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City of Fort Wayne 
Population 250,000 
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Fort Wayne, Indiana 
water treatment and distribution 

1,401	miles	of	water	main	
33	MGD	average	production	
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Fort Wayne, Indiana 
wastewater treatment and collection 

1,382	miles	of	sanitary	sewer	
51	MGD	average	daily	treatment	

	



cityoffortwayne.org/utilities	

Fort Wayne, Indiana 
$135 million in annual revenues 
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• Need	

• Developing	and	Optimizing	an	in-house	Team	
• Output	
• Collaboration	
• Individual	Development	

• Results	
	

Outline 
creating a highly effective team 
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NEED	
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The Utility Entered into a Consent Decree 
with the EPA in 2008 
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Long Term Control Plan 
increase in capital investment 

•  Wastewater	regulatory	
challenges	

•  Pipeline	rehabilitation	

•  Asset	management	

•  Improved	services	levels	
in	storm	water	
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Outside Consulting Program Management 
Team 

• On	the	front	end	of	the	consent	decree	to	
accelerate	Capital	Improvement	Program	
(CIP)	

• Evaluate	existing	staff	and	identify:	
• Areas	of	improvement	
• Ways	to	optimize	performance	
• Additional	staff	support	

• Provide	mentoring	
• Establish	program	and	project	best	
practices	
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Over the past 10 years 

• 20%	Full	Time	Equivalent	(FTE)	increase	in	the	
Utility	Engineering	department	

• 400%	increase	in	the	intern	program	
• Increase	in	technical	specialization	

• 18	Professional	Engineers	(PE)s	
• Construction	Contract	managers	
• Hydraulic	modelers	
• I&C/SCADA	programmers	
• CADD	technicians	
• GIS	analysts	



cityoffortwayne.org/utilities	

	
DEVELOPING	AND	

OPTIMIZING		
AN	IN-HOUSE	TEAM	
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Developing and Optimizing 
an In-House Team 

Individual	
Development	

Output	
	 Collaboration	
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   Output 
     measurement 
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   Output 
     key performance indicators (KPI)s 
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   Output 
     key performance indicators (KPI)s 

•  Human	Capital	Development	
	
•  Community	and	Employment	Engagement	
	
•  Customer	Service	
	
•  Technology	
	
•  Affordability	and	Cost	Management	
	
•  Environmental	Stewardship	and	Conservation	
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   Output 
     key performance indicators (KPI)s 

Primary	
Business	
Unit(s)

Measure	Explanation Comments 2018	Target

12
Capital	Projects	Total	Change	Order	

Target	%
Eng

100	x	(total	change	order	value	/	total	bid	value	(no	
work	allowance))

Aggregate	change	order	percentage	for	projects	accepted.		
Projects	with	increase	in	scope	added	to	project	will	have	that	

value	excluded
<	3%

13
Capital	Projects	-	Total	%	of	Budget	

Expended
Eng

100	x	(Capital	Budget	Spent	in	year	/	Original	Capital	
Budget)

The	goal	is	for	project	managers	to	manage	the	money	they	
need	for	a	project	and	not	to	estimate	a	budget	that	is	closer	to	

the	actual	cost	of	the	project.
90%

14
Capital	Projects	Bid	on	Schedule	

Compliance	Rate
Eng

100	x	(Total	#	projects	bid	within	1	month	of	original	bid	
date	/	Total	estimated	projects	to	be	bid)

Future	Project	Report	run	at	beginning	of	year	to	establish	
baseline	for	original	bid	date.		Changes	in	timing	not	reasonably	

in	control	of	PM	(funding,	etc.)	will	not	be	counted.	
90%

15
Capital	Project	Management	/	

Status	Report	Accuracy
Eng

100	x	(Total	#	Projects	with	PMIS	Errors/Total	#	of	
Projects)

Projects	with	Errors	found	per	Monthly	Review	of	primary	PMIS	
Reports	to	verify	key	project	data	updated	(General	data,	key	
Schedule	dates,	PM	Estimates,	Approved	Fundings	are	being	

updated)

85%

16
Capital	Projects	Holding	Contract	

Times	Compliance	Rate
Eng

100	x	(Total	#	Projects	that	achieve	original	SC/FC	dates	/	
Total	#	Projects	Accepted)

Evaluation	and	determination	by	senior	managers	if	time	
extensions	are	for	unforeseen	conditions	or	increases	in	scope.		

If	so,	CU	will	not	count	those	projects	or	allow	for	updated	
SC/FC	dates.

95%

17
Capital	Projects	-	%	Projects	

Designed	In-House
Eng

100	x	(Total	#	In-house	designed	projects	/	Total	#	
projects	bid)

In-house	design	still	considered	if	use	consultant	assistance	for	
minor	support	roles	(survey,	drafting,	permits,	etc.)

70%

Attributes	of	Effective	Utility	
Management	(EUM)	-	Primary	&	

Supporting	Metrics/KPI's
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   Output 
     financial goals for KPI’s and personal goals 
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   Output 
     becoming less dependent on outside consulting 

•  Developed	a	business	case	
showing	the	cost	savings	the	
Utility	sees	from	in-house	
engineering	vs	traditional	
consultant	model	
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   Output 
     billing in-house teams to capital 

•  To	manage	staffing	O&M	budgets	
the	Utility	has	in-house	staff	bill	
hours	work	on	capital	projects	to	the	
work	order	assigned	to	the	project.	

	
•  The	Utility	builds	in	certain	

percentage	of	the	staffs	time	to	
work	order	every	year	and	sets	goals	
for	staff	as	to	how	much	time	they	
should	be	working	on	capital	
projects	with	work	orders.	
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   Output 
     best value from outside consultants 
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   Collaboration 
      exchange derived solutions 
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   Collaboration 
      a culture of change 

•  Teams	and	staff	are	reorganized	in	response	to	
workloads,	promotions,	retirement/employees	
leaving,	and	priority	changes	

	
•  The	changes	encourage/force	employees	to	

work	with	different	people	and	management	
styles.	
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   Collaboration 
      location is a catalyst for collaboration 

•  Staff	are	strategically	moved	for	increased	collaboration	

•  Senior	staff	are	in	cubes	next	to	their	teams	

•  Desired	cubes	and	offices	are	not	based	on	seniority	but	on	
collaboration	
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   Collaboration 
      project management 

Project	Management	Information	System	



cityoffortwayne.org/utilities	

   Collaboration 
      project management 

Project	Management	Information	System	



cityoffortwayne.org/utilities	

   Collaboration 
      project management 

Project	Management	Information	System	



cityoffortwayne.org/utilities	

   Collaboration 
      new opportunities in absence of unions 
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   Individual Development 
     building a highly qualified team 
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   Individual Development 
     intern program 
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   Individual Development 
     intern program 
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   Individual Development 
     on-boarding 
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   Individual Development 
     pairing young staff with consultants 
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   Individual Development 
     skill base pay 
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   Individual Development 
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   Individual Development 
     performance review 
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   Individual Development 
     body of knowledge 
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   Individual Development 
     professional societies 
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RESULTS	
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Design by in-house staff 
 increased percent designed in-house 



cityoffortwayne.org/utilities	

Change Orders 
slight decrease since designing more in-house 
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Change Orders 
small increase from projects with change orders 
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Overall CIP Delivery 
70% projects bid within 30 days of the target date 
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Overall CIP Delivery 
99% of projects completed within contractual limits 
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Design Cost Savings 
in-house design is less expensive than consultant 
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Engineering Services for Others 
providing engineering for other organizations 
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Conclusion 
city utilities engineering department 

•  Over	50	FTE’s	in	engineering	of	which	18	are	PE’s	
•  Specialized	staff	

•  Easement	and	property	acquisition	
•  Asset	management	
•  Project	management	support	
•  Construction	contract	managers	
•  Energy	hydraulic	modelers	
•  I&C/SCADA	engineers	and	programmers	
•  CADD	technicians	
•  GIS	analysts		
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QUESTIONS 

2018	Executive	Management	Conference		


