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City of Tucson / Tucson Water AZ 

Utility of the Future Today Activity Areas Meeting Criteria for Recognition:  

Organizational Culture 

Community Partnering & Engagement 

Water Reuse 

 

Utility Description (combine all plants if a multi-site system)  

Type: Large Municipal Water Provider 

Service Area (square miles):  400 Average annual daily flow (MGD): 85 

Population Served: 717,875 

Location  

Street Address: 310 West Alameda Street 

City: Tucson                                                     State: AZ Zip Code: 85701 

Contact Information  

Name: Jeff Biggs Phone: 520-837-2111 Email:  jeff.biggs@tucsonaz.gov 
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NARRATIVE: In 2015, Tucson Water finalized its Strategic Plan, a living document intended to guide the 
Utility and align its management with its organizational goals.  Tucson Water's 2020 Strategic Plan 
recognizes organizational culture as a top priority for the entire utility.  To that end, the Plan was 
developed around a set of core values – behavioral and business, that represent the foundation of the 
decisions and activities of the Utility.  Employees from all divisions of the Utility, of all positions, worked 
together to agree on the below core values that embody the Utility’s culture. 
 
Behavioral Values           

• Integrity 
• Respect 
• Collaboration 
• Commitment 
• Responsibility 
• Leadership 
 
Business Values 
• Safe high-Quality Water 
• Reliable Water Supplies 
• Reliable Water Services 
• Exceptional Customer Service 
• Sound Planning 
• Appropriate Investment 
• Sound Financial Management 
• Protecting the Environment 
• Increasing Efficiency and Conservation 
• Transparency and Communication 

  
The Plan adheres to these clearly communicated core values that resonate with our employees and our 
community.  Building a positive organizational culture is an on-going initiative for Tucson Water.  The 
Utility understands that a successful organization is not the result of any one person, but the 
culmination of the efforts of every employee.  To foster this culture, Tucson Water provides continuous 
opportunities for professional development and training to all of its employees.  Additionally, divisions 
manage their own budgets for travel and training expenses, with which they can send employees to 
conferences, summits, and other professional venues.  Staff meetings are held regularly, and all 
employees have the chance to provide insight and input.  Employees are also offered the option to 
participate in a job-shadowing program to explore their other interests.  Supervisors are encouraged to 
recognize their employees for their hard work through an employee recognition and rewards program, 
and the Utility formally recognizes all employees at an annual celebration.  The core values extend 
beyond the development of an organizational culture, and seep into the community and the Utility’s 
water management strategies. 
 
It has never been more important for water utilities to make efficient and intelligent plans regarding 
future resources and infrastructure. In order to secure the public support and investment needed to 
advance those plans, a utility’s planning process must align with the values of the community it serves.  
Conservation and education outreach programs and integrated customer service processes strengthen 
the Utility’s reputation as a dependable service provider for current and future customers, and 
standards set in every aspect of operation provide accountability for the Utility to the community at 
large.  To ensure that the Utility is meeting the public’s expectations, as well as achieving its goals, 
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Tucson Water’s Strategic Planning process includes setting standards in every aspect of operation.  As a 
standards driven organization, each division of the Utility is responsible for setting performance 
measures and tracking metrics for those measures.  This dedication to standards provides Tucson Water 
with the ability to assess its progress and respond immediately when changes are necessary.  Through 
standards the Utility achieves accountability not only internally, but to the community at large.  Tucson 
Water works closely with a Citizens’ Water Advisory Committee and with the City Manager, Mayor, and 
City Council to ensure that the community has every opportunity to communicate with the Utility and 
provide input and feedback.  These relationships have been crucial to the community’s support of the 
Utility’s initiatives, such as water reuse and watershed stewardship. 
 
Issues related to treatment and public acceptance can often delay and defer water reuse programs.  
However, the Utility’s strong ties to the community and reputation built on transparency and trust have 
allowed us to fully develop a water reuse program.  Previous successes with the recharge and recovery 
of potable water have led to considerations of another recharge and recovery program. This program 
would provide additional treatment and storage of reclaimed water supplies and recycle the water for 
potable reuse.   Tucson Water currently allocates the majority of its reclaimed water for non-potable 
uses, such as irrigation and industrial processing. This system, first established in 1984, now delivers 
about 15,800 acre-feet of reclaimed water annually, keeping parks, golf courses, and schoolyards green.  
The availability of unallocated water, coupled with the historic drought and threat of reduced Colorado 
River water supplies, led Tucson Water to complete its Recycled Water Master Plan in 2013. The Plan is 
part of a Recycled Water Program that sets a detailed path for developing potable reuse during the next 
decade.  Tucson Water will use its learned expertise in recharge and recovery in our high desert 
landscape to help ensure the most beneficial and sustainable use of our precious potable and recycled 
water supplies into the future.  Water reuse is still only a part of the Utility’s overall watershed 
stewardship practices. 
 
Tucson Water’s Strategic Plan and Recycled Water Program clearly communicate the Utility’s priorities 
in relation to watershed stewardship.  From protection of the regions precious groundwater through the 
use of renewable supplies, to conservation and education programs, to the Recycled Water Program, 
the Utility constantly works to reinforce the value of every drop of water in the desert.  The Utility also 
works with other water providers to help deliver renewable water supplies to other communities in the 
region.  Additionally, Tucson Water supports and encourages green infrastructure inside the city through 
education and rebate programs for water conservation and efficiency measures such as rainwater 
harvesting, curb cuts, and low-flow toilets.  The Utility also recognizes the importance of supporting the 
entire ecosystem and Tucson Water voluntarily engaged in a Habitat Conservation Plan for 22,000 acres 
of retired farm properties it owns.  These lands are now in various states restoration.  Watershed 
stewardship is not accomplished in isolation, and Tucson Water works with its regional and the 
community to engage in regional watershed stewardship. 
 
It is through the dedication and effort of every employee that Tucson Water is able to achieve such 
great lengths.  It all begins and ends with the organizational culture of the Utility.  The communication of 
core values, and more importantly, the demonstration of core values in action drive Tucson Water to 
continuing innovation and success with the support of the community behind us. 
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ORGANIZATIONAL CULTURE 

• Proactive leadership that engages in both internal organizational and broader external 

community priorities  

• Establishes a participatory, collaborative organization dedicated to continual learning, 

improvement, and innovation   

• Workforce and leadership development program in place to assure recruitment, retention, and 

competency of utility staff relative to a Utility of the Future business model. Development 

program includes a leadership and management skills training program that provides both 

formal and informal leadership opportunities for employees  

• Employee “in-reach” program established to share work experiences and ensure greater 

understanding of the utility’s key strategy relative to the Utility of the Future business model 

• Innovation initiatives adopted that encourage risk-taking, and that are adequately funded and 

staffed   

o Establishes an integrated and well-coordinated senior leadership team 

o Provides opportunities for employees to find and fix inefficiencies, share ideas for solutions to 

problems 

o Drives an awareness and commitment to workplace safety 

o Maintains attention to employee morale including opportunities to celebrate victories for the 

utility 

o Established periodic tracking of progress toward meeting goals and milestones 

o Financial sustainability which could take the form of asset management; long range financial 

planning and policies or developing new business models to diversify income or leverage other 

investors 

Performance Measures & Results 

 Leadership Training Courses: Positive review of leaders,  

 Meeting Attendance/Participation: High employee participation and engagement 

 Job Shadowing Program Participation: Positive employee feedback, program improvement 

 Voluntary Professional Development: High employee participation and engagement 

 Employee/Customer Focus Groups: Feedback incorporated into final decision/product 

 

COMMUNITY PARTNERING & ENGAGEMENT 

• Partnerships in place with one or more community organizations, with specific name given to 

partnership and objectives for the partnership established (e.g., a formalized partnership among 

community transportation, parks, and land use organizations for the incorporation of green 

infrastructure to reduce flooding and overflows)  

• Participation in projects with neighborhood groups/stakeholders to create recreational 

opportunities and community assets (e.g., parks, enhanced public space)  

• Use of a Triple Bottom Line approach, including engagement with stakeholders, to analyze 

growth planning alternatives, considering financial, social, and environmental costs and benefits  

• Participation in regular meetings with community stakeholders and offering of environmental 

education opportunities (e.g., river walks)  
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• Web presence established with social media engagement 

o Outreach conducted with other stakeholders and other community groups 

o Community workforce development programs in place 

o Actively promotes community awareness of the value of water and wastewater and stormwater 

collection and treatment’s role in the social, economic, public, and environmental health of the 

community 

o Involves stakeholders in the decisions that will affect them, understands what it takes to 

operate as a “good neighbor,” and positions the utility as a critical asset to the community 

Performance Measures & Results 

 Community Outreach Meetings: Moderate participation by community 

 Citizens’ Water Advisory Committee: Provides direction and support of important Utility 

initiatives such as rate increases 

 Customer Focus Groups: High participation and feedback 

 Social Media Tracking: Support from local business and partners 

 

WATER REUSE 

• Board/executive management reuse strategy established 

• Communications and outreach plan developed and implemented  

• Ongoing market assessment of reused water to public/private and public/public entities 

• Investments in reuse infrastructure   

• Building code changes to enable reuse (e.g., reuse water code)  

o Development of programs to reduce risk of reuse and improve guaranteed reuse water quality 

o Potable reuse for downstream water supplies 

o Steps in communicating to the public the realities of potable reuse 

o Internal plant methods to insure treated water quality fit-for-purpose reuse 

o Use of in-house or external laboratories for testing water quality parameters 

Performance Measures & Results 

 Customer Focus Groups: Support for water reuse initiatives 

 Citizens’ Water Advisory Committee: Support for initiatives and suggested improvements 

 City of Tucson Mayor and Council: Support for initiatives and funding 

 Pilot Program: Establish baseline 

 Water Quality research/testing: Research and testing of infiltration, UF, RO, and other 

treatments 

  


