AGENDA FOR COMMITTEE OF THE WHOLE MEETING
SUPERIOR, WISCONSIN
Tuesday September 18, 2012
Immediately following the 6:30 p.m. Regular Council Meeting
Government Center, Board Room 201

ROLL CALL
1. Public Works Director Goetzman is requesting discussion on the Report on Organizational
Effectiveness of Environmental Services Division, City of Superior.
BUSINESS BY PUBLIC

If you would like to speak before the Council, please sign your name on the sign-up sheet prior to the Council meeting. Due to
requirements of the Wisconsin Open Meetings laws, only matters placed on this agenda may be approved by the Council at this meeting,
however, citizens may address the Council regarding items which require no action. No personal attacks on individuals will be allowed, and
all comments by members of the public shall be limited to three (3) minutes in length.
Citizens should contact the Mayor, a Councilor, or the City Clerk to have a matter placed on a future Council agenda for consideration.
************************************************************************************************************************
Pursuant to the Americans with Disabilities Act of 1990, if you are in need of an accommodation to participate in the public meeting process,
please contact the City Clerk’s Office at (715) 395-7200 prior to the scheduled meeting. The City will attempt to accommodate any request
depending on the amount of notice received. TDD (715) 395-7521.
************************************************************************************************************************
In compliance with Wisconsin Open Meetings Law, this agenda was:
Posted: Government Center, Court House, & Public Library,
Faxed to: Daily Telegram, Public Library, September 13, 2012
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Report	
  on	
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of	
  Environmental	
  Services	
  Division	
  –	
  
City	
  of	
  Superior	
  
Introduction	
  
In March 2012 the City of Superior hired Kurt Soderberg Consulting with
assistance from Jeff Thompson of Innovations in Quality to review the
organizational effectiveness of the City’s Environmental Services Division (ESD).
The ESD is responsible for both the wastewater treatment and storm water
systems and programs for the City. The basic questions to be answered and
areas for review in the scope of work established by the City were:
1. Review current operations to determine current level of compliance with
permit requirements as well as state and federal regulations (i.e. is level of
work effort currently devoted to permit requirements is adequate, more
than adequate, far exceeds permit requirements, inadequate, not meeting
the intent of the permit requirements, etc.).
2. Consult with representatives of the City and ESDPW to assess for both
the Waste Water Utility and the Storm Water Utility:
a. Review efficiency in operations of each utility.
b. Review staffing levels and position titles, identify duplication of
effort in ESDPW and/or other City departments (i.e. contract
issuance, financial work, GIS management, IT issues, etc.) to
determine possible areas to consolidate work or maximize
efficiencies/standardize methods within the City.
c. Review inter-departmental communications (i.e. with Finance,
Administration to determine whether current levels and methods of
communication provide adequate review and consultation for
budget development and project oversight).
d. Review existing Facility Plan for WWTP and make a
recommendation to the City as to the need and advantages of
creating a new/updated Facility Plan to guide the City on future
capital projects at the WWTP.
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e. Review budget documents, reports, and communications to City
staff and the public for efficiency, compliance to mission statement
and Plan of Operations.
f. Review public education and outreach component of each utility to
determine whether the budgeted level of effort meets or exceeds
requirements of permits.
g. Review the engineering function and staffing levels relative to
services provided to each utility for inspections, feasibility reports,
and design work.
h. Review scope of engineering feasibility reports/associated level of
effort.
i. In Storm Water Utility, review billing process to determine if
efficiencies and cost savings can be attained with parcel
reviews/edits.
j.

Review use of contracted employees and services

k. Review current and future project list for assessment of priorities
l. Review current project funding mechanisms, rate structures, and
use/needs for funding (i.e. infrastructure needs vs. funding) as well
as alternate funding sources
m. Review other priorities as identified through the discovery process
n. Consult with other persons as necessary
o. Other reports and documentation as requested.
p. Other activities as necessary.

Methodology	
  and	
  Timeline	
  
The review began in March 2012 and the interview portions were concluded in
mid-June 2012, with no work conducted during the month of April 2012. Interim
reports were provided to the Public Works and Finance Departments on:
1.
2.
3.
4.

March 23, 2012
May 11, 2012
May 25, 2012
July 13, 2012 – Public Works and HR only
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5. July 17, 2012 – Finance only
6. August 18, 2012 – Public Works Director and Assistant, Finance Director,
and Mayor Hagen
The review included numerous meetings with the ESD Administrator and various
staff members of the ESD, including the Administrative Manager, Engineering
Manager, Maintenance Manager, Operations Manager, and Program Coordinator
for Stormwater. A comprehensive tour of most facilities was provided and the
consultants also reviewed numerous reports and PowerPoint Presentations.
Interviews were also conducted with the Finance Director, Assistant Finance
Director, Accountant, Public Works Director, Assistant Public Works Director,
Human Resources Director, GIS Coordinator, IT Director, and Former Public
Works Director, Jeff Vito. Mark Drake of Superior Testing Labs attended several
meetings at the request of the Administrator Dan Romans.
Email and phone conversations were held with Attorney Paul Kent of the
Wisconsin Municipal Environmental Group (MEG). Additional contacts were
made with other engineering firms that had worked with ESD, former regulators
familiar with the ESD, colleagues in the industry, and current and former
customers. Reports and summaries have been reviewed from the National
Association of Clean Water Agencies (NACWA), Water Environment Foundation
(WEF), and various local and regional agencies and associations.

Executive	
  Summary	
  
The Environmental Services Division (ESD) of the Public Works
Department is in need of a change in direction. This is the primary
recommendation from the review of the two consultants retained by the City of
Superior. The organization needs significant changes that will make the utility
more of a part of the City itself, as opposed to a stand-alone entity that has
moved further away from other City departments and services. Internally, the
ESD organizational structure should be completely revamped to make it more
effective and efficient. Externally, it is also recommended that the ESD reporting
relationships be changed and its authority strengthened so that the utility can
accomplish the mission of the utility.
ESD has an urgent need to continue to make significant progress in meeting its
permit requirements for both wastewater and storm water discharges and
management and will need additional funding to accomplish these tasks.
The review was begun with Dan Romans as the ESD Administrator, a position
that he held for many years. As the review was nearing completion, Mr. Romans
announced his retirement and the report has been revised to reflect this
significant organizational change. The position description for the ESD head
ESD Organizational Effectiveness Review
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needs significant strengthening so that the person selected to lead the
organization into the future has the necessary authority to operate the utility while
being fully accountable to the City administration, City Council, and Mayor.
While the Review of Organizational Effectiveness recommends a change in
direction there are many positive aspects of the ESD that need to be recognized.
1. The utility has a dedicated and professional staff working toward a
common mission.
2. There is a strong and necessary emphasis upon compliance with the
wastewater discharge permit and stormwater permit issued by the State of
Wisconsin within the organization.
3. Permit violations have diminished in recent years and the current
ultraviolet disinfection system under construction will further reduce
treatment plant violations. Concerns that the wastewater facility might be
treating to a level higher than required by the permit are not substantiated
and many of the additional improvements recommended by the staff are
essential to allow for continued compliance. Overall compliance can be
described as minimally compliant with permit requirements.
4. The staff has done an excellent job in keeping an aging wastewater facility
operating even with limited funding resulting from overdue rate increases.
5. There is a strong sense of personal and professional responsibility and
staff appear well qualified at all levels.
6. Annual budgeting is comprehensive and complex and there is no evidence
to suggest that spending is out of control.
7. Recent Wisconsin Pollutant Discharge Elimination System (WPDES)
negotiations with the DNR and EPA have so far allowed for a reasonable
draft permit for the next five years and that draft permit will be put on
public notice in the near future.
8. Excellent progress has been made over the years on balancing
sometimes competing interests: wastewater versus stormwater.

Among	
  the	
  recommendations	
  to	
  achieve	
  a	
  change	
  in	
  
direction	
  include	
  the	
  following	
  that	
  are	
  primarily	
  related	
  
to	
  internal	
  operations:	
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1. A new job description must be developed for the leader of the ESD. The
administrator job description is not a strong enough description to denote
the level of authority and responsibility that the position requires. The job
description should be properly titled Environmental Services Department
(ESD) Director.
2. The organization needs to establish and track a set of annual goals that
are shared across the organization. These goals should then be reported
on in departmental meetings and at least monthly meetings among key
managers and supervisors.
3. The new Director must be given the task of prioritizing the needs of the
organization to ensure that the highest priorities have sufficient resources
provided to complete these tasks. Lower priority tasks may only be
completed if sufficient funding is available. Understanding the priorities of
the ESD has been difficult due to a lack of focus and the substantial
information provided for even simple requests.
4. There may be opportunities for savings related to changes in the
organization and focusing of efforts, but any such savings will be long
range and will not be sufficient to offset needed rate increases over the
next few years that are needed to make continued progress on meeting
permit requirements.
5. The utility has begun but has not been able to fully implement some of the
best practices in the wastewater treatment industry, partly due to the poor
condition of many components of the wastewater facility. Some of these
practices can actually save both staff and operating costs and enhance
competitiveness, but will take an upfront investment. The ESD should be
given the challenge to begin to implement more of the best practices in the
industry as long-term cost saving and efficiency methods. Some of these
practices include:
a.
b.
c.
d.
e.
f.

Increased automation with enhanced instrumentation
Rightsizing and unattended operations
Cross-training staff and other workforce flexibility reforms
Predictive and corrective maintenance versus reactive maintenance
Proper organizational systems
Reducing energy consumption through new and existing
technologies

6. Opportunities will exist for greater facility automation as improvements are
made to various treatment plant components. A technology plan needs to
be developed in the very near future (three to six months) to make certain
that all new components are appropriate for the current or future computer
control system for the wastewater plant.
ESD Organizational Effectiveness Review
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Organizational	
  development	
  recommendations	
  on	
  work	
  culture	
  
and	
  employee	
  relations:	
  	
  
	
  
1. The organizational structure needs significant clarification with much
clearer lines of supervision and authority. The previous Administrator
described the current organizational structure as a flat organization. The
consultant views the current organization as a muddled structure that does
not facilitate communication and logical departmental organization. Too
many positions report directly to the Administrator and there does not
appear to be a cohesive management team to promote efficiency.
During the interview and review process various persons who had have
dealings with the ESD describe an overly bureaucratic organization in
which employees do not have sufficient authority to make decisions in
their areas of responsibility. Employees at all levels must be granted
sufficient authority to accomplish their tasks as assigned.
The current organizational and staffing chart supports the conclusion that
the organization is management and administratively heavy. The new
director needs to develop a simplified structure to begin to streamline the
organization. A simplified version of the recommended structure is shown
below:
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GIS	
  and	
  mapping	
  

Regulatory	
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2. Another aspect of the current organizational structure that needs changing
is the tendency to classify positions on how they relate to various
programs. The emphasis under the current administration is to align staff
under these programs, with descriptive titles showing how the position
relates to the program. Many of these permit or regulatory requirements
are multi-disciplinary and must be accomplished by team efforts. Team
leaders or managers must identify the skills needed to accomplish the
reporting or program requirements and staffing should be assigned
accordingly. This may lead to changed priorities for current staff or may
require acquisition of additional staff or contracting out to a specialized
firm.
3. Some of the programs referred to in number 2, above, are the CMOM
(Capacity, Management, Operations, and Maintenance) requirement in the
draft operating permit and the Asset Management Plan for physical
structures and mechanical components of the wastewater plant and an
Operations and Needs Review (ONR). Other requirements may include a
System Evaluation and Capacity Assurance Plan (SECAP). CMOM, an
Asset Management Plan, and the ONR are specifically required in the
draft permit and may become significant efforts (each with different
timelines) by ESD. A careful evaluation should be completed to determine
which programs should be logically be completed by outside contractors
such as engineering firms specializing in such reports and which programs
should be staffed internally. Prioritization by the ESD Director will be
critical so that permit requirements are met while properly managing the
budget.
4. Greater effort should be focused on efforts to provide appropriate career
laddering and development within the ESD, including succession planning
for upcoming retirements and normal attrition.
5. The current usage of contracted labor and contracted services for certain
key initiatives needs to be evaluated to determine the services that are
logical to continue to be contracted. Then, such contracts should be
reauthorized with clear cost estimates and completion dates. At the time of
the initiation of this review the primary contracted services referred to were
Kelly Services and Superior Testing Labs (STL), but only the STL services
remain at the time of the report writing. The continued use of contractors
for certain maintenance services should also be carefully evaluated to
determine if those services are cost effective.
ESD Organizational Effectiveness Review
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With the impending retirement of the current Administrator, the ability to
implement these recommendations should be easier, but filling the
permanent vacancy should not be rushed to allow for selection of the most
qualified candidate for the future into the right job description and
structure.
	
  

Among	
  the	
  changes	
  recommended	
  for	
  the	
  ESD	
  with	
  regard	
  to	
  
the	
  rest	
  of	
  the	
  City	
  administration	
  are	
  the	
  following:	
  
	
  
1. The ESD goals need to be more clearly aligned with City goals and needs
while still aggressively working toward full compliance with the wastewater
discharge permit (WPDES Permit) and stormwater permit and
management plan.
2. One of the initial difficulties encountered in the review process was getting
the previous Administrator to provide a concise and focused response to
specific questions and needs. Terminology used by the ESD is not always
consistent with terms commonly used in our industry or in financial
reporting and planning (core capital, as an example, or the differences
between asset management and maintenance management).
Documentation on many issues is voluminous and getting the ESD
managers to be concise in responses has been difficult. The new ESD
Director must be capable of providing simplified and understandable
reports and requests that promote understanding and will ensure that
necessary requests will be approved.
3. Despite the complex budgeting process within the ESD, the linkage
between Finance and the ESD must be strengthened for budgeting,
capital planning, rate setting, and reporting. A strongly recommended
improvement would include the assignment of a new finance department
staff person to be located at ESD, with payment coming from the ESD
budget.
4. Reporting on budget performance by the management team needs
significant improvement. Such reporting needs to occur in the
management team meetings, as well as departmental meetings, and in
reporting to the Mayor and Council.
5. The conclusion reached by the consultant after extensive review of plans
and projections is that rate increases will be required into the future.
Part of the reason for this situation is that past documentation for needed
rate increases was not convincingly presented to receive sufficient support
ESD Organizational Effectiveness Review
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from the Mayor and the City Council.
6. There are other opportunities for greater linkage of the ESD with other City
services such as GIS, Human Resources, stormwater billing, and other
Public Works projects. The new ESD leadership must reach out to the
other departments and begin the process of greater cooperation with
these City departments.
7. The reporting relationship of the ESD Administrator to the Public Works
Director must be changed. The strong recommendation of the two
consultants is that the Environmental Services Division should be a standalone department with a new reporting relationship to the Mayor, City
Council, and city administration.
Suggestions for a strengthened formal reporting include:
a. More reporting by the ESD to the Public Works Committee of the
Council. This reporting would involve monthly written reports on
progress on ESD annual goals and initiatives and should also
provide for greater reporting to the Mayor on a regular basis.
b. Development of a stronger advisory committee specifically for the
ESD that could include Public Works staff, City Councilors, and
interested users.
c. The most aggressive option would be to develop a Utility
Commission (with appointed commissioners) that is either
subservient to the City Council or an independent entity.
8. The ESD head should be included in Department Heads meetings, as well
as some kind of regular reporting from the ESD (based upon annual goals,
budget performance, and other important communications) to the Mayor
and City Council. Other options for communications improvements would
include public and City Council tours of the ESD facilities beginning as
soon as possible.

Detailed	
  Responses	
  to	
  Organization	
  Effectiveness	
  Questions
1. Review current operations to determine current level of compliance with
permit requirements as well as state and federal regulations (i.e. is level of
work effort currently devoted to permit requirements is adequate, more than
adequate, far exceeds permit requirements, inadequate, not meeting the
intent of the permit requirements, etc.).
In this area, the consultant used personal knowledge of state and federal
ESD Organizational Effectiveness Review
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requirements, reviewed the information from the ESD Staff, and consulted
with Paul Kent, attorney for the Wisconsin Municipal Environmental Group
(MEG), former regulators, colleagues in the industry, and engineers
familiar with the ESD. The consultant was also present at the meeting with
the EPA staff person who toured ESD facilities on August 20, 2012.
There are serious issues facing the ESD and City in the upcoming two to
three permit cycles. Each discharge permit is for five years. The newest
permit has been drafted and the public comment period ended in August
2012. EPA has asked twice to have additional time for review of the
permit, and will now provide comments to the DNR in October 2012. The
current draft permit has been deemed to be reasonable but challenging by
the ESD staff and previous administrator, Dan Romans.
The concern that the consultant has with the ESD staff is that they seem
very quick to use the threat of future enforcement actions to justify a
variety of initiatives, staffing decisions, and expenditures. This behavior
could be due to successfully using this strategy in the past, but this
justification cannot be used as liberally as the consultant heard it used
during meetings with staff. The regulatory requirements are very real, but
a more reasoned approach should be utilized showing the immediacy of
the need, the seriousness of the need, and then a plan for staffing or
budgeting that will meet the need. Not every vacancy or new position is
related to permit requirements.
With regard to current level of compliance with permit requirements, the
ESD can accurately be described as only minimally compliant with permit
requirements. It is minimally compliant due to the continued permit
violations both in the treatment plant and the collection system. There is
no evidence to support a concern of “more than adequate or excessive”
level of compliance.
a. The wastewater plant has had a number of discharge violations
related to disinfecting the wastewater being discharged. This
should be remediated by the ultraviolet (UV) disinfection project
currently underway. When fully implemented, there will be a need
for a delicate balancing between treating the discharge water for
proper disinfection and getting enough reduction in phosphorus – a
main parameter in the discharge permit (NPDES permit). Operating
funds will likely need to be expended to balance these two
important discharge parameters.
b. Overflows continue to occur in the separated and combined sewer
systems. According to Mr. Kent, both EPA and Wisconsin DNR are
targeting sewer overflows; both from combined systems like
Superior's (CSO’s) and overflow from separate sanitary sewers
ESD Organizational Effectiveness Review
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(SSO’s). He argues that Superior needs to continue to make
substantial progress to eliminate overflows to avoid greater scrutiny
by the DNR (being pushed by EPA).
The conclusions of the consultant in this area are that the ESD needs to
continue and increase its level of effort to meet the stormwater permit
requirements and that significant improvements are needed to make the
wastewater treatment plant and collection system compliant with both
treatment and overflow elimination requirements.
The draft permit contains requirements for several initiatives including a
CMOM plan (Capacity, Management, Operations, and Maintenance)
requirement in the draft-operating permit for the sewer system. The ESD
has already developed this plan, but with its inclusion in the draft permit it
will now be a regulatory requirement with the plan due in early 2013. This
plan requires an extensive review of ESD assets and continued reporting
and improvements.
Another portion of the draft permit requires an Operations and Needs
Review (ONR) that includes an Asset Management Plan. Both are due in
2014. The ONR reviews the ability of the treatment works to maintain
discharge limits and meet permit conditions and reviews the physical
structures and mechanical systems. Maintenance practices and operating
procedures must also be evaluated in this review. The Asset Management
Plan will review physical structures and mechanical components of the
wastewater facilities. Such a plan must be carefully crafted to meet the
requirement while managing the budget. Asset management plans and
systems can range from simple to complex and detailed.
A more detailed Facility Plan is required by 10/31/2016, incorporating the
conclusions of the ONR and a Phosphorus Optimization plan. This
comprehensive Master Plan would guide the utility in its construction and
operating budgets for a considerable period (often for 20 – 25 years).
The ESD will also be required to complete System Evaluation and
Capacity Assurance Plan (SECAP), another initiative by EPA and DNR to
ensure that sewer systems have enough capacity in the pipes and
pumping stations. This would need to be incorporated in the CMOM
program described earlier.
A careful evaluation should be completed to determine which programs
should logically be completed by outside contractors such as engineering
firms specializing in such reports and which programs should be staffed
internally. Prioritization by the ESD Director will be critical so that permit
ESD Organizational Effectiveness Review
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requirements are met while properly managing the budget and getting the
right skills to accomplish the tasks.
2. Consult with representatives of the City and ESDPW to assess for both the
Waste Water Utility and the Storm Water Utility:
Review efficiency in operations of each utility.
Wastewater Treatment Plant and Collection System.
The wastewater treatment plant has suffered due to a lack of major
improvements as the greater focus has been upon modifications to the
stormwater systems. Mechanical systems are nearing the end of their design
lives and improvements will need to continue in the new five-year permit
cycle. The operations and maintenance staff have done well in keeping an
aging facility operating with relatively few major permit violations. Donohue
Engineering has been involved in recommending improvements that are
logical and necessary to get more flow into the facility for proper treatment
during peak flow events and to try to eliminate overflows from the collection
system of pipes and pump stations.
The Administrator has reported recently that the wastewater plant is operating
in “failure mode” – his attempt at describing equipment that has been kept
running beyond its normal design life and is being repaired as needed to keep
the facility operating. This strategy can be continued until complete failure, but
is an expensive and risky methodology. Modern practices would either have
planned replacement equipment available or to have sufficient annual funding
to provide for repair and/or replacement of critical components as they near
failure. Until recently the ESD has had sufficient reserves on an annual basis
to repair and replace components, but reserves have diminished due to
spending in excess of revenue and use of the reserves for overages on other
major projects. The “Core Capital” expenditures that the ESD Administrator
has requested are those funds needed for shorter-term repair and
replacement of plant components and pipes and will need to be budgeted for
on an annual basis. The $600,000 to $700,000 annually is not an excessive
amount of funding for short-term capital projects to be funded from operating
revenues for a utility of this size and the value of the assets that exist.
The organization chart provided by the Administrator and as reviewed during
interviews is confusing and filled with jargon. The emphasis appears to be to
categorize personnel by permit compliance terminology. The organization
appears overly administrative. At the same time, the organizational charts
from HR and ESD show 13 to 14 people reporting directly to the
Administrator. This does not promote efficiency or effectiveness given the role
of the Administrator.
ESD Organizational Effectiveness Review
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During the interview and review process various persons who had have
dealings with the ESD describe an overly bureaucratic organization in which
employees do not have sufficient authority to make decisions in their areas of
responsibility. Employees at all levels should be granted sufficient authority to
accomplish their tasks as assigned.
The organizational structure needs significant clarification with much clearer
lines of supervision and authority. While seen as a flat structure by the
Administrator it should be viewed more as a muddled structure that does not
facilitate communication and logical departmental organization. Too many
positions report directly to the Administrator and there does not appear to be
a cohesive management structure to promote efficiency.
A simplified version of the recommended structure is shown below:
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A chart comparing staffing changes between 1987 and 2011 shows
relatively few additional personnel, but with fewer operators and
maintenance personnel and more managers and administrative
positions and engineering technicians. The engineering technician
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numbers have been affected more by changes in structure than
simply adding positions. The new manager needs to make the
organizational structure a priority to sort out where there might be
overlap or opportunities for reduction.
One ongoing need within the ESD is for assistance in interface with
the Wisconsin DNR. For a considerable time the utility has relied
upon Mark Drake for his professional expertise in negotiations and
interface with the DNR (Mr. Drake is a former administrator who
has continued to contract with the ESD). Use of contracted services
for this kind of work is not unusual given the technical nature of the
work, but his role should be recognized and budgeted and a plan
developed for building more of these skills into permanent staff
positions.
There are opportunities for greater operating efficiencies
(personnel, supplies, and utilities) that can be implemented by more
computer control (SCADA systems) but much of the wastewater
equipment is so old that greater data acquisition and control would
be difficult to apply. Some kind of strategic plan should be
developed to ensure that as equipment is replaced it has the
appropriate ability to communicate with the existing computer
systems. Much of this kind of planning has also included Mr. Drake
as the key person for planning and development.
Opportunities will exist for greater facility automation as
improvements are made to various treatment plant components. A
technology plan needs to be developed in the very near future
(three to six months) to make certain that all new components are
appropriate for the current or future computer control system for the
wastewater plant
The staff has done well in keeping the wastewater system held
together but planning and implementation of repairs, replacements,
and improvements need to be a priority over the next five years.
Storm Water System.
The City of Superior’s storm water system is a comprehensive and
complex system of collector pipes, stormwater retention basins,
and stormwater treatment plants. Public knowledge and support for
improvements to the stormwater management system were
heightened during the 1990’s to early 2000’s by significant
basement flooding in residential neighborhoods. Public and political
interest waned after improvements were made, but the June 2012
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flooding will certainly again increase demands for additional
solutions to avoid damage to homes and businesses, as well as
public infrastructure.
The development of a Stormwater Utility in 2003 was a very
positive effort that has provided additional funding to efforts
directed only at stormwater. The ESD has also been very
successful in securing partial grant funding for its largest projects
and that is a testament to the staff for considering all options.
Also on the positive side, great strides have been made to
construct retention basins, treatment systems, and to separate
some previously combined storm and sanitary sewers. Despite
calls for rate reductions in the stormwater fee structure, the system
remains in place; and in the opinion of the consultant should remain
in place.
The June 12, 2012 Wisconsin DNR comments on the Superior
2011 stormwater report found Superior’s stormwater program to be
responsible and proactive. Both the stormwater utility and the
Stormwater Management Plan were cited as positive activities.
Some of the cautions expressed were that public education had
been very positive in the past, but that many efforts had been put
on hold. They reminded the City of the need for continued public
education. There was also concern expressed that the City needs
to ultimately achieve a 40% reduction in Total Suspended Solids
(TSS – or the fine particles that make the discharge cloudy) within
ten years and noted the current achievement of a 22% reduction –
better than the interim goal of a 20% reduction. Attorney Kent of the
MEG also expressed concern over the need to make progress
toward the 40% TSS reduction.
The issues for concern for the future are as follows:
i. Stormwater revenues now partially support a significant number
of staff positions, most only partially, but some fully. For example,
the Administrator, Administrative Manager, Engineering Manager,
and Collection System Manager, plus seven to ten other staff are
funded 50% by stormwater revenues (2012 Budget - > $500,000 for
salaries alone). At least five staff positions are fully funded by
stormwater revenues. Partial funding is a logical methodology for
staff responsible for multiple programs, but if the revenue were
reduced, the wastewater rates would need to increase to continue
these staff levels. Almost all of the partially funded positions would
continue to exist without a stormwater utility.
ESD Organizational Effectiveness Review
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In addition, the current draft permit requires a Stormwater Pollution
Prevention Plan (SWPPP) by 10/31/2013 that will require much
more effort to identify sources of contamination in stormwater and
to remove non-storm water discharges into the sanitary sewer
system. Whether employees or a contractor should develop this
plan needs to be decided in the near future.
ii. The need for spending on stormwater programs will likely
increase rather than decrease in the next ten years and efforts to
reduce fees should be considered very carefully, if at all.
iii. Use of stormwater funds for storm sewer construction should be
evaluated very carefully and every attempt should be made to use
the stormwater utility funds for compliance-related projects only.
a. Review staffing levels and position titles, identify duplication of effort
in ESDPW and/or other City departments (i.e. contract issuance,
financial work, GIS management, IT issues, etc.) to determine
possible areas to consolidate work or maximize
efficiencies/standardize methods within the City.
The most important recommendation would be the inclusion of
some greater linkage between Finance and the ESD. Even though
it would increase cost to the ESD initially, the addition of a finance
person at ESD could benefit both departments. This would require
that an additional person be added in Finance and should result in
better budget control and projections, and may allow for better
connection on stormwater billings as well.
There are opportunities for greater inclusion of ESD information into
the GIS system and even though the IT coordinator is satisfied with
the current stand-alone status of ESD with regard to Information
Technology (IT) services, greater sharing needs to be considered.
The primary reason is that the reliance upon STL services may not
be the solution for the future.

b. Review inter-departmental communications (i.e. with Finance,
Administration to determine whether current levels and methods of
communication provide adequate review and consultation for budget
development and project oversight).
ESD has an extensive budgeting process that is used internally for
managers and coordinators. The result is typically communicated
for inclusion in the City budget and for Council approval. During the
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review there did not appear to be any substantial emphasis upon
reporting and communicating on monthly cost performance. They
appear to be mission-driven but with little or no emphasis upon
regular budget or timeline performance on projects. There was no
evidence of spending that is out of control, and staff discussed a
number of initiatives to control or reduce cost, but ongoing cost
management was not discussed even in an environment of
diminished resources.
The budget development and communication process for
Operations and Maintenance (O&M) costs, annual repair and
replacement (shorter term pipe and mechanical system repairs),
and Capital improvements is one that needs significant
improvement. The ESD has its own set of terms like Core
Operating expenses, Core Capital, Asset Replacement, etc. to
describe the ongoing efforts. At the same time the ESD has not
recognized bond principal and interest payments and depreciation
in its budgeting process.
Some of the recommended improvements are already underway
and should include:
i. Agreement upon terminology between Finance and ESD to
avoid misunderstandings.
ii. More focus by ESD upon multi-year rate and cost projections
to enable better preparation for future needs relating to rate
increases or capital acquisition.
iii. Regular reporting of monthly expenditures and regular
reporting on capital projects and implementation of projects
like the Maximo Maintenance Management computer
system.
iv. A designated point of contact from both Finance and ESD for
budget development and reporting.
v. The final recommendation is to add a position in the Finance
Department, assigned to the ESD and paid from the ESD
budget.
c. Review existing Facility Plan for WWTP and make a
recommendation to the City as to the need and advantages of creating
a new/updated Facility Plan to guide the City on future capital
projects at the WWTP.
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The initial reaction to this question was a definite “yes”, but as the
process moved along the response has changed. A Master Plan or
Facility Plan for the wastewater plant will be necessary in the near
future (and required by the draft permit by 10/31/16), but both the
cost and effort could divert resources from other initiatives.
Therefore, the conclusion of the consultant is that after the new
Director is assigned that the question be revisited to determine if
he/she has enough information to sort out the various competing
priorities. The most likely timeframe would be to consider
completing the Operational Needs Review (ONR) required by the
new permit beginning in 2013, but to strongly consider whether the
Facility Plan can incorporate needs of the ONR requirement and
should begin sooner. A Facility Plan or Master Plan is a significant
undertaking both from the standpoint of cost and employee time
required and the decision must be carefully considered. This
decision should be deferred until the WPDES permit is finalized.
The most recent engineering recommendations have been the
latest draft of the phases 2 and 3 of the Headworks project – the
project designed to bring more flow into the plant for proper
treatment. Through the work of Donohue and the Engineering
Manager the various alternatives have recommended several costeffective alternatives that may reduce the original projected $8
million cost. These recommendations appear to be sufficient for the
ESD to continue to make improvements that are consistent with the
draft permit.
d. Review budget documents, reports, and communications to City staff
and the public for efficiency, compliance to mission statement and
Plan of Operations.
A considerable portion of the review has involved the short and
long term budget projections and the interface with the Finance
Department, Public Works Director, Mayor and City Council. During
the review period, several positive changes have already been
made in communication and information exchange between
Finance and the ESD. The Administrative Manager has been
working with the finance staff to review and revise the projections
for operating and capital budgets.
The conclusion reached by the consultant after extensive review of
plans and projections is that rate increases will be required into
the future. Part of the reason for this situation is that past
documentation for needed rate increases was not convincingly
ESD Organizational Effectiveness Review

Page 19

Kurt Soderberg Consulting
Innovations in Quality – Jeff Thompson
presented to receive sufficient support from the Mayor and the City
Council. The 2012 rate increase approved by the City Council was
approved with the understanding that a more comprehensive
review needed to be completed and that review is underway.
Some of the comments about the short and long term budgeting
process are as follows:
i. Some of the long term financial projections produced by the
ESD have included changes in the treatment process that
might be required in the discharge permit in ten years or
more. In fact the information in the overview for the bondrating agency by the City’s financial consultant (Ehlers and
Associates) recommended rate increase to build a capital
fund balance for if and when this change is mandated. At the
same time some of the nearer term projects were not
included in the capital plans.
ii. The ESD has spent considerable time and effort on long
range planning projections, but has not done an adequate
job of developing and then modifying five and ten year
capital and operations and maintenance projections. This
should be a priority for the new ESD management team.
iii. The annual expenditure for short-term capital projects that
include repair and replacement of pumps, motors, pipes, and
various components has typically come from the ESD fund
balance. With expenditures in operations and maintenance
and ultraviolet disinfection project bids coming in higher than
the original budget, the fund has been depleted to an
uncomfortable level. Therefore inclusion of this annual
funding for repairs and replacements must be included in
future rates.
e. Review public education and outreach component of each utility to
determine whether the budgeted level of effort meets or exceeds
requirements of permits.
The wastewater plant has not had a substantial public education
component in recent years and has relied more upon participation
in committees and regional partnerships. Such participation is good
for the utility in interfacing with other utilities and regulators, but has
done little to increase the public’s understanding of the utility.
Certain elements of the permit rely upon effective public education
efforts and therefore these permit elements are not being fully met.
Other options for communications and outreach improvements
would include public and City Council tours of the ESD facilities
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beginning as soon as possible.
The stormwater utility has had an effective and important program
of public education since its inception, but according to the latest
report to the DNR, efforts have been limited due to funding
constraints. Effective public information efforts are not only
important to the success of the programs but commitments have
been made to the regulators that they will occur. At the current time
the level of effort does not fully meet the permit requirements.
f. Review the engineering function and staffing levels relative to services
provided to each utility for inspections, feasibility reports, and design
work.
Work assignments within the engineering function are exceptionally
well documented and tracked. The only suggested improvement
would be the establishment of standards against which to judge the
amount of time needed to complete tasks. This could provide some
guidance for future employees and managers to determine how
long a task should take to accomplish, rather than how long it takes
a particular employee to accomplish a task at his/her own pace.
The difficulty in determining the level of effort required has been the
changing assignments between Public Works and ESD engineering
technicians. At the present time the engineering staffing appears to
be lean due to transfers and the new Director will need to make
recommendations on future staffing requirements.
A concern expressed during the review is that the ESD has not
been able to hire the right skill levels into the organization and that
this has led to frustration for employees and managers. More focus
on the right skills is needed at initial hire, as well as offering a better
career ladder for fully qualified employees to advance once they
are in the organization. This will increase job satisfaction and can
improve retention of competent employees.
g. Review scope of engineering feasibility reports/associated level of
effort.
There appears to be sufficient engineering and feasibility reports for
the ongoing efforts, but whether these reports will be sufficient for
prioritizing future needs is questionable. As stated earlier in the
report, some level of Master Plan or Facility Plan will be needed
after the new Director has had an opportunity to deal with other
issues. In the opinion of the consultant, the comprehensive
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planning process should not begin until mid-2013.
h. In Storm Water Utility, review billing process to determine if
efficiencies and cost savings can be attained with parcel reviews/edits.
There is a clear opportunity for better linkage between the Finance
and ESD departments, as well as the County on the billing. The
current methodology has been developed due to the different
needs of the stormwater system and property tax system. Billing
efficiencies may occur when the Finance Department employee is
hired and assigned to the ESD.
i. Review use of contracted employees and services
Due to a perceived or actual separation from City Administration,
the ESD has used contracted employees and temporary
employment services on a relatively regular basis. During the
review, employees from both Kelly Services and Superior Testing
Laboratories (STL – owned by Mark Drake) are performing work for
the ESD. When asked why such services were used, the usual
answer revolved around needing to get work done and the difficulty
in hiring through normal City processes. These reported issues
were related to getting authorization, difficulty in getting the correct
skill sets, and the limited nature of the work being performed.
There is a need to come to some resolution on proper use of
temporary agencies, temporary and provisional employees, and
contracted services through private companies. A pathway should
be developed for each current position being contracted or filled by
temporary services, and determining if regular employees should fill
the position or if the contract should continue and for how long.
This same recommendation applies to the continued use of
contractors for certain maintenance work within the facility. In
certain areas of specialized expertise, contractors are the logical
solution, but for more basic and continued maintenance work, more
employees should be considered in the near future. Tracking via
the Maximo maintenance management program will be important in
determining how much work is required and how large backlogs are
in certain areas.
j. Review current and future project list for assessment of priorities
The ESD has spent considerable time and effort on long range
planning projections, but has not done an adequate job of
developing and then modifying five and ten year capital and
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operations and maintenance projections. This should be a priority
for the new ESD management team.
k. Review current project funding mechanisms, rate structures, and
use/needs for funding (i.e. infrastructure needs vs. funding) as well as
alternate funding sources
The City and the ESD have done exceptionally well in obtaining
grant funding for capital projects that other communities have not
received. The efforts need to continue, but the funding options are
diminishing annually due to funding cutbacks at the state and
federal level.
The current rate structure for the wastewater utility is appropriate
for its mix of customers, with a fixed component and a variable
component. If there were a larger industrial base there would be a
justification for separate strength or volume rates, but that does not
appear to be the case for the ESD.
Rate setting and cost-of-service calculations are both a science and
an art, tinged with political and customer considerations. The most
scientific method would be to determine the actual cost to provide
the infrastructure to convey sewage from a home or business and
use that cost as the basis for the fixed charge. The variable charge
is more of the operations and maintenance charge that changes
annually. Use of this methodology has led to much larger fixed
charges in utilities around the country in recent years.
i. For many years the fixed charge was $2.00 per month, with
an increase to $5.50 in 2012. There are many larger fixed
charges around the country, but the $5.50 monthly fee is not
unreasonable, but it almost certainly doesn’t represent the
cost to convey wastewater from the customer.
ii. The variable rate of $4.96 per 100 cubic feet of water usage
was the same from 2007 until 2012 when it was increased to
$5.82, a rate increase of 25.4%.
iii. The issue today is that while the rates remained flat in
Superior, utilities across the country were showing average
increases of 5% to 7% annually during that same five-year
period (Source: National Association of Clean Water
Agencies index). The factors that caused increases around
the country were also in existence in Superior, such as
increased regulatory pressures, increased cost of chemicals,
supplies, and labor, and aging infrastructure. Another
complicating factor is that during this same period water
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usage diminished by nearly 12%, according to the ESD
records, thereby also reducing revenues.
iv. The final complicating issues for the ESD is that for many
years the ESD funded its annual shorter-term capital
projects from reserves. During recent years the reserves
have been diminished to a level that is not recommended for
a utility of this size and the rates will need to be implemented
to make up this annual expenditure of $600,000 to $700,000
per year.
l. Review other priorities as identified through the discovery process
One of the areas that the consultant was specifically asked to
review was the Maintenance Management system – brand-named
Maximo – being implemented by the ESD. Implementation of a
system like Maximo is entirely consistent with best practices in the
wastewater treatment industry and should yield important
information about equipment history, costs, trends, and future
needs. The managers in operations and maintenance are using the
system, but full implementation is in the future.
The ESD has been involved in a multi-year implementation of this
computerized maintenance management system. The goal
apparently is to get better data and history on maintenance efforts
and costs and to bring the ESD into modern maintenance
management. This system has also been described as the “Asset
Management System”, but that does not provide an accurate
description. Asset management is a broader concept that involves
cataloguing all assets so that proper replacement costs can be
generated for both future replacement and for calculation of
necessary replacement and depreciation. If the Maximo system can
be fully implemented, its presence may meet the requirement of the
Asset Management Plan included in the draft permit.
Implementation of a maintenance management system is
something that is being accomplished by utilities across the
country. Tracking performance and equipment maintenance history
is essential in moving from a reactive system to one that
emphasizes predictive and preventive maintenance.
While the consultant wholeheartedly supports the Maximo
implementation, there is concern that the project did not appear to
have clear and concise cost limits and timeline for implementation.
The concern of the consultant is that implementation is largely
contracted to STL and the original justification from late 2008 was
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silent on the implementation cost and timeline and as a result the
implementation has run on for several years with no cost or time
benchmarks on which to report. A detailed revised budget and
timeline should be provided as soon as possible.

m. Consult with other persons as necessary
n. Other reports and documentation as requested.
o. Other activities as necessary.
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