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Presenter Notes
Presentation Notes
2:00 – 3:00 p.m. on Thursday, March 5
thanks to Texas Muni League.
share a leadership framework that connects recruiting, retention, and succession as one continuous pipeline. Cuz when pieces work together intentionally, workforce challenges stop feeling reactive and start becoming strategic and stable. 
My name is Lauren Brown. I’m a Senior Cons. With BD with over 12 years of experience in public utility consulting. I’ve only been in my current role a little over a year. Prior to that, I co-founded and was VP of a utility consulting firm that focused on AMI
colleague Andrea is also a Senior Cons. With BD but has a resume full of Texas utility experience with 24 years in muni govt in leadership roles that include public works, utilities, - Pflugerville and Baytown.
Nanette McCartan, SR UB Ops Mgr for Cedar Park. She brings 28 years of muni govt experience, 20 of which has been in leadership roles at Cedar Park. She was the PM for the City on the org and staffing study that is the case study she’ll share more on. 
So now that you know a bit about us, let’s jump into the presentation, shall we?  
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Demonstrate the ability to recruit the right 
t e a m  m e m b e rs

St a b ilize  your e m p loye e  b a s e  wit h  ke y re t e n t ion  
a p p roa che s

Achie ve  t he  goa l o f a  re fre s he d  workfo rce  
t h rough  s ucce s s ion  p la nn ing

Learning Objective 1

Learning Objective 3

Learning Objective 2

Today’s Learning Objectives

Presenter Notes
Presentation Notes
We call this session Plan, Grow, Go because workforce refresh is not a single hire — it’s a pipeline. We plan for the work, grow the people, and help them go to the next level successfully.
We all know Utilities are navigating workforce challenges that seem pretty relentless: vacancies that don’t wait, growing service expectations from a customer base, and a wave of retirements that’s reshaping teams faster than many organizations are prepared for. The challenge isn’t just filling positions — it’s making sure our hiring decision strengthen our workforce to deal with all these challenges. And once we’ve brought great people in, how do we keep them engaged and ready for what’s next so we’re not constantly operating in crisis mode?
We’ll ground all of this in a real case study from Cedar Park Public Works & Utilities. 
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Recruit the right team members
Which  p ho t o  re m ind s  you  o f your t e a m  a nd  why?

1 2 3

4 5 6

Presenter Notes
Presentation Notes
Team – collective group of shared responsibilities
Cheesy icebreaker, more for me then you, I’ll call out # raise hand if that’s the image that resonates teamwork most for you
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Separate the position from the person

What is the current role

Update the job description

Revise to add required skills, 
qualifications and experience

Survey postings by other city 
employers (the competition) to review 
postings to note what stands out

Recruit the right team members
SO, You have a VACANCY…

Presenter Notes
Presentation Notes
When a vacancy happens, the instinct is to rush — but this is actually one of the most strategic moments you have as a leader. Hiring a person vs. the right person determines whether we’re back here again in a few months or not. This is where Plan, Grow, Go really starts—with planning for the work, not just filling a seat
Raise your hand if you’ve been guilty of reusing old job descriptions like years later? 
What we think the job is, and what the job actually requires today, are often not the same. This is especially true as service demands, regulations, technology changes.
Encourage you to pause a minute before you post it and ask: What is the current role? Not five years ago—today; Which tasks are essential? Which are no longer mission‑critical? What systems and technology are used? Clarity here saves you time, turnover, and frustration later
Updating the job description isn’t a paperwork exercise, it’s a recruiting and retention tool This is where required skills, qualifications, and expectations need to be honest and aligned to the work - Misalignment here is a big driver of early turnover
This is a good area to scope what your competition is doing. I’m not saying copy but I do recommend competing intentionally
This foundation matters because everything that follows—advertising, sourcing, interviewing—only works if we get this step right




5

Re c ru it  t he  righ t  t e a m  m e m b e rs
Use  e ffe c t ive  a d ve rt is ing  a nd  sourc ing  s t ra t e g ie s Tell the story about why 

working for your city and your 
department is AWESOME!
Step outside the box and 
showcase your stuff
Utilize employee referrals
Partner with recruitment and 
staffing agencies
Goal: establish a consistent 
pipeline

Presenter Notes
Presentation Notes
Lauren
Once we’re clear on the role, recruiting becomes about three things: visibility, story, and access.
Visibility means showing up where candidates already are — online platforms, professional networks, or even community presence. Pic taken in Westfield MA – struggling getting people to apply – low tech prominent location – got 25 people applying that said this display prompted them to. 
Online job boards and social media expand reach, professional associations provide credibility and targeted access, and in‑person efforts (job fairs) build rapport. Think of these tools as working together to build a pipeline—not just fill one job. 
Story is often the most underused recruiting tool. Why does the work matter? What impact does your department have on the community? What makes this a place where someone can build a career, not just take a job? Utilities do incredibly meaningful work, but many organizations undersell that impact. Showcasing projects, facilities, and real work turns recruiting into storytelling. It helps candidates understand what the job actually looks like and encourages self‑selection—those who are excited lean in, and that improves fit on the back end.
Access means reducing friction — simplifying applications, broadening outreach, and removing barriers that quietly shrink your candidate pool. Because sometimes the issue isn’t lack of interest, it’s too much friction. Long or outdated applications, limited access, or lack of bilingual options, those are all shrinking your candidate pool. Simplifying the process can significantly expand who applies and who follows through.
Use Staffing Agencies Strategically—Not Reactively: Staffing agencies can be effective when you need to fill a gap quickly or stabilize operations. The key is to use them intentionally—as a bridge, not a permanent solution. Agencies work best when you’ve already defined the role and expectations, tying directly back to planning. They can support recruitment, but they shouldn’t replace it.
Grow Your Own When Training Is Possible: If your team has the ability to train, internships and apprenticeships are powerful tools. They allow you to build skills your way while introducing people to utilities and public works as long‑term careers. This is also early succession planning—even if we don’t label it that yet.
Leverage Your Current Employees: Your employees are often your best recruiters. When staff understand the role, feel supported, and see growth opportunities, they naturally become ambassadors for the organization.
The goal isn’t just to fill this opening; it’s to build a pipeline so the next vacancy doesn’t feel like a fire drill.
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Stay true to the role…. not personal traits 
Prepare a list of standardized questions, 
update regularly
Focus on behavioral and situational 
questions
Involve multiple interviewers
Use a scoring system to evaluate 
responses
Plan time to debrief as soon as possible 
after everyone has interviewed the 
candidate

Recruit the right team members

Fill it SMART…by interviewing for the teachable, trainable and the team player

SO, You have a VACANCY… Get the right match for the work and the team

Presenter Notes
Presentation Notes
Lauren
Quick show of hands—who here has hired someone who looked great in the interview but struggled once they started? When that’s happened for me, it was often because urgency or staffing pressure got ahead of good judgment.

The graphic on this slide — Smart, Humble, Hungry — comes from Patrick Lencioni’s Ideal Team Player. His premise is simple but powerful: these traits are universal, regardless of role, and they’re what make teams actually work. So how can we recruit or interview for that? So glad you asked

Stay true to the role — not personal traits: This reinforces the idea that “Smart, Humble, Hungry” are observable behaviors, not vibes. We’re evaluating how someone shows up at work.

Match for the Work and the Team: We’re not just hiring skills—we’re hiring people who can add value, work well with others, and elevate service delivery. In utilities especially, attitude matters as much as aptitude. We can train skills; it’s much harder to train mindset.
Prepare a list of standardized questions, and establish some formality. Standardized questions ensure every candidate has the same opportunity to demonstrate teamwork, motivation, and problem-solving — which makes comparisons fair and defensible. That’s where structured interviewing becomes critical. Unstructured interviews may feel more natural, but they’re inconsistent, hard to compare, and difficult to defend. When we treat interviewing as a system — not a single conversation — each step is designed to answer a specific question about fit for the work and the team.
Tie back to retention and succession. When candidates understand the work and the team upfront, they stay longer. This also helps identify people who can grow—not just fill today’s need but develop into future roles. 
I’ll give some examples of how to see Smart, Humble, Hungry in action:

You want to ask behavioral and situational questions, so as you’re drawing up that standardized list of ?s focus on:
Smart → How they communicate and solve problems
Humble → How they handle feedback, mistakes, and conflict
Hungry → How they take initiative and push through challenges
Another rec - involve multiple interviewers Panels reduce bias and keep interviews from becoming personality-driven. Different perspectives help us focus on how the candidate engages, communicates, and thinks — not just how polished they sound.
 
Scoring and debriefing allows for team alignment and discussion and pushes back that feeling of rushing; take the time to meet after each interview to keep it fresh 
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Retention: What staff retention programs are you using?
Wha t  s t ra t e g ie s  a re  you  us ing  a nd  wha t  works  b e s t ?

Work recognition

Open lines of communication

Market competitiveness

Longevity pay

Positive culture building

Presenter Notes
Presentation Notes
Lauren

If recruiting is about bringing the right people in, retention is about making sure they don’t feel like a temporary solution. So let’s talk about some of the ways to do that
Work recognition: Quick show of hands who has intentionally recognized staff for good work beyond annual reviews?   Recognition reinforces the behaviors and outcomes you want repeated. 
It doesn’t have to be formal—timely, specific acknowledgment often matters more than awards. 
Examples include public shout‑outs, personal notes, small celebrations, or peer recognition. 
Consistent recognition helps employees feel seen and valued, which directly supports engagement and retention. Not once in blue moon
Emphasize that recognition is most effective when it’s specific (“what they did” and “why it mattered”)
Open Comms: Who has intentionally established 2-way comms with staff? 
This includes regular check‑ins, team meetings, and informal conversations—not just formal feedback cycles
Employees are more likely to stay when they feel heard and understand the “why” behind decisions; and it helps build trust and reduces uncertainty, especially during change
Encourage leaders to listen as much as they talk; communication is about feedback loops, not broadcasts
Market Comp: who has reviewed pay, benefits, and job alignment to their competition?
Compensation may not be the only reason people stay—but it’s often the reason they leave. 
Market competitiveness includes pay, benefits, flexibility, job clarity, and workload expectations. 
Even when immediate pay changes aren’t possible, acknowledging gaps and explaining constraints builds credibility. 
Longevity pay: who has used tenure-based incentives to retain experienced staff?
Longevity pay recognizes institutional knowledge and long‑term commitment
It helps retain experienced employees who are critical to mentoring and continuity
This strategy signals that staying has value—not just moving on
Positive Culture Building aka pizza party: who uses team-building or morale activities?
Culture‑building moments create connection and strengthen relationships
Small gestures (like said pizza party) aren’t retention on their own—but they matter when paired with real support
These activities work best when they feel genuine and inclusive, not like a substitute for bigger issues
Fun and connection help teams weather busy or stressful periods
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Ask what  factors matter to your staff 
right now?
Update the titles/duties in job 
descriptions to reflect today’s work  
Revise to add required skills, 
qualifications, and experience
Benchmark against peer utilities
Tailor messaging and retention efforts 
to different career stages

Retention approaches to stabilize the work group
How can our retention strategies be proactive and supportive?

Presenter Notes
Presentation Notes
Lauren

Ask What Factors Matter to Your Staff Right Now
A powerful question leaders can ask is “What matters to you right now?” Because what matters changes — people move through seasons. Some are in a building season, looking for growth, training, and new challenges. Others are in a stability season, where predictability, workload balance, and clarity matter more than advancement.
It would be so much easier if everyone was the same, but that’s not realistic. Retention improves when we stop guessing or trying to make work a one-size-fits all, and start listening, and, to the extent possible aligning work, development, and expectations to where people actually are. 
Start With Clarity: Job Descriptions and Training Must Align
Clear job descriptions paired with clear training pathways tell employees:
What’s expected
What skills matter
How they can succeed and grow
When job descriptions, onboarding, and training align, employees gain confidence faster, frustration drops, and early turnover decreases. 
Clarity is a retention strategy.
 
Always Be Evaluating and Modernizing Roles
Your roles cannot stay static. Technology, regulations, and service expectations change and job descriptions need to keep pace. A good example is meter technicians as AMI systems are adopted. The work shifts from manual reading to data analysis, troubleshooting, and system support.
Modernizing roles signals two things:
We understand where the work is going
We’re preparing employees for the future, not the past
That attracts better candidates — and keeps current staff engaged and relevant.
 
Benchmark and Learn From Peer Agencies
Good to peek at postings from other cities and utilities not to copy but to compete:
 
Tailor Messaging Across Generations and Career Stages
Some go deep with this, really depends on where you are and workforce but key is being intentional about what you highlight:
Purpose and impact
Training and development
Stability and predictability
Growth and advancement
When messaging reflects a range of priorities, organizations attract stronger candidates and improve long‑term fit.
 
Closing Job descriptions and recruitment materials aren’t just administrative tools — they signal how prepared an organization is for the future. When roles are clear, modern, benchmarked, and aligned with employee priorities, retention strengthens, and utilities are better positioned to evolve with the work.
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Stabilize the employee base through retention
Ke y a c t ions  t o  d rive  re t e n t ion

Cultivate a culture of belonging
Offer leadership opportunities, 
including short-term stints
Encourage striving for “the next 
level”
Make time for employee 
development and training
Build connection through team 
engagement and shared wins

Presenter Notes
Presentation Notes
Lauren 
Actions for stability and retention – all of this is easy to do and really easy not to do, esp when busy; if don’t do it long enough = way behind
Cultivate a Culture of Belonging. This means creating environments where employees know their work matters and their voice is valued. Regular staff meetings, clear communication, recognition of contributions, and approachable leadership all reinforce a sense of belonging. Mentoring, whether formal or informal, plays a critical role here. It helps employees navigate challenges, build skills, and feel supported, while also strengthening relationships across teams. 
Offer Leadership Opportunities — Even Short‑Term. Growth shouldn’t be limited to promotions. Offering short‑term leadership opportunities — project leads, acting supervisor roles, training new hires, those types of things allow employees to build confidence and capability without committing to permanent changes. These experiences help leaders identify future talent and give employees a chance to see themselves in the next role before a vacancy occurs. 
Encourage Striving for “The Next Level”. Career paths don’t have to be complex, but they do need to be visible. Identifying progression opportunities —helps employees understand how they can grow within the organization instead of looking elsewhere. The timeline doesn’t have to be fast or guaranteed. What matters is visibility. When employees understand how growth works, even if it takes time, they’re more likely to stay engaged and invested.
Make Time for Development and Training. Training, certifications, cross‑training, and leadership development signal long‑term investment in employees. This is especially critical as technology, regulations, and service expectations evolve. Development builds individual confidence while strengthening organizational capacity. 
Build Connection and Find Ways to Have Fun as a Team. Work doesn’t have to feel like work all the time. Strong relationships make tough days easier and increase commitment to the team.
Alright so in closing
If there’s one takeaway today, it’s that recruiting, retaining, and stabilizing your workforce are not separate challenges — they are one continuous pipeline.
When leaders plan intentionally, when a utility tells their story effectively, and invest in growth, vacancies become opportunities instead of crises.
I’ll turn it over to Nanette to continue building on how this framework played out at Cedar Park
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The back story

The goal

The work 

A Case Study: Cedar Park Public Works and Utilities
A Future Look meant a pause to revisit the Vision, Purpose and Goals

Presenter Notes
Presentation Notes
Nanette
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A Case Study: Cedar Park Public Works and Utilities
Re vis it  Vis ion , Purp ose  a nd  Goa ls

Wha t  a re  d e p a rt m e nt  goa ls  a nd  
e s s e n t ia l s e rvice s …?

Are  t he s e  curre n t ly in  p la ce ?

Who is  working  on  t he s e  t od a y?

Doe s / will it  m a ke  a  d iffe re nce  t o  
re s id e n t s , b us ine s s e s  o r t he  
o rga n iza t ion?

Mission:
The Cedar Park Public Works & 
Utilities Department ensures a 
quality public works 
infrastructure and safe 
environment for our customers 
by providing high quality 
technical regulatory and 
advisory services, construction 
compliance monitoring and 
information services on water 
conservation and engineering 
issues in a professional and 
responsive manner.

Presenter Notes
Presentation Notes
Nanette
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Revisiting the Vision and Goals Led to Strategic Initiatives

Wha t  a re  t he  
p rogra m s  ce n t ra l t o  
our d e p a rt m e nt , a nd  

d o  t he y ne e d  t o  b e  
up d a t e d  t o  re m a in  

e ffe c t ive ?

Presenter Notes
Presentation Notes
Nanette
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Identifying the essential services delivered by the department

Presenter Notes
Presentation Notes
Nanette



14

Assessing what has changed
Identifying what challenges are ahead
Identifying gaps in service focus
Reviewing current staffing
Aligning people to the strategic services
Buy in from HR and partnership

Assessing if Strategic Services were staffed
Reflect, Analyze

Presenter Notes
Presentation Notes
Nanette
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Staff turn over: reasons from exit 
interviews
Staffing level history over last 10 
years
Vacancy rates by division and 
position
Work order history and age of 
infrastructure
Staffing history vs. maintenance 
need

Department Workforce Data Reviewed
Data helps to tell the story!

Presenter Notes
Presentation Notes
Nanette
Notice that Admin staff levels remained consistent through the years
Learned from exit interviews that 25-30% staff were new within last 2 years – which led to knowledge base needing to be developed to support new hires
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Presenter Notes
Presentation Notes
Nanette
Age of infrastructure
Need to maintain equipment failures that were increasing due to aged assets and balance with system growth
Intentional about maintenance and operational needs to support/replace
Transitioning from new development to refurbishing aging infrastructure – different requirements for staff
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Identified positions that are frequently 
vacated and shored up
Filled vacancies

Applying the Data

Reviewed and updated job 
descriptions
Reviewed existing staff 
responsibilities and future needs

Presenter Notes
Presentation Notes
Nanette
Plan well, tell the story with data, get results!
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Career progression is key to retention
Plan well, tell the story with data, get results!

Career progression for all positions

Job family progression for all 
position groups: 

 Utility Operator 

 Plant Operator

 Pump and Motor Technician

 Traffic Signal and Street Lights 
Technician

 Facility Maintenance Technician

 Equipment Mechanic

 Equipment Operator 

Presenter Notes
Presentation Notes
Nanette
Internship and pipeline from HS to utility for students that wanted career right out of school
Adjusting from 1 position to levels
Comp study results
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What Cedar Park identified as mission critical
The  s t o ry: It  t a ke s  work!

Aging infrastructure 
and maintenance

The change
Drought, resiliency, 

more assets, 
regional partnerships

The challenges
Recruit and retain; 

effectiveness depends 
on people to carry out

Mission critical
Staffing agency 
and high school 

internship/apprentice 
program

Recruiting wins
Cross-training program, 

recognized and 
promoted staff as part 
of succession planning

Retention wins

Presenter Notes
Presentation Notes
Nanette

The Change: Aging infrastructure and maintenance (the work has changed over time)
The Challenges: Drought, Resiliency, More assets, Regional partnerships
Mission critical: recruit and retain; effectiveness depends on people to carry out
Recruiting wins: staffing agency and High school internship/apprentice program
Retention wins: cross training program, recognized and promoted staff as part of succession planning
In FY 25, 8 staff approved to meet infrastructure maintenance needs and realigned the organizational structure  
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Change must be planned and managed
Establish a realistic time frame
Find early wins
There will be setbacks, plan to course 
correct and carry through
Keep telling the story
Align new hires to the organization with 
extensive training and onboarding

Lessons Learned and Key Takeaways

• In FY25, approved eight staff to meet infrastructure maintenance 
needs and realigned the organizational structure

• In FY26, Conservation Programs Manager, GIS Analyst

Presenter Notes
Presentation Notes
Nanette
Align new hires to the organization with more extensive training and onboarding (separate from the traditional HR onboarding)
Recognized what we were doing for recruitment and retention wasn’t going to get us where we wanted to go, we really re-evaluated things like succession planning 
In FY 25, approved 8 staff to meet infrastructure maintenance needs and realign the org structure
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Succession planning IS NOT replacement hiring
Succession planning requires planning and patience
Identify difficult to retain and difficult to hire for positions and adjust the 
approach
Identify “mission critical” positions

Refine our understanding of succession planning
Plan today for tomorrow will be here too soon

Presenter Notes
Presentation Notes
Andrea
Identifying potential without limiting that potential or shoe-horning them into
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Succession planning should not be a secret
It is intentional – staff should know there are 
training opportunities 
It is objective: Make sure the selection of 
internal candidates is objective, involves 
assessment of the technical, knowledge 
and judgement aspects of the job
It is not about seniority or time in position

What IS and is NOT succession planning
Plan today for tomorrow will be here too soon

Presenter Notes
Presentation Notes
Andrea
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Key steps in succession planning
The  conve rsa t ion  wit h  s t a ff should  inc lud e :

Identify future 
service needs

Identify potential 
internal candidates 
for future positions 
and key roles

Update or create a 
training and 
development 
program

Engage staff 
supervisors and 
managers at all 
levels in the 
succession plan - 
build from the 
ground floor up! 

Create 
development plans 
for potential 
candidates

Presenter Notes
Presentation Notes
Andrea

Identify future service needs
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Succession planning activities
Pla n  t od a y, fo r t om orrow will b e  he re  t oo  soon

1 Provide training and development opportunities: 
technical, management, leadership, strategic

2 Place staff on projects that will require growth skills

3 Communicate the succession planning process 
through supervisors

4 Monitor progress

5 Implement mentorship to boost candidate 
skills acquisition

Presenter Notes
Presentation Notes
Andrea
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Monitor and adjust the succession plan

Monitor the succession plan and remember to be transparent

Accept feedback from staff and supervisors

Provide feedback for staff in development roles

Update the succession plan periodically

Presenter Notes
Presentation Notes
Andrea
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