 
work force, and GIS. The benefits are to obtain improved service and efficiencies out of the existing systems 
while making key decisions about investments in the future systems. If no action is done, the installed 
base of technologies will fall into a declining entropy state that will not be relevant to future customers and 
department workforce. In addition, the IT BOP calls for the implementation of an IT Governance Committee. 
Finally, these technological upgrades need to be accompanied by effective process updates and culture change 
in order to be successful and yield positive change.
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D3 – Update Payment Processing System to Paymentus
The City’s current payment options are limited and cumbersome. We will implement a new system, Paymentus, 
to achieve better customer service (mobile device options, pay-by-text, etc.) and improve customer access to 
data. Paymentus shall be deployed city-wide over time and will ultimately include a cashiering option. Benefits 
will include increased efficiency and the elimination of redundant processes and fees. The utility will in time roll 
out a “customer app” that could be based within the payment processing system or as a stand-alone solution.

D4 – Migrate to the City’s New Permitting System (EnerGov)
This PDSD project will centralize and streamline City permitting activities to include Water’s New Area 
Development and New Services activities, as well as the tracking and inspection of construction progress by 
our Construction Inspectors. Coupled with the creation of a one-stop development center, the EnerGov system 
will elevate the City of Tucson’s customer service to the business community. This multi-department effort is 
a high-profile digital project for the City, and lessons learned through its implementation should be applied to 
subsequent digital projects.

D5 – Migrate to the Next Generation Asset Management System (Infor)
Tucson Water has a well-established asset management system; however, the existing program is at the end of 
its useful life and use of the software has not been embraced across the whole department. A next generation 
digital solution is needed to meet our current and future needs. We will clearly define the goals and objectives, 
and assess the usefulness of the system at all levels of the department. We will shift the culture toward increased 
use of the system and move toward a more city-wide approach. We will implement a single, mobile work order 
system for the utility, and ultimately, the City. As the system becomes our “single source of asset truth,” we will 
also seek opportunities to use the selected system (Infor) to meet additional needs, such as CIS.

D6 – Implement the Next Generation Billing/Customer Information System (CIS)
The current Naviline billing system is being evaluated to determine its ability to continue serving the billing 
needs of the City (and County) or if there is a need to select and implement a new system. Whatever direction 
is ultimately chosen, the CIS shall provide a “single source of customer truth.” These choices, coupled with 
the impending physical movement of the Solutions Center to TOPSC, will lay the foundation for the City’s 
future Customer Portal.

D7 – Foster a “Test Bed” Approach to New Solutions
Tucson Water has already created an environment for the development of tailored GIS solutions (e.g., valve 
isolation tool). This approach shall continue and efforts will be focused on identifying challenges faced across 
the utility that could be addressed through GIS, with a fast return on investment on cost or efficiency and/or 
improved customer service. In addition, Tucson Water is conducting a series of Technology Pilots (e.g., Fracta 
and Voda). These efforts will continue, under a culture of taking calculated risks and a learning environment, 
with a target of about three Technology Pilots per year. Finally, we will focus on building our project 
management skills and assets across the utility.
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INFRASTRUCTURE
I1 – Deliver the Capital Improvement Program (CIP)
Planning and Engineering leaders have developed a series of actions to improve CIP delivery including: 

• Augment staffing by filling vacancies, expanded use of consultants and temporary resources,
and strategic re-organizations for efficiency

• Innovate project delivery through the use of existing alternate delivery methods (e.g., CM@R)
and by developing new delivery methods using JOC resources and “Sketch-Build-Document”

• Revise the capital project process by doing more advance work in the planning phase for long-lead needs
(e.g., land acquisition) and revamping our workflow processes

• Improve access to data, including financial data and project tracking tools

• Increase accountability and communication to identify project delays, resolve barriers, and track
and report on progress

• Need to further develop these ideas, and others, into a CIP Delivery Plan of Action
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I2 – Increase Supply Resiliency

The utility made a series of decisions resulting from the Alternative Infrastructure Assessment (2015) to 
target investments that will maintain sufficient water delivery capability. Chief amongst these were the dual 
actions to monitor, assess, and proactively maintain the Clearwell Reservoir, Prestressed Concrete Cylinder 
Pipe (PCCP) Transmission Mains, and to reinvigorate the Central Well Field. Water quality, specifically the 
occurrence of PFAS chemicals in local groundwater, brings additional challenges to maintaining adequate 
well capacity. 

• Rehabilitation of the Clearwell Reservoir has been completed

• Management of the large diameter PCCP mains is an active program and will continue

• Drilling and equipping replacement wells in the Central Well Field will be accelerated and a
comprehensive Central Well Field Resiliency and Water Quality Plan should be developed

In addition, community growth in the southeast area is driving pressure to meet water demand and increase 
our ability to move renewable water supply across town. Significant efforts include: 

• Completion of the Santa Cruz Water Production Facility and appurtenances

• Sonoran Corridor transmission facilities

• UA Tech Park G-Zone connection

• Connector pipeline to Santa Rita Bel Air and G-Zone high water storage

• Additional transmission and storage facilities

I3 – Address Known Customer Pain Points
The Short Mains Program was developed to address areas of the community with frequent main breaks 
on small-sized mains. These areas are identified by break history, customer complaints, and Mx personnel 
experience. The Short Mains Program utilizes a dedicated Tucson Water Mx team to work as a 
construction crew to replace hundreds of feet of main as a field project, rather than placing all such work 
into the CIP. A target of 3-5 major Short Mains projects should be completed each year.

Efforts to improve the utility’s ability to predict and prevent main breaks will continue. A dual pilot  
of Artificial Intelligence/Machine Learning tools from two competing vendors (Fracta and Voda) will 
be conducted, which could result in a useful predictive tool to focus pipeline investments. Additional 
technologies will be investigated and perhaps piloted to optimize water operations to prevent main breaks. 
Examples include “smart water system” metering and software tools, automated metering infrastructure 
(AMI), and others.



10

INFRASTRUCTURE
I4 – Stabilize Future CIP’s
Create greater consistency in the Five-Year CIP by 
finalizing a formal process to monitor, evaluate, and 
make decisions about CIP projects with appropriate 
input from the whole team. Understand and 
document our priorities, develop realistic project 
delivery timelines, coordinate interdependent 
projects across the various disciplines, and improve 
collaboration. Provide flexibility to adapt to changing 
conditions including having some project designs  
“on the shelf ” and contingency plans to address 
urgent CIP needs.

Leverage asset management and condition 
assessment information to better inform the  
Ten-Year CIP. Expand the number of asset programs 
to include wells and pumping systems in the near-
term, similar to the approach taken for the reservoir 
program. Better information on asset condition, 
remaining useful life, and energy efficiency 
opportunities will better inform long-term capital 
reinvestment needs.

I5 – Reduce Lost and Unaccounted for Water
Develop a comprehensive program, exploring and 
testing promising technology solutions, to reduce 
Lost and Unaccounted for Water to below 4%. The 
new Infrastructure Reliability and Integrity Systems 
(IRIS) group in the Maintenance Division will use 
AWWA M36 procedures to establish a baseline for 
the system and lead our efforts to achieve this goal.

I6 – Comply with America’s Water 
Infrastructure Act (2018)
Under America’s Water Infrastructure Act (AWIA) 
of 2018, EPA is requiring community water systems 
that serve more than 3,300 people to complete a risk 
and resilience assessment of their water system and 
develop an emergency response plan. We have to 
provide certification that our Risk and Resilience 
Assessment is up to date by March 2020 and that 
our Emergency Response Plan is up to date by 
September 2020.



[THE] ORGANIZATION

O1 – Succession Planning to Avoid Single Points of Failure and Facilitate Knowledge Transfer

Our organization is lean, with some areas lacking sufficient redundancy or coverage. In addition, we have 
a number of staff that are at or approaching retirement eligibility. These factors add risk to our business 
continuity and must be understood and, where the risks are greatest, addressed. The Organizational 
Development Office (ODO) in consultation with the HR Satellite will be tasked with engaging in a succession 
planning effort for the utility. 

O2 – Create a Formal Data Analysis/KPI/Bench-Marking Function
To foster and facilitate data-driven (or data-informed) management, making sure we have the tools and 
focus to perform robust data analysis is critical. The new SCADA, upcoming EAM and CIS transitions, and 
proposed CRM deployment will produce massive amounts of new data. If, how, and how well we use that data 
will require commitment of resources, effort, and managerial expectations and follow-through. The ODO will 
work with City IT to develop and deploy business intelligence tools and dashboards to meet this need.

O3 – Revisit/Update/Create Standard Operating Procedures
Greater levels of efficiency and accountability can be achieved when we challenge the way we do business, 
develop efficient work flows and processes, and measure staff performance against documented Standard 
Operating Procedures (SOP’s). Use process maps to better document work flows and find efficiencies to reduce 
costs and improve customer service. These efforts should seek out and reduce duplication and ensure that 
communication loops are closed on completed work. Our goal should be to streamline all of our tasks (time 
keeping, financial reporting, submittals, permitting, record keeping, etc.) and ensure that our work flows are 
efficient before we load them into our new digital systems under development: EnerGov, Infor, CIS, and CRM.

O4 – Improve Financial Monitoring, Reporting, and Forecasting
Access to and analysis of financial data will help assure the financial stability of the utility, while enhancing 
the tracking of performance on completed work and infrastructure investment. This includes improving water 
consumption and revenue forecast models to better predict rate requirements and ending fund balance. A key 
outcome is to work closely with Planning and Engineering staff to develop better planning and execution of 
the CIP.

O5 – Reorganize Based on Functional Areas and Prioritize Investments
Tucson Water, and the City broadly, will continuously evolve to focus on outcomes instead of silos.  
Current efforts include moving specific work groups into their “internal customer” divisions, deploying  
the Infrastructure Resiliency and Integrity Systems (IRIS) group into the Maintenance Division, and the 
re-engineering of the engineering functions. These actions are driven by the City’s four key priority areas  
of  Employee Focus, Customer Service, Financial Stability, and Smart City/Innovation. 
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Goal Stable Financial Environment Employee Focused Organization Excellent Customer Service  Smart Cities Focus

FOCUS 21 - Alignment with the City of Tucson Culture Map
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Excellent Customer Service” and “Smart Cities Focus
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ACRYONYM GLOSSARY
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ADEQ Arizona Department of Environmental Quality

AMI Automated Metering Infrastructure

AMR Automatic Meter Reading

AWIA America’s Water Infrastructure Act

AWWA American Water Works Association

CCR Consumer Confidence Report

CIP Capital Improvement Program

CIS Customer Information System

CRM Customer Relationship Management

EAM Enterprise Asset Management 

ELT Executive Leadership Team

GIS Geographic Information Systems

IRIS Infrastructure Resiliency and Integrity Systems

ITBOP Information Technology Business Operations Plan

JOC Job Order Contract

KPI Key Performance Indicator

Mx Maintenance Division

ODO Organizational Development Office

PCCP Pre-stressed Concrete Cylinder Pipe

PFAS Per- and polyfluoroalkyl substances

PICO Public Information and Conservation Office

PPE Personal Protective Equipment

SCADA Supervisory Control and Data Acquisition

SOP Standard Operating Procedure

TOPSC Thomas O. Price Service Center

UST Utility Service Technician

UT Utility Technician




