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What is the top cost driver impacting the
workforce?

a) Aging workforce
b) Productivity
c) Recruitment

d) Reward and recognition



Workforce retention is the top issue facing
water utilities in the next ...

a) 1-5years

b) 5—-10 years

c) 10— 20 vyears

d) It’s not really an issue



What percent of the Utilities workforce is on
the precipice of retirement?

a) 5%-15%

b) 15% - 25%
c) 25%-35%
d) 35% -45%



Introduction

City of Bellevue Utilities
Nav Otal — Utilities Director
Aleksandra Gancheva — Business Services Manager

Shannon Wennblom — Business Process Analyst



What is Knowledge Capture?

The process of gathering and documenting critical position information




Why knowledge capture?
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Presentation Outline

* Our knowledge capture journey
* Process & tools
e Q&A



Our Journey

Urgent need for a critical position

Plan for knowledge capture
* |dentification of candidates

* Development of tools
* Individual projects

* Projects to program




Knowledge Capture Process

Project Data Final Project
Initiation Gathering Deliverables Closing

Update



Project Initiation

Tool - Project development questionnaire

* Determine the scope / needs
* |dentify the top 5-7 tasks for the position

Project Initiation Data Gathering Final Deliverables Project Closing Update
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Project Initiation — cont.

Tool - Project development questionnaire - sample questions

Length of time What are you

in current role known for?

What do only
you know how
to do?

Various duties

of your job

When you are
away on
vacation what
doesn’t get
done?

In terms of
priority, what
thetop5-7
things you do
in your
position?



Project Initiation

Tool - Project charter

* Agreement

e Stakeholders

* Scope of project / goals
* Timeline
 Communication Plan




Project Initiation — cont.

Tool - Project charter - example

Frampion/Spansor: Paul Bucich / Kit Pauken

Praject Manager- Shannon Wennbam

Subject hMatter Expert: Rick Watson

Last Update: 4713716

Praject Narme:

Senior Starmwater Planning Engineer Knawledge Dacumentation

Organization:

Utilities - Enginesring

FROJECT PROBLEM STATEMEMTS

Current challenges:

ix impartant o the arganization for the purpases of knawledge transfer and suceession planning.

Special projects

departments.

Pruject Sunior Managur
Aan Ganthi

Addiigen resouns 1o

Files are lecated in multiple places including |, 1, & K drrves as well as in SharePaint.

Dascription of

invobsemant /Responsibilities

Frapct Updites

Critical job tasks are net currently documented for this pesition which could result in knowledge less for the crganization. The infarmation

& Sound Trarsit or 136" culvert) cannot be picked up easily by another persan. These projects are fluid and change
guickly. There i na source that details project status including all decisions made to date. |n many cases the projects are cwned by other

PROJECT GOALS

Goal 1:

To capture relevant job tasks & knowledge for your position that can be assimilated into a comprehensive resource guide that will be stored
ina centralized SharePoint location for all of Utilities, The project will also capture any potental process improvement prajects that could
e completed in the fumre,

Deweliop and implement Senice Starmater Planning Engineer
resaurce guide.

Resource guide completion and appraval by B/B/15.

Goal 2:
To capture all relevant documents for critical @

cess the informaticn,

Evaluate dosuments, based on awnership { need, and determine

Camplete by preject clasing an 8/ 15/16.
which enes or which links shauld be stored an a pesition SharePoint

site. Ensure structure of the SharePaint site aligrs with the file

strurture praject currently underwsy in the City Clark's Office.

PROJECT PLAN

ASSUMPTIONS AND OUT OF SCOPE:

1. Busine

s process analysis and improvement is not within the scope of this project. However, when oppartunities for improvement are

disconrered they will be dorumented and shared with the appropriate stakehalders,

Challengz reganding special projects

process impravement opporanity,

Froject Mansger
van Wb o=

i S projeet g
scape, schuds

kshaldars, and ® Monitors project teas

Eus acto;

ik, . . -

ieatien, atig

parfar=
®  Faciitats Poaject taim

Project Team
Rick Watien

Kit Paulsen

Mun Ganchi

i in teim .
itiags. .

Fropc Updates | Email

® R ol del

pswids fesdback

o by i vl s,

Gther Stakubaders
Pas Bl sy

ORI
pswide ek

abhs &

Upon comphties,

of kay dull varables

Tisk Nama Turation | Motes % Complats ff:l':“" Start Rasource Names
OWERALL PROJECT TIMELINE 101 days % Mian 3/28/15 Man 8/15/15
Planning 12 days o% Man 3/28(16 Tue £/12/16
Review HR Job Description 1 dlay 100% complete [Mon 3/28/16|Min 3/28/16 Shannan
;::;‘;( Inital interiew to develop Froect ;e | s mig /00w complete  [Wed 3/30/15[Wed 3/30/16 Shannon Al e S Rick
Canfirm key wark tasks with SWIE 4 darys 100% complete [Wed 3/30/15 kKt Pam
Papulate Dates in Froject Timeline 525 days 100%
Develop Project Communication Plan 5 days 100%
Canfirm sub tasks to be used far SIPOC's 3 days 100% [Tue4/5/16 |Thu
5 days 100% Thu £/7/16
Obtain Apgraval far Sroject Charter 3 days o FriL/Bf16  |Tued/12/16 [shannon e <t Rick Paul Fam
Exgcution: 70 days o Baan 4/11116 Frl 771516
Exphore Systam Modeling and Anabysis Tasks 5 days o Baon 8/11116 Fri 4/15/16
riteryiew 1.25 days [ 1.5 i migos Mon £/11/16] Tue 4/12/16
Sand supparting decuments, bnks, &tc 10 M |135 days
Camplete SIFOC'S 135 days
Rmvew SIPOCs with SME far validation 135 days |via emall [Thu £/14/16

Exphore Stonm Englnesring Standards Tasks 5 days Mion 4/18/1& Fri 4/22f
nberyiew 125 days |2 hr mta

Send supparting decuments, bnks, efc 1o PM 125 days

TEIEIEIEIEIEIEE

Camplets SIPOC's 175 days Shannan
Review SIPOC with SME far validation 175 days |via emall Shannan, 3
e s L | S R ———

oted on page one of this document is out of scope buk will be captured as a potential future

COMMUNICATION PLAM:

Project owner

Acki g prjuect

Dascription of

meobramvant fResponsibilities

Prapct upds

dubvarakies

Pl Butich ® Rcsives groject
iapart ugen sasglation ol
by dalivurabis o f propect aris.
Spumor Frnal rwmw el ™ Fwcalves croject At Framct updizes | Email
Kit Panlsin appaval of ruparts ugen casglution of o ey duivarables

o iF projuet s

.
Send supparting documents, briks, et to FM 135 days ed £/27/16 Rick

Camplete SIFOC'S 135 days shannan

Amdew 5IPDC'S with SME far validatian 125 days | a email shannan, Ak, it fec Ale)
l:nvclnl‘s{ﬂllm T P ssdays Mon 5216 |Fl 7/15/16  Megan,Danelie Shannan,Rick
Explore Departmental Support Tasks 5 days Mon 5/2/16 |Fri 5/8/16

rterview 1.35 days |2 hrmin shannan, Aick

Send supparting documents, briks, et to FM 135 days &

Camplete SIFOC'S 135 days shannan

Amdew 5IPDC'S with SME far validatian 125 days | ia email shannan,

Explore Diepartmental Suppor Tasks s daps

(Continused)
riberulew

Send zupparting documents, bnks, #1c_ to PR
Camplets SIPOC'S
Review 5IPOC with 51
Esplare Departmestal Support Tasks
iContined)

riberview

ar validatian

send supparting documents, inks, etc. to P
camplets SIFOC'

Amdew 5IPDC'S with SME far validatian
Esplare Storm System Plan / Basin Plans Tasks
riterview

Send zupparting documents, bnks, #1c_ 1o PR
Camplets SIPOC's

= far walidatian
Explare Storm System Plan / Basin Plans Tasks
(Continsed)

MEMORIAL DAY HOLIDAY

125 days |2 he mig
135 davs
135 davs
1.25 days |via email

5 days

1.25 das |2 he mig
125 days

135 davs

1.25 darys |via email
5 days

1.25 darys |2 he mitg
125 davs

125 days

125 days |via email

& days

1day

HEREEEEIEEEEEEREEEEIR BEIEIEIEIEIR REIELE
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fec Alex)

shannan,
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Baan 5/20/15 Mon B/5/16

BAsn 5/30/18 Man 5/30,/15




Data Gathering

Tool — Workload chart

Key tasks

* Importance

* Time

» Key performance indicators / measures

Project Initiation Data Gathering Final Deliverables Project Closing Update
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Data Gathering — cont.

Tool — Workload chart - example

Table 2: Tasks —Time, Importance, & KPI's (current state)

+

Current Ideal Importance of
Estimated % of  Estimated % of
Time Dedicated Time
Annually Dedicated
Annually
Account 42% 25% 1
Management

Residential Backup

KPIl — Success Measure

140.0026 Utilities —average
customer hold time (in seconds)

140.0027f Utilities — customer
satisfaction survey (weekly
Customer Service & Billing)
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Data Gathering — cont.
Tool — Workload chart — example continued

Key Tasks — estimated % to total annual workload (based on 2,080 hours annually):
Current State: with backlog of commercial & multi-family work

% OF TIME ANNUALLY
Training 1% Process
Improvement, 1%  Checkins /
Collcc.tlom . Meetings 0%
(Commercizal / Multi-

family), 3%

Leave / Other, 19%
Account

Management
(Residential

Billing (Commercial /
Multi-family), 34%



Data Gathering — cont.

Tool = SIPOC & critical tasks questionnaire

Supplier » Input . Process » Output » Customer

* Written process
* Lean Tool
* Captures all elements of the task



Frequency

eneral knvaledpe noeded to complete tasks:
#  Property contactis) preferred / current method of comrrunicakion femail ar fax)
& (OB doos nat oen deduct meters
=  Cortact indormation is located in CIS under the commenis tab

Customer Serdce

“nowledge Capture -

Zep - Lilites {Bark)

Spazcial Blling -

Decuct Meters

UMl ibhess Dévvision

Description f Purpase

e

Data Gathering — cont.

SIPOC — example document

Ermsures deduck
mieber reads are
captured & entened,

billing s atcurate ano
completed na timely
fashicn
4_5% anmual FTE

& Deduck wolume <an't be higher that the domestic meter valumae at the same location

&  Meters per Cpole - Cyoie I = 28, Opele 2= 2], Opcie 32 b, Cpole & = 9, Cpcle 5 = 38, Oyae 5|

=, Cpede 7= 0. Opcle § = 4

SUPFLERS

(Those wha provide

Inputs)

INFUTS

[Kncawledge
Materials needed)

OUTPUTS
{Final Pradusct /
Result of Process)

CLISTOMERS
{End Lsers)

Customer Serdce
Sarager

Crystal repaorts

(CUSEDmEr Serdce
Rap

Customer Serdce
Billimg Calbemdar

Deduct mber lekhers
wif oyche, bill date,
letter return cate

Update contact infa
InC%

Robriayes deduck
mater letters from
Crystal reparts

Emnail template far
read request

Rivies's reacs
Follpws Lp an reads

thiat are disoreparit
of not received

Accurate | an bme
balling for deduct
rEbeErs

wwues held out of
billing hatch, if

necessany, until
resclved

Property Dwners
Customer Service
UT Fimance

SUPPLEERS
{Those who provide
Inpusts)

Propery owmer
Building enginss:s
{orather designated
property contacks)

Seter readers

Sleter Crew Leader

INPUITS

[Knowledge
Mlaterials nisded)
15 ey

Reqyuest for re-reac
of domestic meter

Feewiew af billing
hitstary in C1% to
troubleshoot Esues

Read eskimate

kieter read — photo
or digits

Resread domestic
maeters [3s
requested]

QAOC of decuct
Eters

Initial property billing
namie and address

Customier Serdce
Reep contact info

ssue resclution /
estimating suppart

Billing imformiaticn
and reporting

AUTPUTS CLUSTOMERS
{Final Product J {End Lisers)
Result of Process)
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Data Gathering — cont.

SIPOC — example document continued

PROCESS |Steps & Resources Required)

Mew Dedwect Meters:

&  The Meter Crew Leader goes out o the site for 2 new decuct meter install.

#  The Meter Crew Leader provices the: Custamer Service Rep's contact info to the
properiy owner and provides the billing name and address to the Customer service
rep.

& The Customer servce rep receives the contack information and sets up the
infarmation in 5.

& The Custamer serice rep fontinues to update the centact infarmatkan anytime new
infarmation is prosided.

Deduct Metar Billing:

& The billing process iz broken into sight oycles and the Customer service rep refers to
the Customer Service Billing Calencar ta determine the timing for billing of each cycle.

= Foreach applicable cycle, the Customier serdice rep pulls the deduct ketters file from
thie Crystal reporting wiewer and saves to the desktop.

& The Custamer serice rep apens eZopy POF Pro Office on the computer and apens
thie dedwct letters repart that was sawed to the deskeap.

& The Custamer service rep bacates the first deduct letter by “finding” the account
nurmbar.

&  ECopy POF Pro Office locates the letter, and the Customier sendce rep proceeds to
launich an email using the envelope kon in eCapy.

#  The new email appears in the Jutlook email soreen and the Customer serioe rep
enters the recipient information, renames the subjpect bre, and adds any additional
content to the body of the email.

#  The Customer serice rep sends the email, and then repeats the steps above starting
with *finding” the nest account.

&  There arz a handful of customers who have created their own read spreadshoets. Far
these accounts, the Custamar service rep pulls the priar cyele's email and foraands it
to the contact requesting the new read|s) ||Le. T-Maobile, Selieae office park, etc).

& The property contacts return the reads to the Customer serdice rep providing the
digits {or a photo of the digits) via phone, email, or fac [ The majority respond by
omail.j

&  The Custamer Serdoe Rep redews the reads and if they kook reasonable enters them
by account, in the billing batch, in CIS

#  The Customer Service Rep notes the read and amount of the bill on the deduct letters
¥ read spreadshests

= Billing s processed as part of the standard bilkng batch,

= |If the read appears to be disorepant or is not returned, the Customer Service Rep
may:

2 pull and reviesw the prior billing history for the account in 5 to validate the
read or estimate the charges for the current time period

@ contact the appropriate property contactiz} by email or phone for additianal
fellow up

o reguest a resread or phota of the domestic meter, by the meter readers, on
thez same praperty to ensure accuracy. A deduct meter should never exceed
the comestic meter reading.

PROCESS |Steps & Aesources Required)

& [Fthe issue is not resobed, the Customer service rep can
@ Acd an estimated read to the account and make a notation that it s a “field
estimiate” for the irme perad. Commections would then need io be made
whezni @ read 15 recelved during the subsequent billing oycle ficr the account.
@ Pull the Bl from the stack, resend the request for iInfarmatian, marwalky bill
fthe account, ard manually send the bill onoe resoked. [Shows up on
reparting as “ra bilk®.)
Deduct Meter Specal Instances -
&  There are three instances whers an industrial surcharge and admin charge nesd to be
adied 1o the account prier ta billing | Coca-Cola and Safeway plants)
#  Thase are remesed fram the billing batch by the Customer service rep and ghaen o
the Customer Service Manager for review.
# The Cora-Cola plant (s also an exception im that it bills earky |Friday instead of
Tuesday).

Dt uct Batar QADC:

#  The Meter Crew Leader schecules meter readers to perfarm field inspection for top
wolume deduct meters esery wa months.

&  Reads are provided to the Meber Orew Leacer and then passed on 1o the Customer
serdioe Rep for visibility.

&  The Customer Serdoe Rep compares the reads with those provced by the property
oontact to see if there are any discrepanches.

#  The Meter Orew Leader schecules the meter neaders to perfarm inspection on all
other deduct meters swery 2 = 2 years.

SR BRLG

T TS

Bl B
T & b
vl g win s

Mote: Custamer sernce reg’s e spent an s dosk was reduced from 192 hows per pear ta
85 hours bosed oo o process improvement that wos (mplemented i Octaber *17
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Data Gathering — cont.

Process map — example document continued

Hard Surface Restoration (asphalt and concrete)
As of 10/10/16
—
[ S
-
w
(7
L%, 1
Establizhes znnual
on il contract
.
g
T
o4 Completes wark
=
S
(]
Queries Mavimo Field chackz mach
work arders every Fils out 2 site Repeat site a5 the Right of Entess inspecson
n the by hard vioz = _— r  cant ® inpees stes
.Mr,“M, ::H-"': tion form for PrEviews SEEs N el Prioitizes warkioad Way raffic cantrol cate and inveice . UP:d e
‘L. i_c: estoration the site and attaches for.q:mnn. inspector number in the notes spreadsheet with
4", notes, and Returnsto the office o sites? o status / cost
materials used B J
reenan e and desaiption of
(service / main -
Breaks, cold mix)
E : J‘ \ Sencs batch out ta Performs final site
Pulls & printz Work arder -
= uie S pr Updates eromer the contractor ($30K inzpaction to Re-zzzignz wark
zcreanshat of = restoration fizld iz e i - i
spreadsheet with meE orle sz} including aparove completec Changes Maximo order to the
Mapzhet trench and meazurements ! 0 populated with °c - " . i .
. [+ work description restoration form grsto work order to " in maintenance lead or
restorstion map for on the Mapshot K PR and contract 5 werh arser ® e
ration map ] and quantities for e and TCP the restorstion field changes it to dazed
locations icentified screen print oes T descriptio
- cost estimates e T sta
n query to the project fieid l i
: r 1 : | i
. . Returns to the site - | - h, .
Drives to site Flaces Maximo work CreatesTC? in the location and marks e A ! FRemurnsorgna 'a A
orderina “hald” [—# Invarion Rapid Plan il S End | . . inveice to Admin { Enc |
lo-cation to be restored mranes - the area for a 2 \_ | inspection must be R k _/
o be restar statuz sofeuare e _ : | compiete Firss) and zaves a pef copy
|
| | 1
r |
t— |
.= ¥ I
&
=] S2a inzpection to o
o aparave complezed [~ — #{ 120 3 Fasta and
b ok sends it to the WSET
=]
Q
e Receives initia
E inveice and routes Receives sigred Arranges for
=] Sart — H H
] ta WSET for inwoice payment
< -




Data Gathering — cont.

Tool - People Network Diagram

Identify key partnerships

* Frequency of communication
* Importance of relationships
Flow of information



Data Gathering — cont.

People Network Diagram

- example

ound Transit
Business Services
Coordinator

Property

Owners / Rate
Payers /

Customers

€se

Customer
Service
Manager

Accounting
Associate

d—

Bus.
Process
Analyst

A—

Billing &

Account Rep Billing &
(Drainage) Account Reps
A— A—

Billing &
Account Rep

Shape color designates organization
Shape size designates the importance of the
interactions

[ Medium | [ High |

low |

AMCS RMCS RMCS

To from To&
cantact contact from
contact
Inggnation flow




Final Deliverables

Tool - Position Resource Guide
e Workload chart

People network diagram
SIPOC’s

Visual pie charts

Org charts

* Task / position overview

e Historical / future outlook
* Success factors

* Key terms / acronyms

Project Initiation Data Gathering Final Deliverables Project Closing Update
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Final Deliverables —cont.

Tool - Other Documents

Central document repository
Telemetry station action plan
Document processing improvement
Standard operating procedures



Project Closing

Tool - Closing Document E |

 Qutcome and completion timelines

* Methodology

* Final analysis

* Recommendations

* Link to the completed resource guide

Project Initiation Data Gathering Final Deliverables Project Closing Update



Project Closing — cont.

Closing Document - example

s
h
Knorwhedge Capture i i
PHD.IIL'I'HI‘ME! Cu:borrnrsnn-n:: Rep DATE: I1e/200E
Biling — Cammezrcial & Multi-Familly
PROJECT MANAGER: Shanman Wennklam PROJECT TEAM: Bark ‘Wahbkewend Shannon

‘Wennblom, Virginia Barrett

Knowledze Capture Resource Guide

tpsyyrobwe bud. bellevee.wa s fteams/ Uil iies EmployeeH om e2a e/ UTOR/ Comple te %30 Docu me s S CEREA0Cus tormer
EIeniceE IR pAl D esouroe 0GP0 7 docy

Project Goals and Objective
Deliverable Timnekine
To caprburne relevant ob tashs & Develop a rescaurce guide that details tashs far Target completion
ncradedge for the positian that can commiercial and multi family accounts billing 3171
be assimilated into detaiked
pasitian dooumentation and visual Actual comlatian -
analysk tools to assist in leadership 1j23f18

cecision making. Documentatian
willl be postec im a ceniralized
kacation for casy access. The
project will capbure any potendial
process improvement projects that
oould be completed in the futuns

wariance of 205 days
2/2 complatian) -
project was put on
hiodd mulbiple tires
due to compssting
prionities for other
projects

methodology
riberview based -.'.'nr.pl:nr."suncmmrlcvcl mput and valication
Dutcomes
1. Delivered a 27-page resource guide cocumenting key tasks for the position.

2. Identified twenky-bwa key contacts for the position
Ioge: sonmme confaors ane wiovegroun related ond may represent move than one persan.

3. Process imgrowved for deduct meter biling, Alleviabed rultiple sheps from the process by introcu cing the use of Ecogy
Applications which reduces the time for this sk dom 152 hours 4o 56 hours per year,

£ dentifies 254 hours of baddogeed waork annually for commendal and muhimily accounks biling work which s
attributed to Hime spert bading up residensal biling funchons

Final analysis

Recomimand IEtgaing | implemenang the ﬁ:\lbwng PrCCess IMEroEment opparunities:

1. Aeguire phobcs of the meber for amy reads manually subenittes) {priranly eated to ded uct meter reads, but could be
applicd to other areas).

e

age fiters to bilkng reports toeadly sepambe oot commaendal and mu-fmily aocounks data alliedating the need 1o
cherry pick through the entire report.

3 Chyrneter reactvartion ks — owluate whetherweekly cadence could be change to-a monthly cacence, chminating
thz razeed bonun peports as often.

£ Time tracking ata greater levelof d etail would be benefical for futune warkioad analiysls meeeckues,

5 Aewiesw cument softwane program for keak adjustments and determing i there s a betterway to handle mbe changes
which would increase relahiliey of the information provide to biling

6 Arwiew potential for combining City of Redmond sewer biling tasks inbo ane oyche instead of ram.

7. Createa cross training plan for this position to-ensure redund anoy within the wodgroup dor Commencial and du i
farnily tasks.

Mext Steps

1 Projed dosng ooebrmon.

7. Conductanmal reviess of the resource guice and track acceptance | imphementation of the recommended process
Improvemenis
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Update

Tool — Annual Review

e Resource guide review and update — one division per quarter
* Follow up on implementation of recommendations

Project Initiation Data Gathering Final Deliverables Project Closing Update



Knowledge capture — Time

Average project:
Length = 3 months

Time

Facilitator / Writer - 80 — 90 hours
Subject Matter Expert — 40 hours
Supervisor — 20 hours

Peers - varies

Resource guide = 35 — 40 pages
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Knowledge Capture Benefits

* Protects / maintains critical knowledge within the organization

* Documents key position expectations

* Position roadmap for new employees or those considering
advancement or cross training opportunities

 Surfaces potential process improvements, opportunities, and gaps



Q&A



