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About the Environmental Finance Center 
Network (EFCN)
The Environmental Finance Center Network (EFCN) is a university-based 
organization creating innovative solutions to the difficult how-to-pay issues 
of environmental protection and improvement. The EFCN works with the 
public and private sectors to promote sustainable environmental solutions 
while bolstering efforts to manage costs.

The Smart Management for Small Water 
Systems Program
This program is offered free of charge to all who are interested. The 
Program Team will conduct activities in every state, territory, and the Navajo 
Nation. All small drinking water systems are eligible to receive free training 
and technical assistance.

What We Offer
Individualized technical assistance, workshops, small group support, 
webinars, eLearning, online tools & resources, blogs 



The Small Systems Program Team
• Environmental Finance Center at The University of North Carolina at Chapel Hill

• Environmental Finance Center at Wichita State University

• EFC West 

• New England Environmental Finance Center at the University of Southern Maine 

• Southwest Environmental Finance Center at the University of New Mexico

• Syracuse University Environmental Finance Center

• Environmental Finance Center at the University of Maryland

• American Water Works Association (AWWA)



Areas of Expertise
Asset Management

Rate Setting and Fiscal Planning 

Leadership Through Decision-
making and Communication

Water Loss Reduction

Energy Management Planning

Accessing Infrastructure 
Financing Programs

Workforce Development 

Water Conservation Finance 
and Management

Collaborating with 
Other Water Systems 

Resiliency Planning

Managing Drought



Small Systems Blog
Learn more about water finance and management through our Small Systems 
Blog! Blog posts feature lessons learned from our training and technical 
assistance, descriptions of available tools, and small systems “success stories.” 

efcnetwork.org/small_systems_blog/



Introductions
Managerial Capacity

Financial Capacity
Operational Capacity

Wrap up
Evaluations



Who I am and how to contact me

• Dawn Nall
• Program Manager
• Southwest Environmental Finance 

Center
• dnall@unm.edu, (865) 210-5604
• southwestefc.unm.edu

mailto:dnall@unm.edu


Capacity Development
Water system capacity means the 
ability of a system to plan for, 
achieve, and maintain compliance 
with drinking water standards now 
and into the future. 



3 Components of Capacity Development

Managerial

Financial

Technical

Clear Roles, Effective Policies, Thorough Planning

Budgeting, Accounting, Planning, Internal Controls

Infrastructure, Source, Standards, Rights, Operators



Legal Framework

Duty of Care

• Exercise good 
judgement

• Make decisions 
based on 
available 
information & 
resources

Duty of 
Obedience

• Obey the law
• Make decisions 

that are faithful to 
the mission, 
bylaws & policies 
of the utility

Duty of Loyalty

• Decide & act in 
good faith

• Make decisions in 
the best interest of 
the utility



Public Water Systems

Provide safe drinking 
water at most 
appropriate cost
Water Quality
 Reliability
 Affordability



What Law Keeps My Water Safe?
Safe Drinking Water Act

passed by congress in 1974

EPA granted the role of 
administering the SDWA to the 
states:

• Permit, monitor, report & enforce
• Training and technical assistance



Board Member 
Roles & Responsibilities 
• Be a good team member
• Develop long-term goals 

that protect health and 
financial sustainability

• Set policies for effective 
and legal system operation

• Set customer service goals
• Oversee finances
• Act transparently
• Communicate to customers



Staff (manager,  adminis t ra tor,  c lerk )

Roles & Responsibilities 
• Run the system (day-to-day 

tasks)
• Implement & enforce policies
• Maintain financial records
• Operate, maintain, repair, 

manage & replace assets
• Implement a water loss control 

program
• Practice energy efficiency
• Provide customer service
• Keep the board informed



Customers
Roles and Responsibilities 
Be wise consumers

Install water efficient devices
Fix leaks

Understand the importance of the water utility
Communicate the desired level of service 



Board & Staff Relationship

Customer Input

Board Decision

Staff 
Implementation

Staff Feedback to Board

Customers Updated 



Mission Statements



Mission 
Statements











The Water Utilities Department will develop and 
maintain a competent team of professionals who 
strive continuously to improve the level of 
service to our customers through accurate utility 
billing, increased technological enhancements, 
and a greater emphasis on customer solutions, 
while planning for future needs of a growing and 
diverse community. 



The Water Utilities Department provides the 
citizens of Longview with outstanding water 
service through accuracy, technology and 
mindfulness for the future.



We provide a safe, reliable, 
high-quality water supply with 

superior service and value.



But do I really need a mission 
statement? Does it actually matter?



Everyone needs to know where the 
organization is headed & everyone 
needs to be on the same page

Not as obvious as it 
seems

Some goals are 
contradictory; which 
one matters most?

Board needs to 
provide support for 
the things it cares 
about



Mission Statement Exercise



Answer these questions with one-to-three 
word responses:

What do we do?
How do we do it?
Whom do we do it for?
What values do we work for?



Exercise
What do we do?
provide drinking water

How do we do it?
Using technology, teamwork, customer-focused, with 
pride

Whom do we do it for?
Citizens, families, children

What values do we work for?
Health, safety, community, reliability





Wordle.com
For awesome word clouds:





Goal Setting
• Shape direction for future
• Build team commitment
• Foundation for 

accountability & 
performance

• Mobilize people & 
resources towards the 
goals and mission



SMART Goals



Are these goals SMART Goals?



Are you a good goal or a 
needs improvement goal?

Upgrade treatment plan 
to meet new arsenic 
standards by 2020.



Are you a good goal or a 
needs improvement goal?

We wish to provide 
good water.







Open Meetings and Open Records

Water Board = Public Agency

Sunshine Law 
• Conduct business in public
• Open to all
• When in doubt – be open

Transparency builds public trust





Tennessee
• Open Meetings / Open Records Counsel

• Recent rule changes
• Contact your attorney to be certain you are current
• Contact the state with any questions



Contact Information

John Greer 
Utilities Specialist

Comptroller of the Treasury
Suite 1700, James K. Polk Blgd.

505 Deaderick St.
Nashville, TN 37243

Phone: (615) 747-5260
utilities@cot.tn.gov
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Ethics
It takes 20 years to build a 
reputation and five minutes 
to ruin it. 

- Warren Buffett

How will it look on the front 
page of tomorrow’s 
newspaper?

- George Pyle 
Former Hutchison City Manager



Formal Code of Ethics
• Provides guidelines to prevent unethical behavior
• Avoids appearance of impropriety
• Encourages transparency in board decision making
• Fosters public trust



Code of Ethics Example



Code of Ethics Example



Conflict of Interest
• Board members owe their organizations the duty of loyalty 

(remember first thing this morning?), which means acting in the best 
interests of the organization

• Prior to joining a board, you must disclose any personal or business 
relationship that is in conflict with this duty of undivided loyalty, 
whether direct or indirect, actual or potential. 

• If a transaction is presented to the board in which you have a direct 
or indirect personal or business interest, you must disclose that 
conflict of interest to the board, remove yourself from any board 
discussion, and not vote on the matter. 

• Board chairs should ask their board members and officers to sign 
conflict of interest statements at the start of each year in order to 
document existing or potential conflicts. 

• We recommend that the board adopt a conflict of interest policy and 
review it at least annually.



Ethical Choices
Things to Avoid … 

and Topics to Include in a Code of Ethics

• Conflict of Interest
• Acceptance of gifts or hospitality
• Investments in firms being regulated by your city
• Close association with organizations/people seeking 

benefits 
• Favoring friends or relatives (nepotism)
• Use of government equipment, supplies, employees or 

time for personal use
• Using position to influence for personal gain



Contact Information

John Greer 
Utilities Specialist

Comptroller of the Treasury
Suite 1700, James K. Polk Blgd.

505 Deaderick St.
Nashville, TN 37243

Phone: (615) 747-5260
utilities@cot.tn.gov

54



Effective Teams

• Mission & objectives clearly understood
• Members show up & participate
• Open & honest communication
• Conflict is resolved
• Supportive & respectful 

environment for differences

Characteristics of a Good Team



Think about a time you were on a team? 



Team Building Ski l ls  Checkl ist
I C M A / N L C :  G u i d e b o o k

 Did I participate actively in the discussions? Why or Why not?

 Did I help keep the discussions on track?

 Did I listen to others? Why or Why not?

 Did I feel comfortable disagreeing with others? Why or Why Not?

 Did I feel comfortable when others disagreed   
with me? Why or why not?

 Did I use my knowledge and skills during the 
session to help the group get its work done?



Effective Meetings
• Meet regularly

• Weekly, biweekly, monthly or quarterly
• Meet at the same time and place

• Specify in by-laws or ordinances 
• Agendas

• Send to board, those requesting notice & media
• Prepare

• Have staff provide memos to explain issues and 
recommendations on the agenda

• Time Management
• Meetings with a purpose
• Everyone’s job to stay on target



Agenda Example



Robert’s Rules of Order

Benefits for the Board
• Fast & efficient meetings
• Credibility
• Ensures legality
• Everyone has a chance 

to be heard
• Provides order
• Guides who can speak 

when

Benefits for the Public
• Ensures will of 

majority 
• Ensures minority will 

be heard
• Protects rights
• Makes meetings easy 

to follow & understand

Parliamentary Procedure – How Boards Make Decisions



Managerial Capacity
The utility’s institutional and 
administrative capabilities.

Utilities with good managerial capacity are:
 Organized, well-run & efficient
 Accountable & transparent
 Responsive to customers
 Effective policy makers and implementers 
 Short- & long-term planners



Part 2 – Managerial Capacity 
Overview

Personnel Policies
Purchasing Policies 
Contracts
Asset Management
Communicating with Customers
Level of Service
Customer Service Policy



Policies & Procedures
Board – Sets Policies
Staff – Implements Policies
Both – Write Policies

Read them
Review regularly
Provide copies to all staff & the board

Benefits
• Attracts qualified employees
• Attracts qualified contractors

•Decreases disturbance as staff changes
•Instills customer confidence and trust



Sets staff expectations

Uniform direction for 
staff and management

Instill confidence, trust 
& satisfaction

Personnel Policies

Employees are a utility’s most valuable asset



Purchasing Policies
Guide to staff for procuring 
goods & services
• Optimize price savings
• Buy quality products
• Value vendor relationships
• Comply with state, federal 

and audit standards
Ensure public funds are 

used efficiently.



Contracting for Services
Tips for contractual relationships
• Be sure the qualifications fit the job exactly
• Check credentials, talk to other systems
• The contractor works for the board (not the other 

way around)

• Recommendations may not always be the right 
ones for your utility

• When in doubt get a second opinion



Contract Types

1. Price Only Bidding –
chemicals, pipe, etc

2. Request for Proposals –
spells out exactly what you 
want

3. Request for Qualifications 
– helps determine qualified 
term to issue at hand



Construction

Design-Bid-Build

3 parties, 2 contracts
1. Utility – Designer
2. Utility - Builder

Designer oversees the 
builder
Disputes between 
designer & builder could 
cost time and money

Design-Build

3 parties, 1 contract
1. Utility – Designer & 

Builder

Designer & builder are 
contractually obligated 
to work together
Designer is not 
watching out for utility 
since they are in the 
boat with the builders



Asset Management
Asset Management is maintaining a 

desired level of service 
(what you want your assets to 

provide)

At the lowest life cycle cost
(best appropriate cost – not “no cost”)



Five Core Components of Asset 
Management

Current State of the Assets

Level of Service
Criticality

Life Cycle Costing

Long-Term Funding



Level of Service (LOS)
LOS is how a utility will 
operate to meet customer 
expectations.

• What assets will provide
• How they will perform

Ask TELLSET GOALS TRACK



Five Core Components of Asset 
Management

Current State of the Assets

Level of Service
Criticality

Life Cycle Costing

Long-Term Funding







Five Core Components of Asset 
Management

Current State of the Assets

Level of Service
Criticality

Life Cycle Costing

Long-Term Funding



Communicating with Customers
Bill stuffers
Billboards
Classes
Consumer Confidence 

Report
Mailers
Newspapers
Phone calls
Posters
Radio/TV
Social media
Special meetings
Surveys

Don’t let the water utility be your 
community’s best kept secret

Think of customers as partners



http://www.google.com/url?sa=i&rct=j&q=&esrc=s&frm=1&source=images&cd=&cad=rja&docid=spRrkriYRtAmTM&tbnid=Yqc7-zwHw4Kn2M:&ved=0CAUQjRw&url=http://www.choiceusablog.org/&ei=-quFUuntGOz64APZlYDYDQ&psig=AFQjCNEF8GY7PkJuNKnGmjtRnfp1JTaddQ&ust=1384578328942691


Complicated

Water is…

Political
“In the 

Background”



Reframe the Message



What does 
the frame of 
this picture 
tell you is 
going on?



How does a different frame change what you think is going 
on?



If you don’t frame the message…..



…..the message will frame you



How Do We Get Others Excited About –
Or At Least Interested in – Water?
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What Approaches Do Advertisers 
Use to Sell Products?
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Water’s A Hard Product to Sell 
Using these Approaches….

ISN’T IT????
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WATER IS…
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Find your customers where they spend their time



Consumer Confidence Reports



Consumer Confidence Reports



Customer Service Policy
• Should be easy to understand
• Detail rates
• How to get/quit/transfer service
• How to pay a bill
• What happens if payments are 

not made
• Where to go with questions
• Emergency plans

Customers ARE a 
utility’s business



Customer Service
Tools

Culture



From what we’ve talked about so far this 
morning, what 1-3 things is your utility 
really good at?

A. Defining board & staff roles
B. Being an Effective Team
C. Mission Statement & Goals
D. Board Training
E. Effective Meetings
F. Legal Stuff (KOMA/KORA, SSI)

G. Personnel Policies
H. Purchasing Policies
I. Customer Communication
J. Customer Service Policies



From what we’ve talked about so far 
this morning, what 1-3 things does 
your utility need to work on?

A. Defining board & staff roles
B. Being an Effective Team
C. Mission Statement & Goals
D. Board Training
E. Effective Meetings
F. Legal Stuff (KOMA/KORA, SSI)

G. Personnel Policies
H. Purchasing Policies
I. Customer Communication
J. Customer Service
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