
Columbus Water Works 

Strategic Journey –

How Measurement 
Drives Continuous 
Improvement

NACWA 2008 Winter Conference 

Billy Turner 
President

Terry Brueck
President/CEO



This 
presentation 

has 5 sections

1. Background on CWW and 
Drivers for Continuous 
Improvement

2. Strategic Planning Process

3. Measurement Framework and 
Performance Management

4. Example Strategy and Results: 
Enhance Customer 
Satisfaction

5. Conclusion: CWW Shows 
Successful Practices to 
Maintain Effective Utility 
Management
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Columbus 
Water Works

Regional Water 
and  Wastewater 
Service Provider

• 68,000 Accounts

• 200,000 Population

• Fort Benning Contract          
(50 years)

CWW Has Responded to Changing 
Customer Profiles and Regional Needs

Shifting Customer Base from 

Textile Industry to Insurance 

and Financial Services and 

local Military Base growth



CWW Has a History of Benchmarking 
and Use of Measures

• QualServe Self-Assessment and Peer Review
• Competitiveness Assessments
• QualServe Benchmarking – Performance 

Indicators
• Several AwwaRF/WERF Projects with Process 

Benchmarking (Energy, IT, Customer Service)
• National Biosolids EMS
• Partnership for Safe Water
• Performance Measures (Company Benchmarks) 

with Previous Strategic Plans
• Competing for Georgia Oglethorpe Award (Macolm 

Baldrige criteria)



Rising Costs

CWW Faces Challenges Similar to Most Utilities 
Today – Our Approach Was Strategic Planning

Drought and 
Water Wars

Regional
Opportunities

Customer Perception

Regulations

Aging 
Infrastructure



Strategic Planning 
Process
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Strategic Planning Process Incorporated 
Previous and On-Going Planning Efforts

• 5 year CIP

• 1999 Strategic Plan

• Facility Master Plan

• Security Plan

• BioSolids (EMS)

• Asset Management

• IT Master Plan

• Succession Plan

• Annual Plan update

• ISO

• Oglethorpe Award

• Effective Utility Mgmt.

Previous 
Plans

On-Going
Plans

Future
Plans



CWW Followed Scan, Plan, Do Process to Define 
and Implement New Strategies 
(From AwwaRF Project: “Strategic Planning for Water Utilities”)



CWW Involved Internal Teams and 
External Stakeholders and Customers in 
the Scanning and Planning

• Strategic Planning Team (Senior Mgmt and New Leaders)

• Key Stakeholder Interviews 
(Community Leaders, Local Government and Regulators)

• Customer Focus Groups
– Key Commercial & Industrial
– Developers
– Residential Customers



The Strategic 
Plan Was 
Developed in 
2004 and 
Updated 
in 2007



Strategy Implementation Is Led by Cross-Functional 
Teams Under a Division with Leaders and Members 
From CWW Functional Units

Division of Customer,
Employee and

Financial Services

Division 
of Operations and
Technical Services

Division of Strategic
And Master Plan
Implementation

President

Functional
Units

Strategy Teams
•Customer Satisfaction
•Regional Economics
•Information Technology
•Infrastructure Performance
•Sustainable Workforce
•Financial Stability

Functional
Units

Board of Water
Commissioners



Measurement 
Framework and 
Performance 
Management
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CWW Adopted a Measurement Framework Tied to 
Strategic and Operational Performance Management

Vision
Mission
Values

Strategies, Goals, 
Objectives

Tactics, Actions, Timelines, 
Roles and Responsibilities

Operational Plans & Budgets

DATA
Feedback on Performance



Each Strategy Team Developed and 
Carried Out a Company-Wide Strategy 
Driven by Measurements

Strategy
Goals

Objectives Tactics &
Actions

Measures Targets

• Company-Wide Measures (CWW Benchmarks)

• Strategy Team Measures (Progress on Tactics)



Strategy Teams Track Measures and Adjust 
Implementation by On-Going Review



CWW Targets “Top Quartile” Benchmarks 
from QualServe Performance Indicators 

Top Quartile
58%

Medium
11%

Bottom 
Quartile

24%

No
Data
7%

CWW Results as % of Qualserve Performance Indicators



CWW Uses Company-Wide Benchmarks 
as Basis for Bonus to All Employees

Benchmarks 
Met
76%

Benchmarks 
Not Met

22%

CWW Company Strategic Benchmark Results

CWW Met or Exceeded 22 Out of 29 Company-Wide 

Strategic Benchmarks for 2006-2007 Fiscal Year



Example Strategy 
and Results: 
Enhance Customer 
Satisfaction
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Example Strategy and Results Shows 
How Measurement Drives Continuous 
Improvement

Strategy Team 
Measures and 
Analyzes Results

Strategy Team 
Adjusts Tactics & 
Refines 
Measures/Target

Strategy Team 
Implements 
Tactics/Actions

CWW Develops 
Strategic Plan:

• Strategy Goals/
Objectives,
Tactics/Actions

• Initial Measures &
Targets

Continuous

Improvement

Cycle



Strategy Framework Shows Goals, 
Objectives and Measures/Targets

• Strategy #: Name
• Strategy Statement:
• Goal:

– Objective
• Measure/Target
• Measure/Target…
• Tactic (Who, When)
• Tactic…

• Goal:
– Objective

• Measure/Target
• Tactic (Who, When)…



Example Strategy #1 Statement and 
Goals: “Enhance Customer Satisfaction”

Strategy Statement: Use effective customer 
service relationships and approaches to achieve 
best-in-class

Goal 1: Respond to customer requests at the point of 
contact

Goal 2: Understand customer and stakeholder 
perceptions and expectations

Goal 3: Community understands CWW mission



Strategy #1 Implementation Shows 
Tactics to Meet Goals and Objectives

Goal 1: Respond to customer requests at the point of 
contact

Objective 4: Enhance and strive for maximum 
utilization of technology based customer service 
capabilities

Tactics (Examples):
– Evaluate current technology

– Evaluate IVR, Telephone System

– Evaluate CIS, Website, Payment Process

– Advertise available technology to customers



Strategy #1 Measure Shows Improved 
Technology- Based Customer Service
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Additional Strategy #1 Implementation Shows 
Best-in-Class Practices (Tactics)

Goal 2: Understand customer and stakeholder 
perceptions and expectations

Objective 1: Regularly collect, analyze and act on 
customer and stakeholder feedback

Tactics (Examples):
– Continuous monthly surveys of customer 

satisfaction

– Annual stakeholder interviews

– Focus groups with selected customer profiles



Strategy #1 Benchmark Measure Shows 
Customer Satisfaction Exceeding Target Level
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Conclusion: CWW 
Shows Successful 
Practices to 
Maintain Effective 
Utility Management
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CWW Demonstrates Measurement Drives 
Continuous Improvement

• Strategic Planning Process (Scan, Plan, 
Do) Sets the Direction

• Team-Based Organization Drives Each 
Strategy’s Implementation

• Best Practices Are Employed By Teams 
Through Tactics and Actions

• Measures Are Tracked and Adjustments 
Made to Achieve Strategy Targets

• Updating of Strategic Plan Results in 
Continuous Improvement
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