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INTRODUCTION

Badkground & Purpose

ThisWorkshop in a Bowas developed as a collaborative effort
between the United States Department of Agriculture (USDA
and the United States Environmental Protection Agency (ERA)
supports rural and smallwater and wastewater systas in
addressing their unique challenges, and in more effectivel
providing sustainable services to their communities.

Rural and Small Systems
Guidebook

TheWorkshop in a Bois accompanied
by a companion resource, theural and
Small Systems Guidebook tsstinable
Utility Management TheGuidebook
provides background information on the
keymanagement areas, as well as
instruction and assistance on how to
conduct the utility assessment process
that is used in the workshops. The
Guidebooland theWorkshopin a Box
supportrural andsmall water and
wastewater utilities in their common
mission to become more successful and
resilient service providers.

The Workshop in a Bois apacketthat contains a series of
materials and instructionor utilities, technical assistance (TA)
providers, water sector associations, and trainef$ie packet
supports conducing workshops based onthe ten key
management areas of sustainably managed systems
(management areasasdescribed in th&kural andSmall Systems
Guidebook td&ustainabldJtility Management(Guidebook The
Guidebookis included as resource in thidVorkshop in a Box
packet TheWorkshop in a Bogrovides guidance for workshop
preparations, execution, and copies of all materials to run
successful workshop onsustainable utility mansgement
improvement.

s

The information presented iWorkshop in a Boand Guidebook
draws on the results of four pilot workshops conducted by EP.
and USDA, and 140+ workshops conducted by USDA, E
trainers and TA providers from023-2016 across all 50 sk,
Thecontentalso drave on feedback from managers of rural and Rural and Small Systems Guidehook
small systems who attended those workshops, and feedbac to Sustainablo Utillty Management
from the trainers and TA providers who have conducted the
workshops. Additionally, several small systems and wate
systems operationspecialists provided input as thpacketand
guide were developed.

Based on the approaches used and the lessons learned at the
workshops, thisWorkshop in a Boxs designed to help
organizations host their own workshops. The intended audienc
for this resource includesural and small systems managers
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looking to improve their utility outcomes and management practices, as well as associations and organizations who
support small systems and seek to host educational events.

At each workshop, participantsegiven an introduction to the ten key management areas, and then asked to conduct
a short seHassessment of their operatioms relation tothe management areas. Participants also identignagement
improvement opportunities atheir systems based on ¢hassessment. The workshop further provides an opportunity
for participants to share experiences from their systems to betigderstand how tamplementimprovements and
have a basis for working with staff and communityembersto operate more effectivelyParticipants are also
introduced to a compendium of resources that could help them implement the improvements identified during the
assessment.

By making improvements in any of the ten key management areas through methods outlinedNotkehop in a Bo
and theGuidebookat a pace consistent with their most pressing challenges, systems will be able to deliver increasingly
efficient, higherquality services.

DocumentOrganizatiorand Supplementary Materials

The information in thisVorkshop in a Bois organized in the order in which a workshop would be executed. It begins
in the planning stages, moves through the steps of preparation, and concludes witbotlkshop itself. Supplemental
materials are also included as attachments to the main docunémse materials are everything needed to conduct
the workshop, from promotional brochures and informational emails to presentation slides and worksheets. Many of
the materials are presented as templates that the user can customize with specific evenaddtethe information.

The supplementainaterials included in th&/orkshop in a Bogacketare described on the following page.
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SUPPLEMENTAL MATERIA

The materials listed below have been developed to support the promotion and facilitation of thehemdk

Templates

Templates are meant to be customized by the user to add @pedific information (such as dates, times, locations,
speaker names, etc.). Areas for the user to add informatiohigigighted in blue

Template 1aMulti System Workshopgenda
Template 1bTeam Exercise Workshop Agenda

Template 2aPromotional Email for Multi System Workshop
Template 2b:Promotional Email for Team Exercise Workshop

Template 3:Promotional Brochure

Template 4:Signrin Sheet for Multi System Workshop
Tempgate 5: Feedback Form

Template 6:Decision Maker Invite Letter

Template 7:Decision Makemvite Flyer

Template 8:Workshop Participant Talking Points Handout

Documents

Documents are materials that are not meant to be modified by the user. These cepeaific information that has
been modified and developed over time by subject matter experts.

Document 1aWorkshop Slides for Multi System Workshop
Document 1b:Workshop Slides for Team Exercise Workshop

Document 2:SeltAssessment Worksheet
Document 3 Improving Outcomes Worksheet

Document 4a Resources Guide for Rural and Si@gfitemgelectronicspreadsheet)
Document 4b:Resources Guide for Rural and Si8g#itemgtablefor printing)

Document 5 SustainablévlanagementActionPlan Worksheet
Document 6: Rural andSmall Systems GuidebookSaoistainableJtility Management

Document 7 Next Steps for Your Utility

Document 8 Next Steps for Workshop Facilitators €clinicalAssistanceéProviders
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CHECKLIST: WHATNEBD FOR A
SUCCESSFUL WORKSHOP

V Agenda
V Facilitato¥instructor
V Promotional Materials
V Registration and Sigim Materials
V Presentation Slides and Talking Points
V Handouts and Other Meeting Materials:
V SeltAssessment Worksheet
V Improvements Worksheet
V Resources Guide féturaland SmallUtilities

V Sugainable ManagemenfctionPlan Worksheet

V WorkshopEvaluation Form
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DETERMINING WHAR O¥P
WORKSHOP Y@LL HOST

ThisWorkshop in a Bogupporstwo workshop formatsa Multi System Workshop, and a Team Exercise Workshop. The
workshop format dictate how the workshop will be run.

Multi SystemWorkshop Team Exercise Workshop
Organizer Association or organization Individual utility management
(water or wastewater)
Attendees Participants from multiple utilities (water or | Participants directly associated with the utility
wastewater) including: (potentially including utility staff, board members
9 Utility operators and managers community leaders and decisionakers, and

{ Decision makers (e.g., mayors, town coun¢ community stakeholders)
members, town managers, utility board

members)
Objectives 1 Introducepatrticipantsto the ten 1 Educate staff and stakeholders about the ten
management areas management areas
1 Equip participants taise the sel 1 Set improvement priorities
assessment exercise 9 Communicate improvement priorities to staff,
9 Produce a list of potential improvement decision makers, and stakeholders

opportunities
1 Equip participants to discuss improvement
opportunities within the community

Facilitator An association/organization staff member or A utility team leader or a thirgharty facilitator
third-party facilitator(e.g. TA provider) (e.g. TA provider)

Multi SystemwWorkshop

A Multi System Workshopis typically sponsored and run by an association or organization that lends assistance to

utilities. In this format, the sponsor would invite workshop attendees from several different utilities to participate in a
group learning exercise.
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The target audience for a Multi System Workshop is staff members who have management responsibilities at their
utilities, and decision makers who have connection to utility policies and budgets (e.g., mayors, town council members,
town managers, utility board membersjor very small systemrite appropriate participaninay be a manager/operator,

and for somewhatdrger systems, this may be an executive director. At minimum, a utility participating in this workshop
should send staff with crosgperational management responsibilities, but may also choose to send additional staff (such
as a certified operator) to pddipate. Utilities may also choose to have a board member or city manager accompany the
participating mangerDecision makers are critical attendees at workshops, because they can help to promote the
implementation of new practices and programs followihg tvorkshop, based on workshop discussions and results.

Objectivesof a Multi System Workshapclude:

Introduce participating utilities to the ten management argas

Equip utilities to utilize the seHassessment exercise on their own

Develop a list oprimary improvement opportunities for utilities;

Provide an opportunity for participants to share challenges and successes with peer organizations; and
Provide participants with materials that they can bring back to teaision makers and other leaxsto
generate motivation for taking action on the improvement opportunities that they identified.

=A =4 =4 =4 =4

Often, the participints in a Multi System Workshase the information that they learned at the event to hold@am
Exercise Workshoat their own faciliy.

Team Exercis@/orkshop

ATeam Exercise Workshap held within an individual system as an educational and strategic préwiting exercise.

There are two types of Team Exercise Workshops:

1. Team Workshopwhich is attended by only internal staff méers of the utility and
2. TeamsStakeholder Workshopwhich is attended by utility staff, and some combination of board members and
other community stakeholders.

The target audience of a Team Exercise Workshop is a mix of staff members (and in someoeadesembers and
community stakehol defrsnctwihonanlak et eiggm.a Accroess function
roles that exist at the utility, and may includstaff that have responsibility forengineering, operations,
accounting/fnance, customer service, and maintenana@cognizing that individual staff members may have
responshility for more than one of these functionas nany small systems do not necessarily have specific departments

for each of these functionsThe meetingorganizer should do his/her best to have as many of these roles represented as
possible, based on the capacity of the individual utility.

Fora TearnStakeholder Workshop, the meeting organizer should consider carefully who to. (iwhe will add valuable
content to the discussion? Who needs to understand th
include board members, a city manager (or similar position), town council members, or citizens and neighborhood group
representatives.
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The objective of a Team Exercise Workshop is to educate utility staff and stakeholders about the ten management areas,
to use the selassessment exercise to identify priority areas for performance improvement, and to communicate the
priority-setting resuis to the board and community members. Typicatys workshop would be organized and facilitated

by a utility team leader. The team leader would be designated to convene the workshop, make the required
presentations, and manage discussions among ppéitds, while also directly participating in the discussions. In this
way, the team leader is both a facilitator and a direct participant in the workshibgrnatively, a utility can reaabut to

a technical assistance provider to undertake this roleer@ltan be advantages to having an outside party provide this
support, including allowing all utility staff to stay focused on direct participation.
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WORKSHOP PREPARAMEBGNNE

Multi System Workshop

* |dentify date, time, location, and facilitator
» Secure sponsors, if applicable
* |dentify utility participants to invite

3+BZ'£?;“S * |[dentify key decision makers (e.g., utility board members, town mayor,

Workshop council members) to receive targeted invitations

f . . . N\
* |dentify guest speaker(s), if applicable
* Finalize agenda
2+ Months . . . .
% * Create and distribute promotional materials )
Workshop
- - - - - w
* Close registration and create a final list of all registrants
» Send out a reminder to all registrants
3 Weeks Befor )
Workshop
* Prepare meeting materials
» Send out a final reminder to all registrants
1 Week Before
Workshop
* Visit workshop location and set up room ]
1 Day Before
Workshop
» Conduct posimeeting followup activities ]
1-3 Days After

Workshop
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Team Exercise Workshop

* Identify date, time, location, and facilitator )
* Identify staff members whehould attend

* Identify key decision makers (e.g., utility board members, town mayor,
AUnEdE  council members) to receive targeted invitations

L . Create and distribute invitations and information Y.

N\

* Finalize agenda
» Send out a reminder to participating staff members to RSVP

2 Weeks Befor
Workshop

* Create a final list of all participating staff members

* Prepare meeting materials
1 Week Before

Workshop

 Set up the room that will be used for the workshop
» Send out a final reminder to all participating staff members

N —

1 Day Before
Workshop

» Conduct posimeeting followup activities ]

1-2 Days Afte
Workshop
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CREATING AN AGENDA

V Usethe sample agenda on the following pages as a
guideline for your agenda. Your agenda should use the
same sessions as the sample agenda, but may have slight
different time allotments, depending on the number of
attendees. The sample agenda is built fppeoximately 25
attendees—add more time for more attendees, and
subtract time for fewer attendees. Templates 1a & th: Workshop Agenda

V Identify roles—Who will facilitate the meeting?

V  Find a locatior-Where will the workshop take place?
HELPFUL HINTonsider holding your workshop either asstand-alone event, or the day befora larger
event (like a conference or regional workshop).

Materials for this Section

Included in your Workshop in a Box kit
are:

SAMPLE AGEBIDIALTI SYSTEM WORKSHO

8:30 Signin/Registration

9:00 Introductions and Workshop Obijectives

9:15 Session 1: Overview of Key Management Ared@resentation

9:45 {SaaA2Yy HY aaBraNEy i@ SEBNDAES
T Expl aiAms'eSasiment’ (5 minutes)

1 Participants conduct SeKssessment (30 minutes)
0 Rate utility achievements and rank management priorities
0 Plot results: achievements vs. priorities
9 Table discussion among participants about results (25 minutes)
0 Where is your utility strong? Why?
0 Where is there the most room for impvement? Why?
0 What are your areas of focus?
A Why are they a priority?
A Why is performance low?
1 Technical capacity?
1 Financial capacity?
1 Managerial capacity?
o What are commonalities and differen
priorities, and challeges?

10:40 Break

-Continued on following page

Workshop in a Box: Sustainable Management of Rural and Small Systems Workshops




10:45

11:45
12:45

1:30

2:00

2:15

3:00

4:00

4:30

Session 3: Plenary Discussigibelf Assessment Results

9 Tables report out (30 minutes)
1 Synthesize results (30 minutes)

Working Lunch (Optional)
Session 4: Table Exercigémproving Outcones

1 Each table completes an improvement worksheet for one low achievement/
priority management area.
9 Discussion questions:
o What will constitute “high achiev
o0 What changes will the utility need to make to improve performahce
0 How could you track your performance progress?
o0 What will be the biggest challenges to performance improvement?

Session 5a: Plenary DiscussigRractices, Tools, and Measures Results
i Table report out
I General discussion of findings

Break

Session 5b: Plenary DiscussigRractices Results

Synthesis of table discussion results

Local assistance available in key management areas
Presentation of additional tips, tools, and measurement
Reflections: key lessons learned and near term steps
Discus Sustainable Management Action Plan

=A =4 =4 -4 =4

Session 6: Creating an Action Plan

1 Workshop participants complete a Sustainable Management Action Plan Workshé¢
f Facilitator reviews “Suggested Next

Session 7: Feedback Session

1 Participants Complete Evaluation Form
0 Are these the right management areas, and how to improve?
0 Is selfassessment useful, and how to improve?
0 Are tools and tips useful, and how to improve?
0 Are measures useful, and how to improve?
o0 Overall rating of formatflow, presenters, etc.
91 Collect evaluation forms

Adjourn
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SAMPLE AGERADAAM EXERCISE WQRKSH

9:30 Introductions and Team Objectives

9:45 Session 10verview of Key Management AregsPresentation

10:20 Break

10:30 Session2t GAf Ai2daQadYFyiQ 9ESNDOAAS

1 Team leaderxplairs elf-A5s s e s §5menntes)
1 Team members conduct SéiEsessment (2Binutes)
0 Rate utility achievements andank by priority
0 Plot results: achievements vs. priorities
1 Compile and portray team member assessmertisam leader
9 Discussion amonigam memberg1 hour)
0 Where are there commonalities and differences among team members? Why?
0 Where isour utility strong? Why?
0 Where is there the most room for improvement? Why?
0 Whatshould be oumareas of focus?
A Why are they a priority?
A Why is performance low?
1 Techical capacity?
1 Financial capacity?
1 Managerial capacity?

12:00 Working Lunch (Optional)
1:00 Session 3tmproving Outcomes

1 Assign 23 team members tocomplete an improvement worksheet for one low
achievement/high priority management area
1 Team Member Qestions:
o What will constitute “high achieve
0 What changes will we need to make to improve performance?
0 How could we track performance progress?
o0 What will be our biggest challenges to performance improvement?
1 Team members repoffindings
1 Full team discussionrefine and improve findings

2:00 Break

-Continued on following page
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2:15 Session 4: Resources and Additional Improvement Ideas

1 Presentation of additional tips, tools, and measuremetgam leader
1 Team reflectionsfurther ideas for improving performance and resources of interest

3:15 Session 5: Creating an Action Plan

T Introduce the Sustainable Management Action Plan Worksheet

1 Select management areas for focused, nam attention

1 Make assignments for management ateads to prepare plan and identify improveme
resources

1 Assign timeframes for completion of next steps, including completing a Sustail
Management Action Plan Worksheet for each management area of focus

3:45 Adjourn
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THE OWORKI NG L UN

In addition toproviding an extra opportunity to add content to the workshop, working lunches can help to keep
participants near by (to ensur-siteforbuach), apdaakeep thenmomenturn gomg a n y
(to reduce the likelihood of a potinch ‘' sl ump’' | fi nyeeneclyygdgse to utilize a
workshop, there are three main options for how to fill the time, which are described below.

Networking Time

By having the participants remain in the room, they can often biegeéatly from visiting with each other about utility
operational issues, either related to the workshop content or separate from the workshop. This is especially useful for
Multi System Workshops, where attendees from different systems can trade tipseam from the experiences of
others.

Working Time

In the event that workshop participants are engaging kdépth discussions, it is useful to have time set aside at lunch

to expand on topics in a less formal setting. This is especially valuablefeelfassessment exercise, which can be as

deep of a discussion as you allow it todbby adding extra time to your agenda for this or other discussions, you will
all ow participants to get to the “meat” of the issues.

Guest Speakers

Having guest speakersuch asvorkshopsponsorsor local technical assistance providepsesent at lunch provides an
opportunity for the sponsors to connect their services directly to management areas of interest that utility participants
identified during the selissessmeinexercise. Alternatively, presentations lpcal utility managers on their successes
and challenges can also help to ground the management area improvement discusBiergractical context of local,
peer utilitiescanlend substantial credibility andsironger sense of accessibility to performance improvements.
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PROMOTING THE WOQHRKEHO
SHOULD ATTEND?

Multi System Workshop

Materials for this Section

TARGET AUDIENAETYTPERATORS AND . . :
Included in your Workshop in a Box kit
MANAGERS are:

Utility operators and managers typically make up the larges
portion of workshop attendees. They are important to have in
attendance because they are
to-day operations and challenges.

Templates 2a & B: Promotional Email
Template 3:Promotional Brochure
Template 6:Decision Maker Invite Letter
Template 7:Decision Maker Invite Flyer

W

ut

V Send a promotional email or letter tatility operators
and manages in your network The message should
include:

o Time, date, and location of the workshop

Information about the sponsoring organization (who is hosting the event?)

Information about the purpose of the workshop (what can participants expect to get out of it?)

Workshop agenda

Instructions on how toegister for the event

Instructions about what to bring (relevant materials, lunch, etc.)

HELPFUL HINTF you have a meeting planning committee or team, consider having each member identify
potential participants, and then haveeach member be responsible dr reaching out individually to the
participants they identified.

V Distribute brochures or any other promotional materials you have developed.

V Track registration in advance of the meeting and send reminders to registered participants.

O O O O o

TARGET AUDIENCEIDEQMAKERS ANCMLONTY LEADERS

Decision makers and community leaders are critical attendees at the workshibygy provide policy and budgetary
decision support to the utilities. It is helpful to have at least one decision maker or community |dtedet with each

utility that attends the workshopThey can act as advocates for new practices and programs related to the key
management areas following the workshops. Decision makers and community leaders can be a challenging audience to
reach.Based orthe feedback of utilities and trainers around the countpA and USDA have developed specific outreach
resources for workshop hosts seeking to reach ithigortant audience.

Workshop in a Box: Sustainable Management of Rural and Small Systems Workshops




V Create a list of decision makers and community leattetarget for invitatiors to the workshop.

V  Modify the Decision Maker Invite LetteFémplate § and the Decision Maker Invite Fly&eMmplate?) to include
specific information about your workshop (e.g., date, location, tirSend both items to your targeted invite list.
The ldgter can be used as a hard copy cover lefi@r a mailout flyer, or as a cover emaithen distributing
electronically.

V A few weeks after your letter and flyer are distributed, make follgovcontact with your targeted invite list,
either by phone or emé Explain the importance of the workshop, and how local utilities and their communities
will benefit from their attendance.

YOURE INVITED!

Rural and Small Systems Sustainable Utility
Management Workshop

[WORKSHOP DATE/LOCATION]
Dear

Clean and safe water is the lifebload of a healthy rural environment and economy. Without clean and safe water,
no community can survive and without the support of its community leaders, no water utility can survive. Today's
rural and small utilities face a range of challenges to provide the services that their customers nesd each day, as
well as challenges in planning for the future. Your support is absolutely crifical to help local utilities address
community needs today, as well plan for a thriving future.

The [Association name] invites you to sttend & workshop on [date] zt [location] that will help your community’s
utilities provide affordable, clean and safe, and dependable water. Learn from workshop leaders and other utilities
about how to address today's challenges, while planning for the future to improve utility success over time and
bring real benefits to your community.

[WORKSHOP BATE!

RURALAND SMALL SYSTEMS SUSTAINABLE

At the workshop, you will have the opportunity to learn new strategies and participate in discussions sbout many

tepics including:

®  How to assess your utility's strengths and areas for improvement to help ensure that your community has
affardzble, reliable clean and safe water now and in the future

® Hear from other utility managers and local officials about ways in which they are addressing similar
chzllenges

® How to protect against costly infrastructure failures and water cutages

® Important resources available from USDA and EPA to help your utility and community

‘We know your time is limited, but please attend this important workshop! ¥ou will l2arn how this initiative can
benefit your community, share information with others sbout yvour community’s challenges, and the work USDA
and EPA are doing in suppart of small and rural utilities, and easy ways for you to getinvolved in this Rural and Small
System Sustainable Management initiative

REGISTER HERE: [LINK]

‘We look forward to seeing you there!

[SIGNATURE/LOGO]

UTILITY MANAGEMENT WORKSHOP

COMMUNITY LEADERS ENCOURAGED TO ATTEND!

The economic strength and public health of communities across the
Unitad States depends on water systems that reliably deliver clean and
safe water. Aging infrastructure, such as pipes and pumps, can fail,
leading to water outages for homes and businesses, or the releass of
untreated sewage into homes, roads, and surface waters. Water and
wastawater utilities often lack the resources needed to perform the
ongoing equipment maintenance and infrastructure replacement
required to ensure reliable, safe service now and into the future.

Help your utilities provide affordable and dependable, clean and safe
water by attending this powerful, highly regarded workshop and make
your water systems a community priority. Learn from workshop leadzrs
and other utilities about how to address the challengss of today while
planning for the future to improve utility success over time and bring

real benefits to your community.

Team Exercise Workshop

At a team workshop, it is helpful to have a mix of operators and managers in attendanegukligbeneficial to involve
decision makers and community leaders at the workshop to help them gain a better understaridiigof dzi A f A (1 & Qa
and challenges. Some utilities may choose to hold aatdjfworkshop and then hold a second workshop thapén to
community stakeholders, decision makers, and other community leaders.

V  Announce the workshop to your staff, either at amernal meeting or by email/letter, at least two weeks in
advance of the event. Announce the workshop by email/letter ta@uvstakeholdersf you are planning to open
the workshop up to external participanttclude information about:

0 Who should plan to attendl all staff members/stakeholder groups, or only specific ones?
o Time, date, and location of the workshop
o0 Informationabout the purpose of the workshop (what you hope to accomplish)
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0 Workshop agenda
0 Instructions on how to register for the event
0 Instructions about what to bring (relevant materials, lunch, etc.)
V Distribute promotional materials to intended participants
V Serd reminders to participants one week in advance, and then again the day before the workshop

To attract more leaders, we put on our workshop with the Community Loan Fund of New Hampshire, w
provides funding for cops. They invite decision makers, whictpbdls get a lot of them there.
—Donny, NH

We split our workshoppuinto two 3hour evening sessions, which makes it easier for board members ang
community leaders to attend than an-al&y session.
—Connie, IN

Find the most popular food establishment in your area and have them cater the megtingattendance

will go way up!
—John, MO

We make personal phone calls and do visits to systems to recruit their leaders to attend workshops.
—Tony, SC

We held a workshop for a town on a Saturday so that the council and the mayor could attend.
—Mark, WY

We have workshop traers fill out the Improvement Plan worksheet with the systems that attend the
workshop, and then help them come up with a plan to approach their boards, councils, and stakeholde
—Gary & Ben, FL
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MANAGING REGISTRATIO

It is a good idea to collect registration information in advance so that you know how many people will aftedaelps

to plan for raom capacity, create sigin sheets, print the right number of meeting materials, and anticipate refreshments
needs (if you will be providing them). Pregistration also allows you to have contact information for attendees to use
for sending out meeting minders and other meeting information.

Multi System Workshop

At minimum, you should collect the participant’s name,
in a table or spreadsheet (see example beld@ther optional information gu may want to collect can include: phone
number, address, or dietary preferences (if you plan to have food at the evEnére are many ways to collect
registration information, depending on your organi zat:.i

0 Collecing registration by email
o Creating a registration website
0 Posting sigrup sheets or a registration phone number at central community locations

SAMPLE REGISTRARAEKING TABLE

CA CA e A e . . A A . A
Anderson Mary Village Loop Water manderson@vVillageloop.com
Johnson Mike Lost Lake Sewer District Mike.johnson@lIsd.com
Smith Joe City Public Utilities joesmith@city.gov

Team Exercise Workshop

When hosting a workshop at your own utility, it is still important to track who will be attenthe event to ensure that
you will have the right mix of people (appropriate staff members, and board/community members if you plan to invite
them). Creating a simple internal RSVP list is an easy way to track this (see example below).

SAMPLE RSVP LIST

CA CA e CA e Re . e e . R e e .
Alvarez Steve Staff (financials) Yes
King Anne Board Member No
Kelly Jennifer Stakeholder Citizens for Clean Water Yes
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PREPARING MATERIALS

One of the last steps in preparing for your meetingds t
finalize the meeting materials, which can be adapted from
the resources provided in yolWorkshop in a Bopacket.

Materials should be printed for all attendees to allow
everyone to follow along easily. The materials you will neet

Materials for this Section

Included in your Workshop & Box kit are:

include: Templates 1a & t: Workshop Agenda
Template 4:Signin Sheet

Ag en d a Template 5:Feedback Form

Make sure to add the following information to the agenda

template before printing: Document 1Workshop Slides
V  Start and end time, date, and location Document 2SelfAssessment Worksheet
V  Roles (facilitator, speakers) Document 3improving Outcomes Worksheet
V  Times for each session Document 4bResources Guide for Rural and

Small Systems (Table for Printing)

Signin Sheet(S) and Name Tag: Document 5Sustainable Management Action

. Plan Worksheet
These should be prpopulated with the names that yo
gathered during your registration/attendance tracking Document 6Rural and Small Systems
process, with extra spaces the sigrin sheet and blank tags Guidebook to Sustainable Utility Management
for day-of registrants/walkins. Document 7Next Steps for Your Utility

Handout

Presentation Slides

Printing slides for participants is optional, but can be useful
for note-taking puposes. At minimum, the slides should be projected and visible to the whole room, with a printed copy
for the facilitator to speak from.

HandOuts

For both Multi System and Team Exercise workshops, participants should receive a set of handouts totlseippor
participation in the workshop. The table below indicates which handouts should be provided to participants in each type
of workshop.

Key:V Mustinclude * Recommended to include, but optional

Handouts Multi System Workshop | Team Exercise Workshoy.
Agenda V \Y
SeltAssessment Worksheet \% \%
Improving Outcomes Worksheet \Y \%
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Handouts Multi System Workshop | Team Exercise Workshog
SustainableManagementAction PlanWorksheet \Y \

Resources Guideof Small and Rural Utilities * \

Workshop Slides as handout * *

Rural andSmall Systems Guidebook to Sustainable

Utility Management (preferable to include in hard . .

copy, but at minimum should receive an electronic

copy after the workshop)

WorkshopFeedback Form \Y *

Next Steps for Your Utility Handout \Y \
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EXECUTING THE WQRKSH

Room SetJp

The room should ideally be set up in *round table’ st
conducting a Multi System Workghgait is best to get a variety of participants at each table (e.g., if a utility has sent more
than one representative to the workshop, ask them to sit at different tabltss will help everyone learn from each

other and get the most out of the experienceMulti System Workshop table groups should target betwee8 6
participants per table. If you are holding a Team Exercise Workshop with board members or outside stakeholders present,
you should ask them to spread out and sit at tables with utility staffmners. Team Exercise Workshops are typically
comprised of 315 participants. Fofewer than 8 participants, all should be seated at the same taolemore than 8,

break up into two tables.

SAMPLE ROOM CONKTGDMROR MULTI SYSTEMKBHIBP

Projector Screen | |

Flip Chart /

Projector

Other items that you will need for the day of the meeting include:

V  Projector to display the slides at the front of the room

V  Flip chart and markers to record notes during group discussions

V  Printed meeting materials for all participants (refer back to BreparingMaterials section for additional
details)
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Presenting Workshop
Material

While walking through the workshop sessions anc
slides, the facilitator should refer to the talking points
and helpful presentation tips that are included in the
slides. These poiswere developed and modified based
on what worked well (and what did not work well)
during discussions at the pilot workshops. They can b
found in the “Notes” sec
example below).

HELPFUL HINPrior to the meting, the faclitator
should considego through the slides to identify any
areas that may not make sense to include, or
additional points that should be madéased on their
specific audience

Materials for this Section

Incluced in your Workshop in a Box kit are:

Document 1Workshop Slides

Document 2SelfAssessment Worksheet
Document 3improving Outcomes Worksheet
Document 4aResources Guide for Rural and Small
Systems (Electronic Spreadsheet)

Document 4bResources Guider Rural and Small
Systems (Table for Printing)

Document 5Sustainable Management Action Plan
Worksheet

Document 6Rural and Small Systems Guidebook ta
Sustainable Utilitv Manaaement
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INSERT DESIGN TRANSITIONS

| Mandout Master

Outcomes that Well Managed Utilities Strive For

This session has two parts:
1. Abrief presentation on the ten Management Areas; then

2. Group discussion about the relevance and completeness of the Management Areas to

utility managers - a
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INTRODUCTIONS & WA@BR OBJECTIVES

Useslides 13 in WorkshopSlides

The purpose of this session is for the facilitator to introduce himself/herself, and to have the other participants in the
room introduce themselves to each other. The facilitator will also use this session to thank sponsors (if applicable), review
the printed meeting materials that each participant has in front of him/her, and outline the meeting schedule and
objectives (i.e., what should participants expect the workshop to look like).

OVERVIEW OF KEYGEAMNENT AREAS (SE3FIO

Use slides 418 in Workshop Slidesind refer topages 4 6 in the Rural andSmall Systems
Guidebook

During this session, the facilitator (or another presenter) will describe the challenges faced bsuradapdsmall system
managers, and the ten key management areas thathedp address these challenges. The facilitator will then provide an
overview of each of the management areas, using the slides that have been created to describe each area. This session i
primarily for the education of participants, and will help to imfothe discussions throughout the remainder of the
workshop.

At the end of the session, the facilitator should take questions from participants to explore the relevance of the
management areas to those in the room (e.g., do these management areas ehateat you are doing?). Note that a
critical aspect of the success of theeviously conductedvorkshops was the dialog among paigignts throughout each
session.Participant feedback indicated this was a key aspect of the workshop learning process,isng to the
workshop facilitator to engender this dialog by asking questions and prompting all participants to engage in discussion.

UTI LI ABSESESIME N AND RERB R | SE

Use slided9-26 inWorkshop Slideghe SelfAssessment Workshegt
and refer topages #11and Appendix In the Rural andSmall Systems
Guidebook

The SelAssessment is the most important session of the workshop. During this
session, the facilitator will provide instructions for how the exercise is to be completed
(referto slides 1925), and the objectives of the exercise. The approach taken for the
SelfAssessment exercise differs between the two types of workshops.

Multi System WorkshogSession 2 & Session 3)

For a Multi System Workshop, each individual participart edmplete the Self
Assessment Worksheet (Document 2) with his/her own utility in mind. Once all
participants have completed their worksheets, the table groups will convene to discuss their results. Table groups should
discuss the questions aslide 26ont hei r own f or approximately 25 minutes
captain’ to keep t h-opid. Aftectable groupsrhavendiseussedithe guestions, the entire group
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of workshop participants will reconvene for thacilitator to lead a discussion about the questions. This discussion will
help draw out common themes from each table. As themes emerge, the facilitator should ask participants how they have
dealt with relevant challenges to help participants learnfromda ot her ' s experiences, succ

Team Exercise Workshdession 2)

In the context of an individual utility running a Team Exercise Workshop, the
Assessment will be more of a fgiloup exercise. After the team leader has explain{ ===r=c e
how to complete the worksheet, each meeting participant will fill out the workshg e

on his/ her own for approximately 30 g a
the team leader will then compile the results of all worksheets and lead a discug
with the entire group to come to agr ¢ e t he

should be focused based on the worksheet results. Based on the compiled respq
this group discussion should be guided by (but not limited to) the questions foun
slide 26 At the end of the session, the group should be able to answer the ques
“What are our priority areas to focu = ‘ ve f¢
more than three management areas to begin with.)

IMPROVING OUTCOMES

Use slide®7-28 in WorkshoBlides and the Improving Outcomes
Worksheet and refer tgpages 1217in the SmallSystems Guidebook

IMPROVING OUTCOMES WORKSHEET

The purpose of this session is to build on the results of theASskssment Worksheet
exercise and focus on how to improve outcomes in kbg management areas that

_ were identified as highest priority and lowest areas of achievement (i.e., the
— management areas that were in the yellow or red boxes in the plotting exercise).

schicucmant gap?

R Multi System WorkshogSession 4)

In the Multi System Workshop contexeach table will be assigned a different
management area. These management areas should be chosen based on the Self
Assessment resultshe areasthat were the most common for needing improvement
among table participants). Each table group will addréssdquestions orslide 28(which correspond with the bolded
guestions in the “I mprovements Worksheet”) for their
whole, each participant should be recording notes about answers to the questiohisiher worksheet.

Team Exercise Workshd@ession 3)

For a Team Exercise Workshop, the management areas that were identified as priorities in-&es&gdiment discussion
should be assigned to groups of 2 members (or more, depending on your teame3. Each group should spend
approximately 75 minutes addressing the questionsslide 2&or their respective management areas. After the groups
have answered the questions, the team leader should bring everyone back together to hold a full teaniatisBustng
this discussion, each group should repont their discussionsand other team members should be given the chance to
weigh in on the areas that they did not participate in.
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MULTI SYSTEM WORKSINDPRACTICES, TGOS,
APPENDIX IIl: RESOURCES FOR
MEASURES RESUEBSION 5) RURAL AND SMALL SYSTEMS

Useslides B-47 in WorkshopSlides, the Resources Guide, and refer to
Appendix Il in theRural andSmall Systems Guidebook

Session 5aTobuild on the discussions in Session 4 about improving outcomes,
facilitator should ask each table gno to share their responses to the questions
slide 28.After each table has reported out, the group will have a facilitd¢or
discussion of the findings. (What do the findings tell us about the challenges| :
improvement options for each of the aread¥hat are the similar and different| -
approaches that systems take to address the challenges that they face?). This sessrom
is a critical peeto-peer learning opportunity. The session facilitator should be sure to engage all workshop participants
in the dscussion and ask them to share their ideas for how to improve, what they have done previously to improve, and
what types of challenges they have faced.

Session 5bTo begin this portion of the session, the facilitator should recap the results of the diseyssiorin Session

5a. Inresponse to the challenges discussed in Session 5a, the facilitator will present resources that EPA and USDA
identified for rural and small systems that relate to the management areas. These resources can be Hides @®47.

When addressing the Resources Guide, the facilitator should note that there are two versions of the document:-a printer
friendly version (which should be included in the materials given to participants), and a rdeptimelectronic version

(which $ould be emailed to participants after the meeting). The moreeépth version has a filter function that allows

the user to sort the resources by management area. Finally, the facilitator should introduce the attendees to the
SustainableManagementAction Plan worksheet, which will be a useful resource for them to use at their individual
systems when identifying improvement activities.

TEAM EXERCISE WORKGNL RESOURCES AND IRINAL

RURAL AND SALL SYSTEMS IMPROVEMENT IDEBSSION 4
. ' Useslides 2947 in Workshop Slidesthe Resources Guide, and refer to
PEs=T R == | Appendix I in theRural andSmall Systems Guidebook

In response to the discussions from Session 3 about improving outcomes and
challenges that the utility faces, the team leader will present the tips, tools, and
resouices that EPA and USDA have compiled for rural and small systems to use when
making improvements in the management areas. This information can be found in
slides 2947. The team leader should also walk participants through the Resources
Guide, making sureotnote that there are two versions of the document: a printer
friendly version (which should be included in the materials given to participants), and a radeptinelectronic version
(which should be made available after the meeting)e more irdepth \ersion has a filter function that allows the user

to sort the resources by management area.
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Foll owing the team | eader ' s pgrousdiscussiarn abautrany addiional iteasatimt s h -
may have been sparked about improving perfamme in the management areas, and any resources that they would like
to explore further.

CREATING AN ACTUAN P

SUSTAINABLE MANAGEMENT ACTION PLAN WORKSHEET

Useslide48-55in Workshop Slides, th8ustainableManagementAction
Plan worksheet, and refer tpages18-21and Appendixl in theRural
and Small Systems Guidebook

Multi System WorkshogSession 6)

To close out the day, the participants should regroup to discuss what next steps will be
taken to move forward with making improvements in the management areas that were
identified as priorites. Each participant or each team of participants from a single
utility should fill out a Sustainable Management Action Plan worksheet to plan next
steps. It is crucial to communicate with participants the importance of sharing this
information and the Sé&lAssessment results with their managers and decision makers to help gain support for taking
action as they move forward.

Team Exercise Workshdession 5)

To close out the day, the team should regroup to discuss what next steps will be taken to moaedfaritih making
improvements in the management areas that were identified as priorities. With the team leader leading the discussion,
the group should confirm the management areas that it will focus on, make assignments for who will take the lead in
each aea, and assign time frames for completing the next steps in the improvement processSuEtenable
ManagementActionPlanworksheet is a useful resourgeghen conducting this exercise.

MULTI SYSTEM WORKSINDPARTICIPANT FEERBPESSION 7)
Use slile 56 in Workshop Slides and the Participant Feedback Form

As part of closing out the day, it is important to get feedback from participants about how they thought the workshop
went. This is especially true if you are planning toagimilar event in thduture, so that you can modify your approach

as needed. The facilitator should thank the group for their participation, explain the feedback form, give any information
about followup (electronic distribution of meeting materials, etc.), and close outdhy by letting participants know

that they are free to |l eave once they’' ve-3Cnunupsitoeddos)d t he
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POSWORKSHOP FOLUBW

Multi System Workshop

At the end of the workshop:

V Review theWext StepsC 2 NJ | 2 dahhdpui dnd talki & . .
again about the importance of an action pjan Workshop Part|C|pant Talkmg

V w8OASs (GKS W2 2NJ &K2LJ hariddufi A [ el s Elplele]i]i Q
that provides workshop participants with highlights to
share with their utility leaders, board members, and other
community decision makers;

V Do a materials checkDouble check that all participants
have a copy of the Seffssessment Worksheet and the
Sustainable Management ActidPlan Worksheetaind let
them know where they can find these online; and

V Share contact infomation: Make sure you provide
participants with your contact information, and make sure
to get the contact information for at least one participant
from each utility (this should also be collected as a part o
workshop registration)

Template 8, included in th&/orkshop in
a Box is a handout for workshop
participants b use in communicating
about the workshop with their
managers and decision makers (e.g.,
board members). Workshop
participants should receive this handout
at the end of the day to equip them to
talk about what they learned at the
workshop and why it is imgrtant to
take action in the priority management
areas identified during their self

In the daysand weeksfollowing your meeting, there are a few assessment.

additional steps that need to be completed. Make sure that you

address these items in particular, as well as any otherscéuaie up RURAL AND SMALL SYSTEMS SUSTAINABLE UTILITY MANA GEMENT
) WORKSHOP HIGHLIGHTS

during your workshop: —

Management

V Send a followup message to participants, thanking them
for attending, and providing any meeting materials that
you may have promised, such as the electronic version ¢
the Resource Guidélse this message as an opportunity to
schedule followup appointments with participants and
prompt them to complete the stepsiithe Next Steps for
Your Utility handout.

V Review feedback given on Feedback Férii¢ghat went
well? What could be improved? If you are planning or
hosting another workshop, make a plan for modifying your
approach based on the feedback you received.

V Referto the Next Steps for Workshop Facilitators and
Technical Assistance Providetmndout for a complete
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timeline of suggested next steps for following up with worksh
participants. It is critical that workshqggarticipants begin to work on their
action phns following the workshop, and you are a key part of encourag  TCHNICALASSISTANGEPROVIDERS

that work.

Team Exercise Workshop

Now that your team is on the path to making improvements in the managem
areas, it is important to follow up immediately after the meeting (let no madwant

a day or two pass before doing this) so that you can keep the momentum (¢
Make sure that you address these items in particular, as well as any others

came up during your workshop:

WHETS HECT2

NEXT STEPS FOR YOUR UTILITY

WHAT'S NEXT?

NEXT STEPS FOR WORKSHOP FACILITATORS AND

V  Follow up on the list of action items that you came up witlihe end of the
meeting (immediate next steps, identifying resources and guides that will help you
with your priority management areas, etc.).

V  Brief any staff members who may have missed the event.

V  Schedule a followup meeting for a few weeks or a moniter to check in on
progress made on the action items that were identified.

TheNext Steps for Your Utilithandout can also be a helpful resource to guide your
activities after the team workshop is complete.

CONGRATULATIONSHAVEUCOMREE THB/ORKSHOP IBOX-ORHE SUSTAINABLE
MANAGEMENT OF RIBIRAEMALL SYSTENRKBHIDPS!
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