
During the last decade, water and
wastewater professional associa-
tions have supported their mem-

ber and subscriber benchmarking needs
with projects and programs. Various indi-
cators have been identified to measure
utility performance.

Measurements have tended to key on
customer satisfaction, operational efficien-
cy, financial status, capital protection, and
other relevant focal points. At higher levels
of management, measures typically
become broad and encompassing. At lower
organizational levels, measures are gener-
ally more specific and narrowly focused. At
all levels, progressive management teams
desire to know how they are performing
relative to others, and how they are
improving over time. They value compara-
tive analysis.

Utility facility managers often focus
their efforts on individual areas of
strength. A common template of measur-
ing quality performance assures direction,
systems control, teamwork, and a sense of
accomplishment.

The Management Assessment Profile
(MAP) was designed to focus on five ele-
ments of quality performance: customer
service, leadership, technical management,
vision, and community. Each element is
further defined by five standards, creating
a matrix of 25 achievement goals.
Standards are subdivided into require-
ments, and specific measurements are
assigned to each.

MAP Development Process
The Management Assessment Profile

(or Program) was designed in concept by
water and wastewater facility managers.
The five core elements of performance and
five sub-standards for each element were
defined. During a series of three manage-
ment meetings, all elements and sub-ele-
ments were discussed and more carefully
crafted by groups of 15 to 30 project man-
agers. A consensus process finalized the
standards and performance measure for
each element.
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After the matrix was formed, technical
services and marketing department repre-
sentatives created a wall chart, using visual
icons and text to easily and routinely

remind facility managers and staff of their
expectations and goals. The 25 require-
ments and specific measurements are
described in further detail in the five
charts that accompany this article.

Assessment Process
MAP audits are the primary manage-

ment tool to ensure that facilities operate
in compliance and in a consistent, profes-
sional manner. Each audit may result in the
formation of a list of recommended and
required action items.

The audits are conducted using a con-
sistent template. A score is assigned by the
auditor. Each item is scored with zero, one,
or two points. A two-point assignment sug-
gests that the manager and staff have
achieved the spirit, intent, and details of
the standard and sub-standard. A one-
point assignment suggests that the work is
in significant progress, but not yet com-
pleted. A zero point assignment suggests
that the facility has neglected the item.
Scores must achieve or exceed a 90 percent
score. A zero point assignment results in a
failed audit and a rescheduled visit. In more
specific detail:
S The facility ESH contact, facility manag-

er, or designee, accompanies the audi-
tor(s) on all site visits and must be gen-
erally available to answer all questions.

S The audit team has unrestricted access to
all operations, records, and personnel.

S At any time, an auditor may advise the
facility ESH contact or manage of condi-
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tions and deficiencies as discovered. It
becomes the responsibility of the facility
ESH contact or manager to immediately
undertake any and all measures that can
be taken to cure such conditions and
deficiencies.

S At the conclusion of activities, the audit
team provides the facility manager with
an oral briefing on conditions and defi-
ciencies noted during the assessment to
assist in the development of appropriate
corrective measures, including action
items.

S Generally, the action agenda should
include a time line as to when the neces-
sary actions or improvements can be
completed.

Incentives and Peer Involvement
Facility management and staff mem-

bers who pass the audit are entitled to
financial bonuses and may attain further
year-end recognition for individual
achievements in the areas of compliance,
safety, facility maintenance, and customer
service. Each facility is also awarded a wall
plaque. Project clients also receive a small-
er wall plaque and letter describing the
audit and its results.

A unique feature of the program is its

peer-to-peer approach. Managers who pass
the audit may become potential auditors.
Peer auditors wish to assist their fellow
managers in achieving success. Essentially,
they are willing to participate in the action
plans necessary to help their peers achieve a
passing score.

For example, an auditor may find that

an Integrated Contingency Plan does not
adequately present a preparation plan for
storms or chemical releases, or that the
maintenance program just isn’t where it
should be. The auditor may offer to assist
in preparing the plan or revising the main-
tenance program. The entire concept’s

Table 4:
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foundation was to create a team of audi-
tors, one by one, from the organizations’
entire management pool.

Results to Date
At this time, nine facilities have been

audited. Five have achieved a passing sta-
tus. Three managers have subsequently
participated in the program as auditors,
volunteering to assist their peers toward
success.

It is recognized that there is a fair
degree of subjectivity associated with
matrix standard measurement. The “zero,
one-point, two-point” system was designed
to address that issue. To date, it has been
described by managers as consistent, fair,
and reasonable.

Initially, some pockets of resistance to
the program were noted. Interestingly
enough, the cream of the crop were the first
to raise their hands and request the audit.
Now that the process has been determined
to be a carrot-oriented effort, more man-
agers have volunteered to participate.

To date, this program has proven the
adage that the “cream does rise to the top,”
and it further appears that the top per-
formers are intent on pulling others to the
top with them – as it should be.

Table 5:
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ATTENTION OPERATORS!
Remember that beginning June 1, the FWPCOA will require a high school diploma

or its equivalent for all the association's voluntary certification programs!


