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Furnish opportunities
for growth and
development

1.1. THE WATER SECTOR CANNOT AFFORD
TO OFFER DEAD-END JOBS. Employees
need to know that their work is heading
somewhere. This doesn't mean people have
to switch jobs or get on the fast track to
promotions. It means the job itself has to
include an aspect of growth and
development. If you're standing still, you're
falling behind.

1.2. INCREMENTAL IMPROVEMENT
MATTERS. Think of workforce improvement
like you would think about compound
interest. Suppose you could find a way to get
2% better at your job every year. How you
define that improvement is up to you --
maybe it's cost, maybe it's time spent, maybe
it's safety. If you could consistently improve
by 5% a year, then you'd end up being twice
as good after just 14 years. Focus on
incremental workforce improvements (by
whatever metrics matter most to you) year-
over-year.

1.3. CONTINUOUS IMPROVEMENT REALLY
ADDS UP. Michael Bloomberg offered
excellent advice about trusting the process
of continuous improvement: "Every
significant advance | or my company has
ever made has been evolutionary rather than
revolutionary: small earned steps -- not big
lucky hits.” Instead of hoping for miracles
from tools like artificial intelligence, trust the
process of letting small improvements stack

up.

1.4. MAKE TIME FOR GROWTH IN
EVERYONE'S WORK WEEK. Do you schedule
development time weekly? Ten minutes a
week translates to a full work day every year.
Do you have the tools for development close
at hand? Do you make resources like books,
online courses, e-readers, cutaways, and
demonstration tools readily available? Does
everyone see everyone else (from top
management on down) putting in the effort
to grow and develop? Tone is set at the top.

Invest In the social
status of water work

2.1. PUBLIC WATER SUPPLIES ARE
ESSENTIAL AND IRREPLACEABLE, AND THEY
SHOULD ACT LIKE IT. Water and wastewater
utilities are as community-critical as the
National Weather Service or trauma
hospitals. As individuals, we tend to be
modest to a fault about what we do. As
Institutions, we need to be loud and proud.

2.2. MARKET LIKE A MONOPOLY. A public
water utility is generally a local service
monopoly, just like the power company,
police force, or fire department. A monopoly
must invest in its public profile so the
customers perceive its value.

2.5. YOUR REAL PRODUCT IS PUBLIC
HEALTH. Public water is the very first line of
defense in public health, right down to when
doctors need to wash their hands. Abstract
messages like "Water is life" don't do enough
to communicate the real value of that
product. Brand your efforts as assertively as
any product that uses the phrase "Ask your
doctor about...”

2.4. STATUS IS EARNED. Insert yourself into
relevant conversations. When water is in the
news, share it (and when it's not in the news,
look for authentic connections).

2.5. WATER IS NEVER A "WASTE", BUT
HUMAN USE DOES MAKE IT SICK. Words
matter. Shift away from the language of
"wastewater” and towards the mindset of
"'unwell water”. That means we don't "treat”
It, we rehabilitate it. And we need to tirelessly
remind our communities that all water is
recycled sooner or later.

2.6. GET SPECIFIC WITH JOB TITLES. Roles
like "operator” or "utility worker" are too
vague to stir the imagination. You might
need them for legal purposes, but don't
hesitate to recognize someone as a
"specialist”, "technician”, "program leader”, or
"subject-matter expert” when appropriate.
Focus on expertise, not rank.

Take pride In a strong
brand

3.1. BRANDING CAN WORK WONDERS.
Nothing is too ordinary to have a good
brand: Just look at what Uber and Lyft have
done to the ordinary work of taxi driving.

3.2. BRANDS ARE ABOUT TRUST. We live in
an age of high suspicion, so anyone who has
a public-facing role needs a public-ready
brand identity. Vehicles should be labeled,
uniforms should feature a logo, and

collateral materials should reinforce the
brand.

3.5. AGOOD BRAND ACKNOWLEDGES
EMPLOYEE COMMITMENT. Materials like
embroidered shirts don't cost much, but they
convey exclusivity. The wearer belongs to
something meaningful. We are social
creatures: Membership matters. Employer-
furnished workwear says "We value your
efforts”.

3.4. JOIN THE PARADE. Invisibility is our
industry’'s biggest weakness. Water utilities
need to be present wherever the community
gathers: In parades, at festivals, and during
major events. Customized water bottles and
fill stations are worthwhile investments in
achieving visibility.

3.5. RAISE YOUR BANNER HIGH. Every water
utility deserves good signage on its property.
Even better is when you can change the
message to reflect seasonal needs. If
churches can have message signs, you can,
too. Place construction signage wherever
your work is underway, so you can take
credit for improvements that might
otherwise go unnoticed.

3.6. BE THE NICEST MONOPOLY IN TOWN.
Warren Buffett, whose Berkshire Hathaway is
a major owner of power utilities, learned
early on that reputations matter: “In the
regulated utility field [...] Berkshire hopes to
be the ‘buyer of choice’ of reqgulators.” Take
Buffett's lead and make sure that the public
sees you as the friendly monopoly.

Start young

4.1. THE CAVALRY ISN'T COMING TO THE
RESCUE. The number of births in the US is
way down. It's looking like the trough of the
1970s, only even more sustained. That's
going to compound the effects of the
widely-recognized "silver tsunami”. Your
future workforce will be drawing from a
shallower pool.

4.2. UNEMPLOYMENT RATES TEND TO
REMAIN LOWER THAN THEY USED TO BE.
The current unemployment rate is lower
than it was at any point from 1975 through
1995. The evidence points to a lower
"normal” rate of unemployment than was
generally accepted in the 20th Century.
Lower unemployment rates mean that fewer
people are likely to find their way into the
water sector because of unexpected job
changes.

4.3. FOCUS ON BECOMING A FIRST-CHOICE
CAREER. When you were small, what did you
want to be when you grew up? Exposure
matters. The water sector doesn't attract a
lot of conventional attention from sources
like media coverage, so you have to go
where the young people are. Do young
people tour your plant? Do they interact with
you at public events? Do you show up at
schools, Cub Scout meetings, job fairs, and
other places where you can get introduced?

4.4. BE EASY TO FIND. Young people are
often on the hunt for community service
opportunities for individuals and small
groups. Make sure you (and your volunteer
opportunities) are easy for them to find. A
volunteer shift can light the fuse on
something much bigger.

4.5. WEAR YOUR MISSION ON YOUR SLEEVE.
Young people are notoriously idealistic.
Someone who doesn’'t know what they want
to do (as a job function) might just get
excited about a broader mission like
promoting public health, delivering fire
protection, or serving the community.

Deliver competitive
working conditions

5.1. IS IT CLEAN? Cleanliness may or may not
be next to godliness, but it's hard to attract
people to needlessly dirty jobs when their
other options are things like "artificial
intelligence prompt engineer”. Hands-on
work often involves an element of getting
dirty, but small investments and good habits
can go a long way.

5.2. IS IT SAFE? No piece of equipment is as
important as a human life. Safety is largely a
matter of choice, and the most desirable
employees can see when you're putting
priorities straight.

5.5. IS IT SHELTERED? Inclement weather
can happen anywhere, and Murphy's Law
says that things will tend to break when the
conditions are worst. Bring everything you
possibly can indoors, with fresh air, ample
light, and proper HVAC.

54. DO YOU HAVE THE RIGHT TOOLS?
Ingenuity and creative field engineering will
always have a place in water work, but the
right tools can make even the most difficult
tasks easier, more predictable, and more
pleasant. Don't let frustration chase away the
employees who can find better things to do.

5.5. DO THE OWNERS TAKE PRIDE IN THEIR
ASSETS? Public facilities reflect community
values. Your facilities shouldn't look like
afterthoughts duct-taped into place, but
Instead like prized assets that keep
civilization hydrated.

You don't marry a
spouse, you marry a
family

6.1. EVERYONE WANTS TO PLEASE THEIR
PARENTS, SO HELP THEM. What would a
new hire tell Mom and Dad about joining
your workforce? Some employers offer
brand-name prestige, some offer high pay.
Others offer great benefits or a chance to
climb the ladder. Something needs to set you
apart as an employer that parents can brag
about.

6.2. WOULD YOU BRING YOUR KIDS TO THE
WORKPLACE? If the answer is "no” and it's
because of considerations like safety,
consider that an opportunity for
Improvement. The same things that can help
make a workplace safe for a family tour are
also what make it safe for workers who are
sick, injured, tired, stressed, or otherwise not
performing at their best.

6.3. WOULD A SPOUSE LIKE TO VISIT THE
WORKPLACE? If it's not good enough to
show off to a spouse, is it really good
enough? Significant others usually have a
major say in whether an employee stays or
goes. You want domestic partners who are
on your side.

6.4. GET COMMUNITY LEADERS INSIDE
YOUR DOORS. Entice them with lunch if you
have to, or make a big affair out of an open
house. Whatever it takes, get prominent
citizens -- especially elected officials -- to
step inside and take a look at the workplace
through your eyes. Don't let them forget:
Water utilities are upstream of everything
that matters most.

Good uptime beats
bad downtime

/.1. DOES IT LOOK LIKE SOMETHING IS
GETTING DONE? Most people will spend
about 25% of their hours at work every year.
Psychologically, most people need some
kind of feedback loop between tasks and
outcomes that triggers the reward sensation
In the brain. Nobody wants to feel like a
hamster trapped on a wheel.

/.2. AUTOMATE MINDLESS TASKS. Many
occupations include aspects of unthinking
busy work or tedious chores. Seek out ways
to automate these tasks so that they can be
performed by computers or machines.
Something as simple as a well-structured
spreadsheet or a pre-filled template for a
required report can minimize the amount of
time these low-reward tasks occupy.

/.5. OUTSOURCE LOW-VALUE WORK
WHERE POSSIBLE. Within the bounds of
constraints like contract rules and
government regulations, low-value tasks can
often be found that can be safely outsourced
so that they don't take up the valuable time
of skilled employees (or those on their way
to higher skill levels.

7.4. MAXIMIZE TIME SPENT ON FULFILLING
WORK. Frustration can be a morale-Kkiller,
but so can boredom. Mediocre employees
might want to get away with the maximum
pay for the minimum effort, but desirable
employees take satisfaction from more than
just a paycheck. The satisfaction of a job
well-done is real. Look for ways to keep
people stimulated from day to day through
time spent on useful tasks.

/.5. DOES EVERY DAY INCLUDE PROBLEM-
SOLVING? Human brains are fantastic
problem-solving machines. We invent
problems that don't exist (like finding shapes
in the clouds) and solve other problems
strictly for fun (like jigsaw puzzles). Nearly
everyone needs to encounter some kind of
problem-solving in every work day.

Double down on your
competitive
advantages

8.1. PAY PROBABLY ISN'T YOUR
EMPLOYMENT ADVANTAGE. Public-sector
utilities often have a tough time beating
other employers on salary alone. The
benefits are often attractive, so be sure to
take a wide-open view of what you have to
offer.

8.2. STABILITY MATTERS. Water-sector
workers often joke about how the industry is
“recession-proof”, but it goes beyond that. A
dedicated worker in the sector can often find
a place with a lifetime employer, making it
easy to put down roots and become a true
pillar of the community.

8.3. TAKE PRIDE IN COMMUNITY SERVICE. In
a world plagued by atomization and
isolation, it's not enough simply to provide
silent service to a community. Water systems
were connecting entire communities long
before everyone had an Internet connection
in their pocket. Clever water-sector
employers can offer a career that promises
groundedness in a community of flesh-and-
blood neighbors. The more you are seen as
essential to the fabric of the community, the
greater the attraction for some great
employees.

8.4. ASLOGAN IS FREE -- YOU JUST HAVE
TO MEAN IT. Slogans make the intangible
memorable. In the case of public water
systems, one practically writes itself:

"Delivering fire safety and protecting public
health, 24/7/365".

Put safety first

9.1. BE ASAFETY PRESENCE IN THE
COMMUNITY. Water-sector workers are
more likely than many other people to be
out and about during the work day, in places
where quick thinking can be a lifesaver. With
a little bit of coordination, you can ensure
that everyone on your staff is trained in skills
like first-aid response. Advertise those skills
and put resources like AEDs on every truck,
so they can be out and about when the
community needs them.

9.2. ASAFETY MINDSET ALWAYS STARTS AT
THE TOP. It doesn't take long to figure out
where management has a safety mindset and
where it does not. If managers are visibly
Invested in safety-first thinking, nobody
down the chain of command has any reason
to push back or cut corners.

9.5. SAFETY IS A MIND-SAVER. Don't waste
mental energy on stupid dangers: Design
dangers out of your systems and make wide
room for a margin of error. Everyone gets
distracted or turns absent-minded once in a
while, and people shouldn't have to be on
high alert at all times in order to make it
home safely after an honest day's work.

94. REMEMBER THE ALTERNATIVES. If
someone faced a choice between two jobs
with equal pay and benefits, but one carried
a meaningfully higher risk of injury, which
one would the reasonable employee
choose? Certain risks cannot be totally
eliminated from water-related occupations,
but leaving other risks in place that could be
mitigated or eliminated is an exercise In
madness. Unsafe workplaces will attract
workers who don't have better alternatives.

Don't be afraid to let
go

10.1. BE A LAUNCHING PAD TO GREAT
FUTURE JOBS. Even if you're not the perfect
final destination for someone, you can make
good use of great talent on the way up.
People play Division | college football in
order to get to the pros.

10.2. DISTINGUISH BETWEEN HIGH-
PERFORMANCE WORKERS AND MANAGERS.
Management is a specific skill set, and the
person who is a standout employee at a
different role might make for a terrible
manager. Rewards for high-performance
workers should rise with their value, not their
position on an organizational chart. In the
words of Charles Koch, "[W]hen a company
rewards the role of manager more than the
act of creating value, employees strive to
become managers (and increase the number
of people they manage), even when leading
people isn't their strength.”

10.3. DISTINGUISH BETWEEN SENIORITY
AND EXPERTISE. Some people learn quickly,
while others learn slowly. We often default to
the assumption that seniority and expertise
are closely correlated, but that assumption
can lead to serious errors. Seek out ways to
recognize and reward expertise
(independently from seniority) so that you
get more of it.

10.4. WELCOME PEOPLE BACK AND DON'T
BURN BRIDGES. The water industry tends to
be unusually “sticky”: Once in, people rarely
leave it. Unless someone truly earns your
hostility, don't burn bridges. As opportunities
come and go, someone with a varied career
might come back to an employer they
previously left. Think of it as an opportunity
to cross-train an employee without the
Investment.
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