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–Limited awareness of the data / 
context

–Limited time for input 
–Quick focus on the solutions

“Need rate increases!”

“Need community to understand.”

“Need elected official support!”
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Common Challenges
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Transformation is a journey requiring 
strategy and communications

Context

Climax

Resolution

Where are we?
Who is with me?

What do we face?

Let’s overcome



Agenda

1. Enhance connection with context –
set the course

2. Build alignment around framework input –
bring others along

3. Utilize frameworks to improve communications 
– build trust and lead transformation
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context input frame deliver



–Setting
–Situation 
–Facts
–Challenges
–Consequences
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Context is relationalEnhance 
connection with 
context
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1
Context

Climax

Resolution

Think of a good story!! 

input

context



Vancouver, WA
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Context begins to set stage for input



Context: 
–CIP annualized costs will 

double
–Changing regulations
–Treatment capacity limits
–Climate priorities
–PFAS
–Changing City leadership
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Appreciate WHY we are here

WHY

HOW

WHAT
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Who is rumbling with context. 
Internal alignment first. 

Holds: Delivery / 
Plans / 

Resourcing

Holds: Direction/ 
Plans / Goals / 

Deliver

Holds: Vision / 
Mission /   
Strategies

Dir

Depts

Staff Operations Maintenance

Doers – drive activity

Suppliers – get 
resources 

Influencers –
empower

Innovators –
generate ideas 



Visual
Context

Rate Changes 
and Bonding

System 
Development 

Charges (SDCs)

Inside/Outside 
Multiplier Utility Tax Rate



• Start with what you know.
• Facilitate input. 
• Align around context ahead of solutions.
• Begin education with visual 

communications. 
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Facilitation Tips
Enhance 
connection with 
context

1
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“Your travelers need to 
understand your vision and find 

inspiration in the journey”
- Nancy Duarte

Build alignment 
around a 
framework

Brown and Caldwell
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Start with what you have and know. 
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Context:

Financial Capacity
External Drivers
Asset Performance
Community Expectations



Brown and Caldwell 15

Context informs Levels 
of Service 

Financial Capacity
External Drivers
Asset Performance
Community Expectations
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Level of Service areas inform survey of 
community 

Seek input from 
inside and 
outside

Brown and Caldwell
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CUWA Strategic Aspirations

Brown and Caldwell

MISSION

Strategic Aspirations

Message Pillar One

Proof Point

Proof Point

Proof Point

Message Pillar Two Message Pillar Three

Proof Point

Proof Point

Proof Point

Proof Point

Proof Point

Proof Point

Vision and Values

Target Audiences



Strategic Goals and Initiatives

Values

Vision

Mission

WHAT
What CUWA does to 
achieve MVV

HOW
How CUWA does its 
work and the values 
that guide activities

WHY
CUWA exists and does 
what it does. 
Essence and purpose



News 
stories

From Input to Direction 

Sort concepts/words/phrases into 
M/V/V categories

Identify commonly used concepts/words/phrases

Mission

Vision

Values

Measures of Success

Level of Service Goals or Strategic Aspirations

Internal 
Input

Implementation Path

External 
Input

Internal 
Input

External 
Input



Mission Statement Options

1. One Voice for California’s 
(our) water future.

3. Together. Shaping our water future.

2. Clearly committed to safe and    
accessible water for all Californians.

4. A unified voice for water solutions that 
keep our communities thriving.



Vision

A California 
where everyone 
can rely on safe 
and accessible 
water.

21 California Urban Water Agencies
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MISSION

Strategic Aspirations

Message Pillar One

Proof Point

Proof Point

Proof Point

Message Pillar Two Message Pillar Three

Proof Point

Proof Point

Proof Point

Proof Point

Proof Point

Proof Point

Vision and Values

Target Audiences



Consumers Trust the 
Quality of Tap Water 

Top Audiences Identified
Top Identified 

Strategic Aspirations
FIRST SECOND

State Agencies

Governor’s Administration

Educational and Research Institutions, 
Industry Associations

1

2

3

Safe Water is Accessible and 
Affordable to All 

Reliable Water Supply 
Available to all Californians
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Facilitation Tips: 

- Start with Mission and Vision. 
- Build LOS or Strategies.
- Communicate it / frame it 

Brown and Caldwell

Build alignment 
around a 
framework

2



Utilize frameworks 
to inform 
communications and 
deliver 

Brown and Caldwell
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Outreach aligned with mission and vision

Brown and Caldwell 27



28

Visual Framing Leads to Education
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NEEDS STRATEGIES
Meet growth demands and capacity needs
Improve watershed health
Achieve regulatory compliance Update financial strategy to 

support investment

Wastewater facility upgrades

Solids management renewal 

Enhanced operations and renewal 
of water system

Green infrastructure solutions

Renew infrastructure
Reduce risks
Improve operations and safety

Protect environment
Enhance livability
Deliver sustainable rates

Climate resilient
Protect habitat and environments 
Protect water quality
Manage flood risks

Visual Framing Aligns Strategies



From framework to education 

30
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context input frame deliver

Let’s light the path for our travelers
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Transformation is a journey requiring 
strategy and communications

Context

Climax

Resolution

Where are we?
Who is with me?

What do we face?

Let’s overcome



Questions?

Thank you.
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