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I. Executive Summary

This chapter reptesents a summary of the results of the performance audit of the Toledo Department of
Public Utilities (DPU) completed by Schumaket & Company. Itincludes a synopsis of the objectives
and scope of our work, a functional evaluation sumimary, and several exhibits, for amplification
putposes, that encapsulate the recommendations and estimated benefits associated with these
improvement opportunities.

The remaining repott chapters contain a discussion of our findings, conclu and recommendations

¢  Chapter I — Executive Summary

¢  Chapter IT — Study Background

¢  Chapter III — Performance Measurement
¢  Chapter IV — Utlities Administration

¢ Chapter V — Safety

¢  Chapter VI - Operating Divisions

¢ Chapter VII — Organization and Human Resources

consultant teafn;
petformed well.

ptior to the review a ovement gpportunities, we endeavored to formulate more detailed action
. .

steps in our recommenda

This teview was petformed/in accordance with generally accepted auditing standards (GAAS), as
contained in the United Sfates General Accounting Office’s “Standards for Audit of Government
Otganizations, Programs, Activities, and Functions,” related to issues of management economy,
efficiency, and effectiveness as applicable to public utilities (“Yellow Book”), and in accordance with the
standards as defined in the RFP and set forth in the National Association of Regulatory Utility

Commissioners’ “Consultant Standards and Ethics {or Performance of Management Analysis.”
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A. Summary of Recommendations

The audit produced recommendations, which are contained in this report. A summary of the
number of ptiority items, and estimated benefits, is grouped by phase. Following is a brief explanation
of these categoties of information.

Priority

5,

These tepresent significant benefit potential, major imp
imptrovements to methods or procedures.

studied further or implemented s
perceived to i pdest or{dif}

Change in other resulting in good business practices being implemented

Particularly in instances Whére a new management practice or procedure is recommended (where one
either did not exist ot was not fully implemented), it may be difficult to estimate the actual benefit to be
detived. Itis believed, however, that the overall benefit will be improved effectiveness and efficiency of
the specified DPU area. Additionally, qualitative benefits may occur that cannot be easily quantified.
They could include improved effectiveness and efficiency in operations, increased customer satisfaction,
additional cost savings, increased revenues, etc. It should also be noted that, because it is not possible in
all instances to estimate expected benefits prior to implementation, any implementation plan should
include a reliable measurement tool to track benefits after implementation.

0 Schumaker & Company 12/18/2014
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Quantifiable benefits (increased revenues or additional cost savings) have been provided where they
could be estimated. This quantification is subject to some judgment and would require additional effort
beyond the scope of this review to refine the estimates. The actual benefits from these
recommendations are, therefore, subject to a degree of uncertainty. For other recommendations the
benefits to be derived are of a more qualitative nature ot, simply stated, the expectations of prudent
management. Those areas where major quantifiable benefits have been identified in the report are
described on the following pages.

As DPU will have varying ways to implement recommendaﬂons-‘*-Schumaker & Company did not
"DPUs expense However, the short-
dations often requites a

estimate the impact of implementing audit recommendations;
term impact could be considerable. Additionally, implement;
phase-in period before benefits can be achieved.

B. Recommendations Listing

The actual recommendation statements contained in the audit report are shown by phase and work plan

repott, priority, estimated time-frame to initiate imp
implementation. The details of each recommendati
subject matter is evaluated.

Chapter III - Petforma

Implementation
Initiation
Time Frame Benefits
II-1 | 6 — 12 months TBD
1I1-2 6 — 12 months TBD
Chapter IV — Admzmstta/_ ve Serv1ces
Implementation
Initiation
Description Page Priority Time Frame Benefits
IV-1 | Improve the annual DPU budgeting process to 84 High 0 — 6 months TBD

formally incorporate detailed

goals/objectives/ performance measures included
as parf of the annual process. (Refer to

Finding IV-1 and Finding IV-2.)
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Implementation

Description

Page

Initiation

Time Frame Benefits

Priority

V-2

Requite all DPU operating divisions to formally
monitor actual-to-budget financial figures on a
monthly basis and provide explanation to
management for any significant variance. (Refer to
Finding IV-3.)

84

High 0 — 6 months TBID

V-3

Work with the City Finance and ICT Departments
to expand DPU’s SAP capabilities. (Refer to
Finding TV-4 and Finding TV-11.)

85

Medium 6 — 12 months

Iv-4

Establish standard rules for rebilling and provide
formal training not only to Accounting & Financial
Analysis employees but also Customer Sexvice Unit
employees who discuss bills with customers. (Refer
to Finding IV-5 and Finding IV-19.)

HEstablish a formal performance measurement
ptocess for all DPTJ divisions that suppozts the
Utility’s strategic planning process. {Refer to
Finding TV-6.)

Have agents contact Supervisors immediately when
escalation of calls is necessary. (Refer to
Finding IV-7.)

Iv.7

Regulatly monitor customer calls at Jeast o
week for each agent. (Refer to Finding

0 — 6 months

IV-8

6 — 12 months

6 — 12 months

IV-10

hilling and water em
into one }r:g_er Setvice Unit. (Re

Finding IV

87

High 6 — 12 months

Tustmedi] Committee at
ho is not part of the
t to Finding IV-15.)

Incorporate int
least one external inds
DPU setvice process.

87

Low 12 4+ months

v-1iz

Perform a formal inve tigation and study focusing
on determining the costs and benefits of using
collection agencies and collection law firms. (Refer
to Finding TV-16,)

87

Low 12 + months

Iv-13

Develop a formal write-off policy for the DPU

83

Low 12 + months

otganization, (Refer to Finding IV-16.)

0 Schumaker & Company
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Implementation
Initiation
Desctiption Page Priority Time Frame Benefits
IV-14 | Combine the Billing & Records group and the 88 Medium 6 - 12 months TBD
Woater Distribution Collections group into one
entity located at the Water Distribution facility and
improve electronic workflow between groups.
{Refer to Finding IV-17 and Finding IV-18.)
IV-15 | Assign a Supervisor who supervises the Legal 88 Medium 6 — 12 months TBD
Technicians and Cletk currently located in the
Utilities Administration group. (Refer to
Finding IV-20.)
Chapter V — Safety
Imﬁlementation
Initiation
Description &Frame Benefits
V-1 Analyze high-injury work processes and identify 6 months TBD
wotk method changes to reduce associated
occupational injuries. (Refer to Findmg V-1
Finding V-2, Finding V-3, and Finding V-8.);
V-2 | Measure and report safety performancé 0 - 6 months TBD
Finding V-3 and Finding V-4.)
V-3 Recognize and 8 y 12 + months TBD
to Findin
V4 Strengfhién safety accountabili Medium. 12 + months TBD
A L
panization. (Refer to Findin
101 High 0 — 6 months T8D
101 Medium 12 + months TBD
102 Medtum 12 + months TBD

(Refer to Finding'V:
and Finding V-6.)

4, Finding V-5

12/18/2014

Schumaker & Company 0
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Chapter VI — Operating Divisions

Implementation
Initiation
Description Page Priority Time Frame Benefits
VI-1 | Initiate a formal annual strategic planning process. | 120 High 0 - 6 months TBD
(Refer to Finding VI-1.) :
VI-2 | Complete the implementation of Cityworks 121 Medium 6 — 12 months TBD
throughout DPU. (Refer to Finding VI-3.)
VI-3 Create higher-level performance reporting tied to 121 , months TBD
the Cityworks software. (Refer to Finding VI-7.)
VI-4 | Investigate incorporation of tisk into the main TBD
replacement program and closely monitor the pipe
breaks per mile to assure a decreasing number of
breaks based on the additional funding. (Refer to
Finding VI-12))

Chapter VII — Organization and Human Resource

Implementation
Initiation
Description Time Frame Benefits
VII-1 | Develop a comprehensive wotkforce p 6 - 12 months TBD
VII-2 a comprehensive mandge; 6 — 12 months TBD
that that addresses future needs
VII-3 138 Medium 12 + months TBD

productivity, (Refer to
Finding V1I-2, Finding VII-4, Finding VIL-9,
Finding VII-11, Finding VII-13, Finding VII-14,
Finding VII-15, and Finding VII-16.)

VII-4 | Implement a formal employee training system and 140 Medium 12 + mjonths TBD
a learning management system to deliver and
document taining. {Refer to Finding VII-11,
Finding VII-12, and Finding VII-14.)

0 Schumaker & Company 12/18/2014
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Implementation
Initiation
Description Page Priority Time Frame Benefits

VII-5 | Considet reducing the number of Commissioners 141 Medium 12 + Months TBD

and streamlining the management and supetrvisory

structure. (Refer to Finding VII-1, Finding VII-5,

Finding VII-0, Finding VII-7, Finding VII-8, and

_ | Finding V11-9)

VII-6 | Integrate customet service functions under Utdlities 142 Medium 12 -+ Months TBD

Administration, (Refer to Finding VII-17)

12/18/2014 Schumaker & Company 0
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I1. Study Background

A. High-Level Evaluation Criteria — Utility of the Furture

A management support study of a water utility brings to bear:

¢  'The specific knowledge and skills of the individual cons
management practices

nt relative to the state of today’s

b
¢ The specific knowledge of what other similar utilities have in place ans for managing the
specific activities involved in a utility

ed or mproved
study have at their

8. Have a flexible, robust, and easy-to-use reporting and data inquiry system.

9. Organize themselves in a lean, flat, effective structure.

10. Optimize the use of electronic data entty and retrieval, and eliminate paper reporting and data
gathering.

11. Proactively pursue continuous improvement in technology (both Information Tec]:mology (I'T)
and non-IT), wotk practices, and processes

12/18/2014 Schumaker & Company 0
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12. Maintain vety few and flexible job classifications that address all work crews/individuals, thereby
enabling wotk actoss functions (e.g., combining disttibution and collector systems crews), and
having one job classification to petform Meter, Delinquency and Repair, and Customer Service
wotk.

13. Opetate a single call center manned by empoweted employees who have access to information
that enables them to handle all inquiries, including accounting and billing, scheduling ﬁeld visits,
complaints, and job status.

14. Plan, schedule, dispatch, and supervise all work using a cor ptehenslve work management

system. Supervision has access to all jobs and ctew log
(GPS) and the crew/individual work queues.

retrieval of data as required for their jd
data customer account data, work.o

continue to be rig' éd for changes in"demand and will be maintained to be reliable and efficient. It is
envisioned that the tr
pipe in an effort to elimin

feasible with prioritization

on of the piping systems from cast iron to material such as malleable iron
reakage occurring in winter will proceed as quickly as economically

i

‘teplacements being based on risk. A single call center manned by
empoweted employees will andle all customer inquiries. Field operations will wotk out of well-
equipped reporting locations. All work, both planned and emergent, is initiated, planned, scheduled,
and dispatched using a comprehensive work management system. A typical crew will consist of two
employees using a vehicle that is equipped with an onboard compressor and that is towing a mini-
excavator. “Customer service” personnel will be able to be dispatched to perform all service inquiries
including meter and disconnection and connection work. Crews and customer service personnel will be
regularly monitored for quality. Field employees will receive and report on all activities using an
electronic device. This device will also enable them to do time repotrting, access asset data from GIS,
look up consttuctions standards and procedutes, look up safety standards and procedutes, create work

9 Schumaker & Company 12/18/2014
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otdets, and complete work ordets. In essence, all data required to be communicated to and from field
associates will be done using this device. Customers will be regularly asked for their feedback on

service.

It is realized that there are many initiatives underway within DPU to achieve a number of the goals
mentioned above (such as the implementation of Cityworks). Incorporating the recommendations
contained in this report into the plan and executing the plan puts DPU well on its way to fulfilling its
vision “to become Ametica’s model 21" Century urban water utility-—one that fully meets the complex

-]

responsibilities and oppottunities of our time and our environmeit;

B. Toledo Department of Public Utilities (DPU

DPU is one of the largest units in the City of Toledo with app
seven divisions: Water Treatment, Water Distribution, Sewer an
Engineering Setvices, Environmental Services, and Utlities Admihis
review only addtessed the first four division (Water Treats

>

Schumaker & Company
tion, Sewer and Drainage

The sanitary s¢ 7
'Per day from 103,287 res

wastewat

and chemical pho shorous removal sized with an average daily flow of 102 million
i deslgn with a firm capacity to provide full treatment to 195 MGD. The

ighiiRate Treatment process that has a film capacity to treat 185 MGD of
il capacity to 380MGD.

practices nitrificaito;
gallons per day. The p
plant is also equipped with
storm flows. This brmgs i

DPU Rates

DPU’s rates compared to other similar municipalities are shown in Bxhibit 1I-1. DPU’s rates compate
favorably with other similar municipal utilities.

12/18/2014 Schumaker & Company 0
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Exhibit II-1
2013 Residential Rates Comparison
Based on 1,000 Cubic Feet per Month, 5/8" Meter
as of December 31, 2012

City ' Water Rates Wastewater Rates Total

Ann Athor, MIE $29.12 $38.32 §67.44
Cleveland, OH $33.69 $58.90 $92.59
Columbus, OF , $59.16 $48.06 $107.22
Detroit, MI $25.12 . $61.77 $86.39
Fort Wayne, IN $26.53 T§45.64. il $72.17
Average of Above Cities $34.72 $50.54 $86.26
Average of Reporting Water Systems . $31.51 _ $40.79 $72.30
TOLEDO, OH o | $14.53 $48.71

$62.24

Source: Tnformation Response 112 — 2013 Water and Wastewater Rate Survey - Am

In a similar manner, DPU’s industrial rates are shown in

ha

Exhz}?z't 2.

Water Rates  Wastewater Rates Total

 $30302 7 $34,888.33 $65,191.00

$29,5235875%. of $56,802.10 $86,325.97

$20,087.2 v $40,110.86 $60,198.14

16,486.83" $41,273.89 $57,760.72

15,017.13 $39,967.68 $54,984.81

$22,283.56 ‘ $42,608.57 $64,892.13

Average of Reporting Water Systems $25,659.91 $34,552.20 $60,212.11

TOLEDO, OH $11,640.90 $37,672.99 |7 $49,313.89

Source: Information Response f'and Wastewater Rate Survey — American Water Works Association (AWWA}

Staffing Levels

The increase in budgets staffing levels over the last 11 years 1s shown in Exchibit I1-3. Overall staffing
levels have increased by 13.7% over this time period.

0 Schumaker & Company 12118/ 2014
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Exhibit 11-3
Budgeted Staffing Levels
as of December 31, 2013

800 A

700 -

600 +

500 -+

400 ~

300

200 +

100 ~

0 .
2003

& Engineering Services 62
W Environmental Services 44
H Sewer and Drainage 141 i42 134 140 141 141 141 140 141 138 141 141
8 Water Reclamation 110 112 116 112 115 116 117 121 123 125 127 129
B Water Distribution 147 143 151 150 153 1535 158 158 159 162 155 162
H Water Trestment 78 79 7% 83 82 80 80 81 82 0 101 101
H Utilities Administration 61 &7 76 70 63 63 a3 G3 63 64 72 85

Source: Informatitn Response 5 :
Utilities A #itration is now referred to as A,

bc;,d a slight decrease in staffing levels, whereas all of the other
idgeted staffing levels as shown in Hxbibir I14.

petiod, the Sewet:and Drainage area ha

n increase in,

areas have experienc

12/18/2014 - Schumaker & Company 0
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Exhibit I1-4
10 Year Changes in Staffing Levels
as of December 31, 2013

i i
i

Total

Engineering Services

- Environmental Services

i : i i
[ H ' H

Sewer and Drainage E

£
t
i
!

Water Reclamation

Water Diséributicm

Water Tréatment

Utilities Adminﬁistration

~5.0% 0.0% 5.0% 10.0%

15.0%

otganization charts are studied in detail.
Bre must be adjusted for “vacancies™ i.e. budgeted but
&n. wrating at theit budgeted staffing levels during

o, the following five themes as defined in the RFP. Quantitative evaluation
ified petformance measure, as follows:

include, but not be lismi;
is expected for each alredad

A. Strategic Plannin
1) Identify to what degree the Utility has planned and implemented progressive strategies in the
areas of water and wastewater system management, customer setvice, finance, human
resources management and business process improvement.

i) Ewvaluate how the depatttment communicates its long-term strategic vision to DPU’s
stakeholders, including: the Mayot, City Council, ratepayers, citizens, businesses, and other
governmental partners.

i) Provide examples of ways to improve external and internal communication.

9 Schumaker & Company 12/18/2014
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iv} For each performance measure above, consider the following:
(1) In what ways has the Utility fostered an innovative culture?

(2) How might technology be utilized mote effectively/or business process improvements
and reaching other overarching objectives throughout the organization?

(3) Does the Utility assess its strengths and oppottunities /ot imptovement over the short-
and long-terms?

(4) Does it have short- and long-term action plans, 1
towatd achieving goals and strategies the Utili

gludiﬂg how resources will be directed

communities about their experiences with the City:

B. Financial Planning 4
f adequate rate
aintenance;

(1) Drinking Water Compliance Rate (7o)

2) Distribution System Water Loss (%0)

(3) Water Distribution System Integrity (per 100 miles of pipe)

(4) Operation & Maintenance Cost Ratios for Water (§)

(5) Planned Maintenance Ratio for Water (% per 100 miles of pipe)
(6) Water Plant Capacity (MOD)

vi) Wastewater Operations KPIs include:
(1) Sewer Overflow Rate (per 100 miles of pipe)
(2) Collection System Integrity (per 100 miles of pipe)

12/18/2014 Schumaker & Company 0
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(3) Wastewater Treatment Effectiveness Rate (%)
(4) Operations & Maintenance Cost Ratios for Wastewater (§)
(5) Planned Maintenance Ratio for Wastewater (%o per 100 miles of pipe)

D. Customer Satisfaction
1) Does the Utility efficiently resolve customer issues and complaints?

i) Does the Utlity solicit input on projects and programs under consideration, in planning or
under construction?

ilf) Measure customer relations against Customer Servi ,000 accounts)

iv) Analyze existing customer appeals process
v) Evaluate complaint resolution tracking mechanisto}

vi) Identify any customer call routing issues/opportuni
(1) Disruptions of Water Service (per 1,000 accounts)
(2) Distuptions of Sewer Service {per 1,000 accounts)
(3) Residential Cost of Water Setvice ($ per 1
(#) Residential Cost of Sewer Service ($ per
(5) Residential Cost of Storm Water Se
©)
)
®)

Service AffordabﬂltymAs ¢ ':'m ared to other @ hio and Midwestern region water utilities.

0 Schumaker & Company 12/18/2014
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E. Human Resource Management
1) Evaluate the impact of the following aspects on the overall strength of the organization:

(1) Appropriate Staffing Levels '
(2) Appropriate Administrative Staffing Levels
(3) Job Classifications & Descriptions
{(4) Recruitment & Retention
(5) Continuing Training & Education
(6) Management Compensation
(7) Succession Planning
(8) Labor Contracts
(9) Safety

i) Use the following impact Staff Ffficiency Indicatots?,
(1) Customer Accounts per Employee-Water, calculate
watet)/ (FITE’s-watet)

(2) Customer Accounts per Employee-Wastewater, calcula s, (Number of active
accounts-wastewates)/ (FTE s-wastewatei o

tment of Public Utilities (DPU) identify, evaluate,

that can help to improve customer service,

nagement repotting systems to achieve customer service
nt integration of Cityworks is providing additional tools.to
suggestions for improvements wete based on the Cityworks

We conducted this audit in ee-step review process which has been custom tailored to meet the
DPU’s objectives. This pocess provided the Schumaker & Company project team with a structured
approach that is comprehensive and logical, as well as interactive and participative with the City and DPU.
The process was originally designed to establish and sustain vital, interactive working relationships among
City, DPU, and Schumaker & Company representatives during the course of management and operations
review projects. We have refined this three-step process over many reviews, audits, and studies
conducted with the same team membets proposed for this project.

12/18/2014 Schumaker & Company 0
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D. Review Standards

Schumaker & Company subscribes to the audit standards set forth by the U.S. Government
Accountability Office’s “Standards for Audit of Government Organizations, Programs, Activities, and
Functions,” (commonly referred to as the “Yellow Book™), as applicable to performance audits. Our
project documentation system, PMIA, has been specifically developed to meet the requirements of these
standards.

E. Project Organization & Staffing

Education and

Naine Professional Designations

BME (Mechanical Engineering), MS {(Nuclear
Engineering), MBA {Sttategic & Corporate Planning)
CMC®, PMP®, MCSE, MCSA

BS (Business Administration and Management), MS
(Organizational Development), CMC®

30+ | BSBA (Accounting), MBA (Operations Research)
CMCP, CPA, PMP®

22+ § BS (Environmental Geoscience}, BS/MS (Geology)

Deannis J. Schumakgr:

Senior Consultan

Seniot Consultant

Patricia H. Sch Senior Consultant

Jaye M. Kain

"T'o accomplish the scope 6f work in this project, Schumaker & Company will review the DPU executive
group’s compiled data concerning DPU operations and benchmark comparisons and link the
performance audit process with the formal strategic benchmarking process already underway.

Our project team will follow a three-phase study process designed to establish and sustain vital,
interactive wotking relationships among the DPU personnel and the Schumaker & Company project
team. We have used a similar approach on other projects of this type, including past projects for over

0 Schumaker & Company 12/18/2014
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50 different entities and have found it to be very effective in achieving the intended goals of the project.
Specifically, the three phases of our proposed work plan are:

¢ Phase I — Initial Assessment and Roadmap
¢ Thase II — Operational Review & Assessment
¢ Dhase II] — Implementation Plan and Final Report Development

Phase I: Initial Assessment and Roadmap

'This phase will culminate with a presentation by Schumaker & C
recommending additional analyses of specific departments, setvi€es,
anticipated cost savings.

¢ Task 1: Meetings with City & DPU Leadership

the priorities and areas of critical concern.

— Review information already obtained by the executive team to develop
iative plan duting Task 3 to enable a comparison between the DPU and
ommunities. The review shall include at least three communities of

¢ Task 4: Benchimarking
their best practices
other sunﬂaﬂy»sﬁu
similar populatiogand services provided.

¢ Task 5: Prepare and Present Key Proliminary Findings — Prepare and present preliminary findings after
completing Tasks 1 — 4 for the DPU’s review and comment. We will prepare a presentation
based on the feedback and comments from the chosen DPU areas. The presentation will
identify the areas and functions with the greatest opportunities for efficiency savings and quality
improvement.

12/18/2014 Schumaker & Company 0
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Phase II: Operational Review & Assessment

Schumaket & Company will perform an operational review and assessment for the selected DPU gtoups
identified for futute study as patt of the initial assessment and roadmap. We will assess operational
efficiency effectiveness fot each selected group, service, or function identified for review, by identifying
existing wotk processes and determining modifications to these work processes or addition of new work
processes, plus cataloging and reporting of tequired staffing and associated skill sets. A draft repott to
summatize recommendations for changes needed to match recommended work processes will be
prepated and presented to the Mayor and other City leadership for comment and:feedback.

¢ Task 1: Anal _y.rz',r of Exm‘iﬂg Pmm.m — Identify existing ork - proces ach selected DPU

Identif_y_r existing

wotk processes and determining modifications to thesé'y :
processes, plus cataloging and reporting of required staf;

comment. This draft report will proy
charts and ant1c1pated efficienc ‘"'lm )

petatiopal review and assessment phase will be used to
d to identify solutions, training, and change management
ns. All recommendations will be based on

¢ Task 1: Analysis ay‘ LY ervice Delivery Options and Recommendations — Identify potential service delivery
options for the City to consider. The options identified will help move the DPU from the
existing state of operations to an optimized state of operations.

¢ Task 2: Provide Recommendations Based on Deljvery Options — Provide suggestions for training and
change management services based on the Task 7 recommendations.

¢ Tuask 3: Prepare and Present Final Report and Implementation Plan — Prepare three deliverables: a draft
repott/implementation plan, a final repott/implementation plan, and a presentation of findings

0 Schumaker & Company 12/18/2014
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and recommendations. We will prepare the final report/implementation plan after completing
the analysis of service delivery options and recommendations for the City’s review and
comment. The final report will include background, findings/conclusions, and
recommendations and the final implementation plan will summarize recommendations for
service delivery to match the optimized state of operations. The final report and
implementation plan will be presented to the City at the conclusion of Phase I1] activities.

G. Framework

processes, staffing, and systems in place within the DPU to asgess their ef’

el

deliveting the activities and tasks that are necessary in fulfillms

vithin the con;\ it of a framework (the
i, with gols and objectives for

12/18/2014 Schumaker & Company 0
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Exhibit 11-6
Strategic and Functional Assessment of Business Process Framework

strategies identified within the organization.

¢  Pegple—The stafﬁng.-.of the organization with skilled, knowledge personnel that can perform the
necessary activities within the systems developed to support the overall business processes.

¢ Systems — The creation of effective and efficient systems, whether they be manual processes or
computer processes that support the overall business processes.

One of the key work products for this project will be to recommend to the DPU management a seties of
mechanisms where the departments, boards, commissions, or agencies can regulatly collect, track, review,
and analyze performance and management information and data, identify key issues and questions, and
query these organizations pertaining to such information and data.

Schumaker & Company 12718/ 2014
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Out approach will revolve around addtressing the scope of wotk’s five themes mentioned eatlier and the
questions shown below for each identified area reviewed:

¢
¢

¢
¢
A 4
$

What key tasks/activities are petformed by the group?
Does each task/activity suppott a strategic or operational objective?

What are the primary performance indicatots currently being used and if not applicable, what
data is available?

Is each task/activity a key competency?

What are the resources (staff hours and other resources) Currentl commiitted to each task/ activity?

What can be done to improve the cost efficiency of .

Can a task/activity be made mote efficient and/or ¢

12/18/2014 ‘ Schumaker & Company 0
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III. Performance Measurement

One of the themes identified in the RFP was petformance measutement. When talking about
petformance measurement as it relates to an organization, it can be thought of as two distinct
components:

¢ Internal Performance Measurement — This type of measurement includes activities that an
enuty takes to measute its performance based on mter : ystems that have been nnplemented

pet day to improve with changes in operations to

o drive improvement in external petformance

The 2012 AWWA Bench.tflarkjng Report includes a section on Organizational Best Practices.
Schumaker & Company used this metric to provide an overall DPU assessment.

According to the AWWA, this metric summarizes the integration of eleven specific utility management
practices. A self-scoring system is used to assign between 1 and 5 points for each practice, resulting in
an aggtegate score between 11 and 55. Points are assigned based on the following guidance:

¢ This activity is fully implemented (5 points)

12/18/2014 Schumaker & Company 0
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"This activity is largely implemented but thete is room for improvement {4 points}
This activity is implemented but there 1s room for substantial improvement (3 points)
This activity is implemented, but only occasionally or without uniformity (2 points)
This activity is not cutrently practiced (1 point)

> O ¢ O

'This type of self-assessment is necessatily subjective, and a single respondent may have only limited
knowledge to make a selection. However, a team composed of executive, managerial, and opetations
personnel can provide a deeper and broader collective view and is likely to offer a truer assessment. For
this reason, an inclusive process involving all stakeholders is rec
organization’s performance in these areas.

mended when assessing an

The practices that comptise the Otganizational Best Practicesiindex are as fol

L. Strategic Planning
Good strategic planning practice can include:

¢  Analyses and selection of strategies for impro¥eme

opetations

4 An assessment of the utility’s stren,
upcoming 3 to 10 yeats

lbpment ag{:‘l nnual review ot updates that facilitates input
_customers, employees, and:other stakeholders

Long-term financial plan§ Adevelopment of adequate rates, fees, and charges for costs associated

with operation and maintenafice, asset management, capital improvements including renewal and

replacement, and justifiable reserves. Planning horizons typically range from 5 to 25 yeats.

3. Risk Management Planning

Risk management planning is used to identify potential tisks to the utility within the context of its
strategic plan and for developing plans to mitigate physical and financial losses. Elements of risk
management planning include:

0 Schumaker & Company 12/18/2014
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Health and safety programs for employees and the general public

Security and resiliency of resources, facilities, and service delivery systems

Disaster readiness and emergency operations

Assessment and mitigation of potential public and environmental hability

Hazardous material contingency planning

Insurance procurement {or alternative self-insurance policies), including property and
casualty insurance, health and worket’s compensation insurance, and liability

¢ ¢ ¢ & 6 ¢

insurance

4. Performance Measurement System

An effective performance measuremnent system will:

¢ Provide measures focused on quality, efficiency, and effé

¢  Hstablish targets, usually in conjunction with the budgetmg proc , that reflect broad internal,

external, and financial improvement goals

¢ Include regular monitoring and reporting

Suppott both routine work and special_,projé s as done By staff or outside parties

Replacement cycle'estimates (i.e., typical life-spans) for each asset class
Bstimates of asset:inaintenance and replacement costs '
Risk rankings based on the impacts of specific asset failure

12/18/2074 Schumaker & Company 0
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6. Customer Involvement Program

A formal customer involvement program ensures customers patticipate effectively in the utility
management process. HExamples of good practices include:

¢ Offering consumer education programs and materials and assessing their
effectiveness

Conducting customer satisfaction surveys and res

nding to the results

Soliciting input on projects and programs und planning, or under

construction

¢ Efficiently resolving customer issues and complai

7. Governing Body Transparency and Accountability

Accountability is an obligation or willingn i i _Achuntabﬂity means
holding individuals and organizations responsible for. & thei

Transparency is an obligation or wﬂhngness
orgamzaﬂon Transparency involves clear pu{ahc disclosute ¢

sHt impacts and establish priotities that will ptovide water for public health and
cts on economic activity, environmental resources, and the region’s lifestyle.

community to dré
safety that minimize'it
There are seven steps to

Fotin a water shortage response team

Fotecast supply inrelation to demand

Balance supply and demand, and assess mitigation options
Establish triggering levels

Develop a staged demand reduction program

Adopt the plan

Implement the plan

LR JEE R R R
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9. Source Water Protection Plan

From ANSIHJAWWA Standard G300, Source Water Protection, a Source Water Protection Plan (SWPP)
1s a highly site-specific process that must account for local conditions, incorporate diverse stakeholder
mterests, require commitment to the soutce water protection process by all involved parties, and be
sustainable over the long term. Thete ate six essential steps in the SWPP:

19. Formalize a vision to align priorities and resources

20. Characterize the source water and the land or subsur icK the soutce water is

derived

21. Set goals and objectives to resolve problems identified in the chara e\r'iz,“ ion of soutce water

22. Develop an action plan to map the activities to achieve ;113 and objectt

23. Implement the action plan

24. Evaluate the results of implementing the action plan and make revisions to steps 1 through 4 as
fniecessaty

10. Succession Planning

d petform highly in key roles
nt into key roles

+the, follé wmg improvement programs in addition to AWWA’s Utility
tcipating in those aligned with the utility’s mission and goals.

practice includes exa

Benchmarking Program )

Work process documentation programs
Self-assessment and peer or consultant reviews

¢ AWWA’s Partnesship for Safe Water

¢ AWWA’s Utility Management Standards

¢ Water Environment Federation’s (WEF’s) National Bio solids Partnership
¢+ IS0 9000 series

¢ 1SO 14001

L4

-3

1271872014 Schumaker & Company 0
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B. Findings and Conclusions

Finding II1-1 DPU is in the bottom quastile with respect to Organizational Best

Practices.

Schumaker & Company’s assessment of DPU’s Organizational Best Practices is shown in
Fixchibit III-1. The DPU scorcd low in  many ateas of the metrics resultmg ina lower quartile ranking

Exhibit ITI-1 ‘
Schumaker & Company Organizational Best
as of December 31, 201

Organizational Best Practice

1|Strategic Planning

Long-Term Financial Planning

Risk Management Plannin; 1
2

1

3

2

Drought Response/Water Shortage Contingency Plan 2
)[Source Water Protéction Plan 2
‘S‘u. cession Planp_lng 1
provement Program 1

Total] 21

Source: Schumaker & Company A%sessmeﬂt

0 Schumaker & Company
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Exhibit ITI-2
AWWA Aggregate Data for the Otganization Best Practices Indicator
as of December 31, 2012

?ééregate_d_z_ata forthe orga_iﬁ_ii;:c"i_a nalbest practlces indicator {1-5 self-assessed pomtsm o
1each category; 55 points possible)

Water Operations Wastewater Operations | Combined Operations
. Top E Bottom Top | Bottom | Top i | Bottom
i Quartile f Median ; Quartile ; Quartile Median | Quar . i | Quartile |
oA 39 3 400 30 ] 6. . o035

Source: 2012 ANTWA Benchmarking Report

The DPU scored 21 points, whereas the bottom quartile combined

: tions bottomiquattile was 35
points. There were many areas where the DPU could raise 1ts scote by i

iating activities in areas where

it was only given a rating of 1.

Finding IT1-2

ty opetations: otganizational development, business
ons and wastewater operations. The report identified and

to be made to develop so t'comparable information and in some cases it was not possible to
develop the information in a similar format, because the information had not been kept that way by the
DPU. The following metfics have been developed.

System Renewal and Replacement

Return on Assets

Cash Resetves

Diinking Water Compliance

Distribution System Water Losses

Water Distribution System Integrity: Leaks and Breaks
Maintenance — Water

© ¢ O O O ¢ O

12/18/2014 Schumaker & Company 0
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L 4
4
L 4
4
L 4
4
4
4
L 4
¢
$

Water Supply

Sewer Overtflow

Collection System Integrity
Wastewater Treatment Effectiveness
O&M Costs for Wastewater Setvices
Service Complaints

Water Service Disruptions
Wastewatet Service Disruptions
Residential Cost of Setvice

Billing Accuracy

Service Affordability

System Renewal and Replacement

These indicators quantify the renewal and replacement activiti¢
categoties, specifically:

Water treatment and pumping facilities
Water pipelines and distribution
Wastewatet pipelines and collectio

ol N

Jiin the top quattile. In a sense, it would be expected that with the
€ at the watet treatment plant and the Toledo Waterways Initiative

These numbers would plac
major construction takingi)
spending, it is not too surp; sing.

0 Schumaker & Company 12/18/2014
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Exhibit TI1-3
AWWA System Renewal and Replacemnent
as of December 31, 2012

Aggregate data for the system renewal and replacament indicators |

for water treatment and pumping facilities

‘ : ,

Water Operations Combmed Operatlons

Top Bottom |
Quartile | Median | Quartile | Qu:

91/ L% | 0%

‘ ‘ ;
P e 1

|
A

Water Operatlons

Top | 1 Bottom |

Quartlle o Medlan | Quartile |
-- gl
)

] 26/12/ 0.6%

ned Opetatmns |

i Bottom
. Median | Quartile
19% | 07%

i

1
b LT I
i

l

I

system renewal and replacement mdlcatots

's and collection B

Cﬂmblned Operatlons

¢ Top Bottom
Median | Quartile | Quardle | Median

| art Quastile |
) |  64% | 16% . 03%

Source: 2012 AWWA Benchmarking Report

12/18/2014 Schumaker & Company 9
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Return on Assets

This indicatot provides an estimate of the utility’s financial effectiveness. Investor-owned and
enterprise-fund utilities are particularly interested in this indicator seeking higher ratios where possible
and allowable. The aggregate data for the Return on Asset indicator by setvice is shown in Faxhibit 111 4.

Exhibit I11-4
AWWA Return on Assets Indicator
as of December 31, 2012

‘Wastewater Operatio

Water Operations

ns

¢ Tep | Bottom Top
| Quartile | Median | Quartile | Quartile | Median |
L3A% L 22% 4 0% 0 06% )

Source: 2012 AWWA Benchmarking Report

"The comparable information for the DPU is:

¢ Water Operations — 1.3%
¢ Wastewater Operations — 3.1%

Exhibit IT1-5
WWA Cash Reserve Indicator
as of December 31, 2012

: Water Operatiogs’ Wastewater Operations i Combined Operations ;
; Top | “"Bottom | Top | ! Bottom | ‘Top i j Bottom
. Quartile | Median = Quartile | Quartile | Median | Quartile | Quartile | Median ! Quartile |

Source: 2012 AWWA Benchmarking Report

0 Schumaker & Company 12/18/2014
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The comparable mettics from the DPU are:

¢ Water Cash Reserve — 107.67 days
¢ Sewer Cash Reserve — 357.64 days

Drinking Water Compliance

'This indicator quantifies the petcentage of titne each year that a utility meets all health-related drinking
watet standards requited by ptitnary regulation. As shown in bit 1116, all water utilities have met
this indicator.

Exhibit ITT-6
AWWA Drinking Water Corapl
as of December 31, 2012

Water Operations

¢ Top | Bottom |
_ Quartile | Median | Quartile
| Lo 100% |1

Source: 2012 AWWA Benchmarking Report

12/18/2014 Schumaker & Company 0
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Distribution System Water Losses

This indicator quantifies the percentage of water that fails to reach customers and cannot otherwise be
accounted for through authotized consumption. The other utilitles' disttibution water losses are shown
in FEaschibit IT1-7.

Exhibit ITI-7
AWWA Distribution Water system Loss

Water Operations ;

| Top g Bottom |
E”Quartile Median | Quartile |
L 02% - 22% | 48%

|

!Aggreg'ate data for the distribution system water'lo
‘RealLoss '

, Water Operations

! Top | i Bottom
| Quartile | Median | Qu:

Source: 2012 AWWA Benchmarking Repost

The DP1s 3

: Ses not differentiate between breaks and leaks. The DPU number is
“Thus if you assume that the number is all leaks ot that the number is
PU is in the bottom quartile.

shown in Exhibit Hf-é; L
33.1 breaks and leaks/100"
all breaks, in either case the

0 Schumaker & Company 12/18/2014
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Exhibit ITI-8
AWWA Water System Integrity Indicators
as of December 31, 2012

Agoregate data for the water distribution system integrity
indicators (leaks/100 miles of pipe) I
Water Operations Combined Operations
Top | Bottom @ Top i Bottom

Quartile | Median |
216

 Agoresate data for the water distribution system integrity *
indicators (breaks/ 1OQ miles of pipe)

!
Water Operations : Combi

. Top
J Quartile | Median |

Source: 2012 AWWA Benchimarking Report

12/18/2014 Schumaker & Company 0
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Maintenance — Water

These indicators quantify a utility’s effort regarding planned (proactive) and cortective (reactive)
maintenance. The metrics are divided into water production and water distribution. The reporting
utility numbers are shown in Exhibir I11-9.

Exhibit 1119
AWWA Maintenance Water
as of December 31, 20

LAggregate data for maintenance - Planned miinterance

; ! : I |
? Water Operations
| Top } E Bottom

| Quardle | Medisn | Quastile | Quartle |
LT L e e
Aggregate dam for the maintenance - Corrective tnaintenarc
‘production (bours/MG)
i H

Water Operations
Top | ! Botom

i
Quartile | Median | Quartile
{

P !
Quartile artile ;_ Median | Quartile ;
18 | 09 | 04 .

| o

‘Aggregate data ¢ malntenance - Cosrective mainterance to
(distribution ( 5
: [ - -

He e R ! B

Combined Operations

| Bottom | Top
| Quartile | Quartile | Median | Quartile
3052 | 545 9% !

‘ Water Operations ] Combined Operations

i Top ! Bottom : TFop E Bottom !
Quartile | Median Quartile | Quartile | Median 7? Quartile

L3070 55 ¢ 124 | oagm0 | 85 | a0

Source: 2012 AWWA Benchmarking Report

Schumaker & Company 12/18/2014
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The DPU distribution numbers are:

¢ Cotrective Maintenance to Distribution — 773 houts/100 miles of pipe
¢ Planned Maintenance — 684 hours/100 miles of pipe

These numbers place the DPU near the median of the reporting utilities with a significant smprovement
potential with respect to planned maintenance to reach the top quartile.

e estimated due to the lack of a
These number were

With tespect to water treatment (production), the numbers had t.
computerized maintenance manageinent system at the water
estimated at:

¢ Corrective Maintenance to Production — 1.86 houts
¢ Planned Maintenance — 1.24 hours/ MG

eporting utilities.

pt of cutrent water demand
‘excels in this area in that the

Exhibit IT1-10
AWWA Sewer Overflow Indicator
as of December 31, 2012

0perat10ns ‘ Combmed Operatlons I

L

i ‘ . ; Bottom Top E 1 Bottom '
| Quar i Median ; Quartile | w  Quartile ; Median | Quartile |
|07 i 22 33 009 . 27367

Source: 2012 AWWA Benchmarking Report

The DPU number is 3.709, which places DPU close to the bottom quattile.

12/18/2014 Schumaker & Company 0
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Collection System Integrity

This indicator quantifies the condition of a wastewater collection system, expressed as the annual
number of failures per 100 miles of collection system piping. The data reported by the utilities is shown
in Eschibit ITT-11.

Exhibit ITI-11
AWWA Collection System Integrity Indicator
as of December 31, 2012

Water Operations [

i Top E Bottom ‘
Quartile | Median [ Quarti}g_j
o7 22 | 33

Sougce: 2012 AWVWA Benchmarking Report

shown in ExhibipIIF:

Combined Operations
! Bottom
Median | Quartile

| 100.00% | 99.73% |

| Bottom | ‘Top
~ Quartile ; Quartile
. 96.99% 1 100.00%

1
|
i
¢
L

The DPU number is 99.73%, placing the DPU near the bottom quartile.

0O&M Costs for Wastewater Services

The operations and maintenance (O&M) costs for wastewater services can be compared between utilities
once normalized by production rate to give a unit cost (§/MG) ot on a basis of the accounts setved or the
length of the collection pipe network. The data reported by the utilities is shown in Hxchibir 111-13.

0 Schumaker & Company 12/18/ 2014
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Exhibit IT1-13
AWWA O&M Costs for Wastewater Services
as of December 31, 2012

'Agpregate data for the O&M cost of wastewater services

a 7-|-“7”‘ 1
3 : ; : !

Wastewater Operations ¢ Combined Operations
; Top E i Bottom Top iBDttDm
Quartle | Median | Quartile | Quartile | Quartile
stee s | s | s250 ‘
i ; i

Aggregate data for the O&M cost of was
indicatots (§/MG)

Wastewater Operations : Combined O

Agpregate data for the O&;M;ZO
indicators (/100 miles o

Wastewater Ope

d Operations

Bottom
Quariile

0 $3,109,259

¢  O&M Cost astewatet 95.75/account

¢ O&M Cost for Wastewater Service — Collection pet Customer - $72.67

¢ Total O&M Cost for:Wastewater = $295.75 + §72.67 = $368.42/account
¢ O&M Costof W‘_' itewater Services — $1,711.97 /MG

¢

O&M Cost of Wastewater Service — Per 100 miles of pipe - $900,495

This places DPU near the median to the top quartile in all categories.

Maintenance — Wastewater

These indicators quantify a utility’s efforts regarding planned (proactive) and corrective (reactive)
maintenance.

12718/ 2014 Schumaker & Company 9
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Exhibit 111-14
AWWA Maintenance - Wastewater
as of December 31, 2012

Aggregate data for the maintenance - Planned maintenance

‘Wastewater Operations ; Combined Operations
: Top ! ! Bottom | ‘Top Bottom
| Quartle | Median | Quartile | Quardile | Median | Quartile

3% | 8% | 95% | 519 2% §2%

-
t

! : : i
gAggregate data for the maintenance - Corre
imaintenance to wastewater processed (hours/MG)
‘ Wastewater Operations ‘ Combined Operations
i Tep ! | ! Botom | Top
. Quartile | Median : Quartile ; Quardile
| : 0.8

‘Aggregate data for the maintenance - Planned
;M’ngastewg;eLprocessed (hours/NIG)

Wastewater Operations

i
!
t
i

| Top ! { Bottom !
| Quartile = Median | Quartile
L1916 L5

fﬂég're"g"a"t'é:"élét'é"fi')r'the
‘maintenance to

ce - wastewater indicators -

Planned main t on (hours/100 miles of pipe},

i

Wastewater’ Combined Operations l

i Top ! Bottom : Top g Bottom |
¢ Quartile . Me Quartile ; Quartile | Median = Quartile ;
R ey S
Po2487 L 214 1751 | 4854 1882 : g0 |

¢ Planned Maintenance to Wastewatet — 71%

% Planned Maintenance to Collection — 86%

¢ Corrective Maintenance to Wastewater — 0.54 hr/MG

¢ Planned Maintenance to Wastewater — 1.3 hr/MG

¢ Cortrective Maintenance to Collection — 326 houts/100 mile of pipe'
¢ Planned Maintenance to Collection — 2,044

!/ documentation reported 3.26 but on review it should be 326

0 Schumaker & Company 12/18/2014
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'This places the DPU in the median quattile for planned maintenance — (note: the information was
teported as per AWWA, but the quartiles should be reversed — i.e. Top Quartile 82% Bottom Quartile
51%). The planned and cotrective maintenance to wastewater places the DPU at the median. The
cottective maintenance to collection and the planned maintenance to collection places the DPU at the

median.

Service Complaints

Exh1b1t 1II-15
AWWA Service Complaint
as of December 31, 2012

o

Water Operatlons

ombined Operations

Botiom |
_ Quartile |

Top . Bottom |
 Quartile ‘Median | Quartile  Qui

Combined Operations

. Top E | Bottom |
| Quartile | Median | Quartile

¢ Customer Serviceh Complaints — 53.67 complaints per 1,000 accounts
¢ 'T'echnical Setvice Complaints — 32.11 complaints per 1,000 accounts + 9.5 complaints/1,000
customers in SDS + 41.61 total complaints per 1,000 accounts

‘These numbers place the DPU in the bottom quartile in both categories.
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Water Service Disruptions

The AWWA contains a suite of indicators to quantify the number of water outages experienced by
utility customers per 1,000 customer accounts and the time to address them. The DPU does not collect
this information to the level of detail report in the AWWA study. The data teported by the utilities is
shown in Exchibiz T-16 and Exchebis I11-17.

Exhibit IT1-16 p
AVWWA Water Service Disrgf:‘j
as of December 31, 207

 Aggregate data for the disruption of watet service - planny

Top |
_Quartile | Median_
052

 Aggtegate data for the disruption,

¥
| Quartile |
| 068 |

Fiter service - planned
et 1,000 accounts)
Combined Operations

‘
3

!

vartile | Quartile | Median | Quarile |
001 : 000 | 000 | o001 |

Source: 2012 AWWA Béi arking Report

0 Schumaker & Company 12/18/2014
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Exhibit I1I-17
AWWA Restoration Time
as of December 31, 2012

Agoregate data for the distuption of water service - Avetage time

to address planned disruptions (hours)

e . !
i Water Operations | Combmed Operattons

Top | i Bottom Top | | Bottom
i Quartile Median Quarnle Quartile 1 Median Quartile
21.30

300 1 790

;Aggregate data for't

Water Operations

i
Top ¢ Bottom : Top | Bottom
Quartile Median Qqa;ti]e ] Quartile » Quartile
000 |

038 223 1 390

i
Aggregate data tor the disruptton of v
disruptions 4-12 hours (per 1, OOO ‘

Water Operatlons

7

Top [ .
Quarule [ Medlan :

| Bottom |

h 3

rtile | Median | Quartile |
|

t

Combmed Operatlons

¢ Bottom : Top | i Bottom
_________ Median - Quartile | Quartile | Median | Quartile
| 970 | 3440 | 000 | 500 | 1880

Source: 2012 AWWA Benchmarking Report

The DPU’s numbers are

¢ Water Setvice Disruptions — 1.312 per 1,000 customers
¢ Restoration Time — 2 hours

12/18/2014 Schumaker & Company 0
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These numbers place the DPU neart the median for Water Setvice Disruptions, although in the top
quartile for Restoration Time.

Wastewater Service Disruptions

The AWWA contains a suite of indicators to quantify the number of wastewater outages experienced by
utility customers per 1,000 customer accounts and the time to address them. The DPU does not collect
this information to the level of detail report in the AWWA study. The data reported by the utlities is

shown in Hochibit II1-18 and Exchibit I1-19.

Exhibit 111-18
AWWA Wastewater Service Di uptlons

dlsruptlons less than 4 hours (disruptlons Per 1,0

Top | Bottom
| Quartile | Median | Quartile

|
i Wastewater Operations
i

0.00

| | Bottom

Medmn‘ Quariile

L o000 | 000 |
Aggregate data fo " smptlo of sewet setvice - planned
disruptions greater than 12 hours (disruptions per 1,000 accounts

.
Combined Operations i

Bottom Top : { Bottom
| Quartile | Quartile | Median | Quarule |
000 | 000 | 000 | 000

Source:

0 Schumaker & Company 12/18/2014
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Exhibit 111-19
AWWA Restoration Time
as of December 31, 2012

'Aggregate data forthe d15—rup ton of wastewater service _ Avemge
time to address planned disruptions (houts) :

Wastewater Operations Combined Operations

Top | | Bottom ; Top . Bottom
| Quartile | Median L_Quartile f”Quartile | Median | Quartilewf

unplanned disruptions less than 4 hours (d

Wastewater Operations C'omb_mehd Opgféﬁoiﬁs
Top | | Bottom : Top ‘ } Bottom
Quartile | Median ; Quartile | Quartile | | Quartile

080 000 " |
i | ‘ :

Aggregate data for the disruption o

Top |
Quartile |
Bottom |

Median | Quartile

- 0.00 0.01

Combined Operations

. . Bottom | Top | ? Bottom |
| _ Median | Quartile | Quartile .
j | 1880

Source: 2012 AWWA Benchmarking Report

The DPU’s numbers are

¢ Wastewater Service Disruptions — 0.00 per 1,000 customets
¢ Restoration Time — 7.76 houts
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These numbers place the DPU in the bottom quartile for Wastewater Service Disruptions and
Restoration Time.

Residential Cost of Service

This family of indicators allows utilities to compare the residential cost of water or sewer service based
on either a defined quantity of water use ot an average tesidential bill. ‘The data reported by the utilities
is shown in Exchibit III-18 and Exchibit 111-19.

Exhibit I11-20
AWWA Residential Cost

Aggrepate data for the residential cost of wat
‘Amount billed for 7,500 gallons/month
Water Operations
i Top [ Bottom
. Quartile | Median | Quattlle
| $2800 | $35.00
%Aggregate data for thef
Average residential w

Comblned Operatlons

Top i . Bottom

) Quatt[le f Medlan i Quartile

. $30.00 | $41.50 | $53.25
ita for the resldentlal cost of sewer service Jndlcator - |

)T One month of service

Combmed 0peratlons

! [ Bottom, Top | ' Bottom

Median | Quartile | Quartile | Median | Quartile

Ce. et B ! ;
00 [ $2900 | $3100 | $2350 | $31.00 | §3975 |

Source: 2012 AWWA Benchmarking Report
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The DPU’s numbers are:

Water (Cost of 7,500 gallons) — $14.59 pet month
Sanitaty (Cost of 7,500 gallons ) — $34.79 per month
Fixed Cost Per Month — $14.07 per month

Total Sanitary — $48.86 per month

¢ ¢ @ o

These numbets place the DPU in the top quartile for water and lower quartiles for wastewatet.

rted as ettors per

Exhibit ITI-21
AWWA Billing Accuracy
as of Decembet 012

. Combined Opetations i
A Bottom |
iardle | Median | Quartile
' 100.00% | 99.95% | 99.83% |

Water Operatlons

Top | Bottom ;
Quartile * Median | Quartile
99.90% - 99.96% | 99.87%

Source: 2012 AWWA Ben

12/18/2014 Schumaker & Company Q



50 Draft Report — For Review and Verification Purposes Only

Exhibit I11-22
AWWA Setvice Affordability
as of December 31, 2012

Aggregate data for Water service a

wdably indicators

1 i
‘Water Operations | Combined Opetations

Top { Bottom

_ Quartile | Median i Quartile

L 062% | 079% ‘ 110%

Top | E Bottom |
Qgg_tﬁle ! ) Median E _.Quax‘t_ui}g
| 0.60% |

7
|
1
i
H
{
]
w

Wastewater Operations
. Top r Z Bottom j
_ Quartile | Median | Quartile ile | M
043% | 063% | 073% i O

Sovrce: 2012 AWWA Benchmarking Report

The DPU’s numbets ate:

¢ Water Service Affordability — 0.3

er and bottom quartile for wastewatet.

Recommendatr Undertake steps to address all areas of the organization best

s assessment. (Refer to Finding ITT-1.)

J scored very low in the organizational best practices assessment. In
some cases, such as manag At succession planning, we found little evidence of anything being done
in the area and in other cagés; such as strategic planning, activities have just been initiated. The
strengthening of these practices within the DPU should become a focus of the strategic planning

comimittee,

There ate several areas w
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Recommendation IIT-2 Undertake steps to address all of the areas of bottom quartile
petformance to move the DPU to a top quartile performer. (Refer
to Finding ITI-2.)

A major focus of the strategic planning committee should be to insute that steps are taken to address all
of the lowet quartile areas identified in this benchmarking process, so as to improve the DPU’s
petformance and move it to a top quartile performer. Specific plans should be developed fot each area
identified in this report chapter.

Additionally the DPU should also inchide the following:

¢ Updating the above performance indicators by comparing these re; o the indicators being

12/18/2014 Schumaker & Company 0






Draft Report — For Review and Verification Purposes Only ‘ 53

IV. Administrative Services

The Administrative Services (AS) otganization provides the primary administrative, fiscal, and
opetational control functions for the Toledo Department of Public Utilities (DPU). It consists of the
following sections: Administration, Accounting & Financial Analysis (Accounting & Float Pool,
Financial Analysis, and DPU/SAP Suppott), and Utilities Administration (Customer Setvice, Billing &
Records, and Legal).” It provides setvices to approximately 131,000 customers estimated to represent
over 500,000 people. Its service area includes Toledo, Maumee ftrysburg, Sylvania, Monroe County,
Lucas County, Rossford, Wood County, Fulton County, an ‘ ’

A. Background & Perspective

Organization

The Administrative Services organization within the Tol
Eschibi 17210 :

12/18/2014 Schumaker & Company 0
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Exhibit IV-1
Administrative Services
2014 Organization

TDRU
Director

TDPU TDPY
Project Manager Commissioner
Toledo Watersays Inifiaive

TDPU
Administratar {Vac)
‘Toledo Public Tower

TDFT
Commissioner
Administrative Serdces

‘TDFY TDFU

Administrator Administrative Analyst
Public Sexvices Public Relations Anlyst
TDFU

Administrative Analyst
Management Relations Analpst

TDPU ‘TDPU
Administrator Manager
Accoucting 8 Financial Andyis Utifities Administuion
[ [ 5 \
IDFU ORI TDFU N TDED
Supervisor Administrative Analyst Sopervisor - Utilities Legal Technician
Accounting & Float Rool DPU/SAP Customer Service Lega

X

13

2 (42 Vacy 25 (43 Vac) 3 6017Vac)

TheU
Supervisor- Utlities
Billing & Recorls

4n 4RI

TDEU
“Administrative Analyst
Financial Anslysis

PR

on Response 2

Goals & Objective
Administrative Services 2013 Highlights
According to DPU managément, this group’s highlights included:’

1. Extended the amount of time for customers to pay their bills from 15 calendar days to 15

business days. This extension generally provides an additional two to four days for citizens to

pay their bills without suffering late payment charges.

2. Successfully completed the DPU/SAP upgrade to enhance internal stakeholder fiscal accuracy

and availability, and to improve external customer service.

Schumaker & Company 12/18/2014
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a. Continued to implement best business ptactices from the Benchmarking initiative into the
DPU/SAP Customer Billing and Information System.

b. Increased notification time of overdue account reminder notices sent to customers’ tenants
to give them 30 days’ notice prior to disconnection.

3. Extended the DPU Call Centet’s hours by 1 ¥2 houts per day to improve customer service by
adding one hout in the motning (7:00 a.m. to 8:00 a.m.) and one-half hour in the evening (5:30
p-m. to 6:00 p.m.).

4. TIncreased the number of occasions in which there wetg

5. Hstablished a “Continuous Improvement Process” for a
among employees in order to streamline operations and 1m

communicaﬂon with and
. This initiative also

g a refunding of the 2005 Seties Bonds) to
ajot improvements for the watet treatment and

12. Purchased and inst
hanlk.

hardware and softwate to digitally process and transmit checks to the

13. Began to implemeéﬁt the hardware and design the software to accommodate the online billing
initiative. Implementation is scheduled for 2014.

14. Hired a Safety & Training Program Coordinator to prioritize employee safety and training across
DPU.

15. Began to setve its first industrial customer, OmniSource, enabling this local firm to save on its
enetgy bills and thus expand its operations on N. Detroit Avenue.
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Administrative Services 2014 Goals
This group’s 2014 goals included:’

1. Consistently endeavor to decrease customers’ waiting time in the telephone call queue to
Improve customer service.

a. Increase employee training in customer service precepts.

b. Implement cross-functional training.

c.  Employ best practices and continuous improvem¢
efforts.

16. Increase positive perception of the Utility through ent
outteach, and collaborative activities.

a.

b.

and in public presentations.

Implement strategles identified through

general public the results of these enforcement activities to
 of and the consequences resulting from the commission of

18. i yimprove the DPU/SAP Customer Service and Billing computer system.

19. Implement Online y Billing

a. Create and implement a cost effective online monthly billing function to allow customets to
view their meter reading and billing data, then make payments electronically in “real time.”
Such tmplementation will improve overall service to customers and reduce the average
waiting time in the call queue.
20. Collaborate with the Department of Finance to greatly improve the timely and accurate
exchange, matriculation, and reporting of financial data to benefit all internal and external
stakeholders.
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Accounting & Financial Analysis
Accounting & Float Pool
Activities petformed by the Accounting & Float Pool group include:’

¢ At roughly 415 p.m. daily, meter reads ate uploaded to SAP. At roughly 5:30 p.m. the upload is
then typically complete, and billing can be processed for that day’s cycles. (DPU has 19 monthly

and 54 quattetly cycles.)

¢ Bill and correspondence printing (2,200 to 2,300 bill
group fot reconciliation of the number of items again
otganization, which in turn mails out the bills to D

‘through ICT (City IT
een posted correctly. Paymentus

~  Checkfree (10(
— IPay (50/day) &
~  Metavante (130 to 200/ day)
~  Huntington (75 to 200/ day)

¢ There is a drop box in front of the Ohio Building whete customers may dtop off payments.
Each day someone from the Accounting & Float Pool group goes with a security person to pick
up any payments, which are processed immediately.

¢ Also coming into the drop box are payments (identified by customer) from “unauthorized” vendots;
Kroger and Meijer stores typically make drops at night and send a total payment via Checkftee.
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4  Also available is the Bank Plan, which deducts customers’ cash payments directly from their
bank accounts, sends a file (roughly 500 itetns/day) for specific customets, and transmits dollats
for the total amount to DPU for processing. On a weekly basis, the Accounting & Float Pool
group downloads information showing those customets who have signed up. BEach day, a file is
also downloaded, which automatically posts to accounts. This file is typically run two days in
advance of due date. As the information in the file “hits” customet accounts and DPU’s bank
account, it is then also sent to Treasury. Typically this process takes approximately four days.

¢ Process transfers and refunds, remove late fees if Cust

+ Setvice approves, as documented
on forms, etc.

4% Besides picking up mail from the United States Post‘_ Service (U SP ch morning for processing

'

by the Accounttng & Float Pool group, the mail clerk also goes to _ ¢ations of the other six

for postage costs.

- 'T'o monitor 2¢ ersus budgets, DPU must create two repozts, one for revenues and one
for expenses t nitor IDPU in total and by division.

-  Operations afid maintenance (O&M) expenses as well as DPU Capital Improvements
Program (CIP) construction projects.

- DPU CIP activities also include quarterly bond analysis and funding/refunding bond

analyses.
¢ Review and log all proposed conttracts prior to the Director’s signature
¢ Consolidations
4+ Analyses

0 Schumaker & Company 12/ 1'3/2014



Draft Report — For Review and Verification Purposer Only 59

’

¢ Reconciliation of watet sent to othet government entities in DPU’s setvice territory; besides
Toledo, DPU does customer billing only for Lucas County and Sylvania; other entities do their

OwWIl.

Wotking with the City Finance Department regarding corrections
Working with the City Debt Officer regarding bond financing
Reconciliation of general ledger accounts

Providing monthly repotts to DPU Commissioners and Director
Help with SAP testing

¢ ¢ ¢ & o

— New repotts and processes involved with trust
= Oaline billing
~  Main/sub ledger reconciliations

being complied with

¢ Answering questions and helpjng with due dates and timeline
requirements

frame. The DPU groups primarily using SAP customer billing are

g, and Water Distribution (meter reads, taps, etc.).” This group also
provides notifications whef' SAP changes occut. In addition, it provides training (often train-the-trainer
type) ot presentations when changes occut. Then Supetvisors within the groups, using SAP customer
billing, typically train theit own employees. This group also provides “how to” training documentation
for call center agent training.”

One of the repotts provided monthly by the DPU/SAP group is a “garbage report.” Because Republic
now performs garbage pickup for Lucas County, the City wants to know the number of properties and
the number of units, because a DPU bill can include water, waste watet, storm water, and garbage billing
items, if they apply."
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One of the Administrative Analysts is the Project Managet for an online billing project. On DPU’s
website, customers can curtently pay bills, but they cannot view bills nor can they see any billing history.
By summer or fall 2014, DPU expects that customers will be able to view their curtent bill plus 12
months’ history. That means commercial customers will be able to see 12 bills (monthly billing), while
residential customers will be able to see four bills (quarterly billing). Utegration, AT&T, and ICT are
helping DPU by implementing this capability. Eventually DPU expects to allow mobile access to these
items.”

Also currently underway is 2 pilot test involving selected landlords‘/ tenants to perform monthly billing
mstead of quarterly billing. Following the pilot, DPU will as ésk
selected ot all residential customers is warranted.”

Utilities Administration

Customer Service

DPU (419-425-1800) based on the amount of data tra c
customers WhO Wa}k in” for service to the walk-in cé

up the Supervisor. There are 20 agents ;
realtor/ title work, dom

assist DPU cust
sewer, storm, re

exchanges, closing acc

emergency and, if so, ¢ d the call to the Call City Hall (CCH) organization.” This group can
also schedule Field Techni sits (specific days according to geographic areas; only the Tuesday zone
has another day that can be used, which is Fridays) based on a four-hour window (8:00 a.m. to noon or

noon to 4:00 p.m. on Mondays through Thursdays) or an eight “hour window (8:00 a.m. to 4:00 p.m. on

Fridays). Sometimes the Customer Service Unit agents must call the Water Distribution Meter Reading
& Inspections group) to ask that special permission be granted to schedule appointments outside of the
normal window of time for a certain atea or request a 30-minute call ahead, which can be an issue if it is
eatly in the morning or beyond 3:30 p.m., when the Supetvisor of that group leaves.”

Any calls regarding DPU water and sewer services and emergencies are typically taken by the CCH
organization at 419-936-2020. Priot to 2007, CCH was part of the Department of Neighborhoods,
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ptimatily taking nuisance complaints. Then in 2007, it began taking city-wide calls and moved to the
Water Distribution building at 401 South Brie. Call City Hall reports to the Field Operations
Commissioner; however, it is not officially part of the DPU organization. Besides DPU water and sewer
setvice and emergency calls, this call center also takes calls regarding streets, code inspections, trees,
potholes, health, and other Lucas County matters.” Approximately 50% of calls are information only,
while the other 50% tequite action on the City’s part. Of this latter 50%, 40% are DPU calls, 50% are
nuisance calls, and 10% ate other calls.* Three CCH employees wotk from 7:00 a.m. to 3:00 p.m. and
two employees work from 8:00 a.m. to'4:00 p.m., with four employees wortking from 3:00 p.m. to 11:00
on other days, E\Only one employee

p.m. on Wednesdays and two or three employees working tlrns £
wotks from 11:00 p.m. to 7:00 a.m. unless many emergencie ‘are occurtmg
are called in.” When CCH gets three calls in a particular gcoéj:aphic area,
nd forth withField Setvices (or other

that case, other agents
nization assumes that

a petvasive issue exists. Information is then conveyed back
departments), including sctipts agents should use when talkmg 3
include a foreman using radio to call the field staff, the website,

messages), etc. For non-emergency requests, it usnally takes about'a’d
Cityworks and converted to work orders 50 ﬁeld Worker

as nece’éféfary, because up-to-date information is not in SAP
ple wotk ordet may take five minutes to enter; however, it
utes if adjustment reversals are necessary. In that case, the
turn sends th an Admmi trative Analyst in the Financial Analysis group. From there they
inistrative Analyst in the DPU/SAP group to handle, especially if a full

can take two to three days.

are sent to a
reversal is neede

¢ When the prior leg ‘y system was used, a late fee was reversed if billing was redone. Now,
although not frequently done, a clerk in the Billing & Recotds group requests the full reversal
from the DPU/SAP group and copies his or her supetrvisor.

¢ Addressing the EL70 implausible report is essentially an eight-hour job each day and is done by
one Billing & Recotds employee. This report highlights bad reads, in versus out discrepancies,
etc. Once reviewed, this employee gives the information to Customer Service Unit agents,
particulatly one, who makes proactive calls to customers and asks for customer rereads. If
customets can’t read, then the agent may schedule inspections.
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¢ Addressing the EL70 two etror code report, which highlights zero consumption as well as high
consumption, is done by another Billing & Records employee. This employee either releases
the item and a bill is sent or aletts the Water Distribution Collections group to have field
wotkers leave a green card notice at the customer’s location.

¢ These activities also include testing SAP, as necessary, each time something changes, including
upgrades and rate changes.

Also assisting Billing & Records with entering work otder completions in SAP was the Watet Distribution
Collections group, located at 401 South Erie. DPU Water Di tion ﬁeld wortkers complete a work

order and manually complete paperwork. When they come Back to South’ Etl
sent to the Billing & Records group at 420 Madison. The Bl]]mg & Record
reduce a six-month backlog of enterlng completed Work ord data in SA;,P ‘th

'e paperwork is then
D, which was ttying to
t many of the sitnpler

s left. When a payment occurs at
the Collections group, who must

; hey are assisted by an Intermediate Clerk, who primarily helps
San 23 obate coutts involving tax foreclosures and liens. In addition, she
egal unit. The employees in this unit are assisted functionally by City

with ﬁlmgs at commao p‘:
also picks up mail for the

attorneys who are co-located-in the same office area.”

The Legal Technicians’ specific focus areas include:™
¢  Primarnly bankruptcy cases, in which the Legal Technician gets notifications, updates the
system, and files proof of claims; also lien paytments and auditing of books”

4  Primarily interaction with collection law firms, in which approximately 30 days after tutrnoffs, if
no payment is recetved, referrals are made to collection law firms; also reviewing closed
accounts and sending them to collection law firms; involvement in theft investigations by
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preparing pre-ttial documents and going to pre-trial meetings, although the UA Manager is the
person typically going to trials and is also involved with lien letters”

¢  Primarily sheriff sales, lien pteparation, and creation of certification list™
¢  Primatily foreclosures involving both taxes and mortgages™

Legal Technicians, along with the UA Manager, can go to coutt to testify regarding knowledge of

accounts.

Staffing Levels

Eschibit 117-2 illustrates the Administrative Services staffing levels from 2002 t6:2013.>

...... Exhibit IV-2
Administrative Setvices
Staffing Levels
2002 to 2013

T —— e B
: B0 o cmen e e n e -
D90 e s
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P50 -
a0 - - ‘ N o e
30 - e '
20
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2002 2003 2004 2005 2006 2007 2008 2008 2010 2011 2012 2013

“

Source: Information Ré:
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Systems
The systems currently in place for Customer Setvice & Accounting functions include:”

SAP (current customer setvice system)/CIS (priot systemn)
Internet

Microsoft Office Suite — Wotd, Excel, PowetPoint, and Outlook
Auditor’s Real Estate Information System (AREIS)
Court Dockets

Secretary of State website

Cityworks

Paymentus (online bill payment)
Check 21 (check vetification)
CISCO Viewpoint (network security)
JIRA (bug and issue tracking)

OnBase (wotkflow, document, and records management)

Stop Process
Multline telephone systems
Standard copy machines

LA B R K AR 2 2 B IO Y

Curtently, the City of Toledo has a Cisco/Intéinet protocol ( ) Telephony' system bemg used at 10
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Financial Results

DPU’s financial results for the year ending December 2013, broken down by water, sewer, utility
administrative services, and storm are illustrated in Fachibit 117-3.7

Exhibit IV-3

Toledo Department of Public Utilities

2013 DPU Financial Results

Statement of Revenues, Expenses, and Changes']

‘Fund Net Position

Proprictary Funds
for the Year Ended Decembér 31, 2013
(thousands)
Adimisfrative
Waler SeEmEr Seryites | _Btorm Sewer
DPERATENG REVENUES
Charges fior Serviras 5 543 35 &5 3 T 3 o405
(thar Raveme &3 15 - . 15
Totsl Dparating Reveans 247G §2.712 F045 G630
UPRRATENG EXPENSES :
Fersemae] Sarvices 13,192 18,484 Fa4E B
ieairachus] Services TOELT 4,505 3339 : 5476
Wlaterials and Supplies Al 3036 04 1,347
[eilities 178 3,196 EE) 54
Degredation 5,109 14,305 7 -
Total Operating Expeases 35,838 43,718 s 1514
pesztine Tnrarra {Lass) 16,545 25,003 {13400 6.8
NONOFERATIVG REVENUES (EXFENSES) 2518
Imnectoeent Esrrings Bz b4 85
Toabress Expanna wwd Fieeal Chages {1 £7.580 -
« Total Menapersting Bevemes [Expemss) (10211 £7.535) 85 29
Trerss (Foss) Bafure Tmmaiss and Contibaricns B43F 15417 (LM% "
Capin] Contritnsions. - &0 - i
Trasfasn - - - 2848
Tiramsfers Ot 75y 5 -
Chanee n Nat Pasition 35 18,387 £1.243) W
et Postion st Jenwery 3, a8 restaipl 150833 251 426 IHE 2973
et Doaitiem st Decemier 31 § 1503 % T0A0E 8 130 )
47,568
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B. Findings & Conclusions

Strategic Planning/Financial Planning

Finding IV-1 DPU’s strategic planning and financial planning activities focus primarily
on budgeting, not strategic planning activities, although the rates model is

used for comparative putposes when developing the yearly budget.
Financial Planning

Exchebir IV 4 illustrates DPU’s financial planning process to dévelop a mul operating financial plan.”

Exhibit IV-4
Financial Planning Process
2014

Multi-Year
Financizal

Analysis &
Modeling

Council
Decision-
Making

Toledo Utility Multi Year -O‘p_éraﬁng Financial Plan

Cash Flow Analysis serves as an overall maﬁégemeﬁt tool to help defermine:

0 Necessary Rate/Revenue Increases to meel Operating and Capital Requitements
¥ Viability of Funding Sources — Bonds, Loans, Pay-As-You-Go
Debt Structure and Size :

Band Sale Timing and Frequency

Source: Information Response 23
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Several funds are used to account for water and sanitary sewet revenues and expenditures, as shown in

Exchibit 1V7-52 -

Exhibit IV-5
Flow of Utility Revenues
2014
E.E‘IEINEEE
. i Dight
Uperating o
Acooaeet ' Service
Aosolit
Opemition, DPU Cepital Debt
_Mamiv.gmnce | Program for Bervice
anc [ Fullowing Teyrachits
Beplacement | ; Yeu
- . S !
Expenzes ]
¥ _ g l
Beplacement 1 o
L pravemant
Expendituras Expenditures
¥ _ ¥
Impsovement ,
EReplacement mlgm d L Improvement
Fiirtsd i Fand
‘ Bond Hond ds“fé
Surplus Bond ~a Ioprovement | @Gﬁiﬂﬂjém
Teverue Proceeds Fund Pt o
Kate Tt Cu&iumr.ﬂepnsffs
Stabilizaiion Castomer mg; g 3020 Gowermment
Tl Dotz Fup Escrow Account |

Source: Information Response 21

Funds placed in the replacement reserve accounts are intended to replace existing assets; the reserves ate
funded with revenues in excess of opetations and maintenance expense requirements that are
transferred from operating funds.” Funds placed in bond improvement reserve accounts (Funds 62 and
72) ate intended for capital additions that ate funded with bond proceeds.” Funds for the improvement
accounts (Funds 61 and 71) are taken from operating account revenues, with targeted funding equal to
the following yeat’s capital improvements budget plus § 1million.”
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Budgeting

The tecent changes to the opetating budget processes in Toledo represent a significant departure from
past practices. The individual departments and divisions are much more involved with the process and
there has been positive movement toward matching available resources with spending patterns.
According to City management, the monitoting of the budget has become much more tigorous in the
past two years, in patt because of the City department’s work with City Council to pass the budget much
eatlier than requited by the City’s charter.”

The format and pteseﬂtation of the budget changed Si.gniﬁcan"

To accomplish this goal, depattments were called upon to prov:
accomplishments, and petformance measures.”

Like 2013, the 2014 budget also incorporated the City’
operating budget process. While the operating and C

oderate the budgetary requests of departments given scarce
ed be an iterative one, with the City Finance Depattiment

constantly in comm :

SAP fifiancial system’s reporting capacity to guide decision making on their
own within the parametets api)roved budget. In other wotds, divisions ate able to (and will be
expected to) monitor and e their own budgets, making many spending decisions without the
involvement of the City Fitance Department, provided they stay within theitr budgets.”

are also able to use

The 2014 budget cycle again used a “modified zero based” budgeting approach, which is closely
monitored by the City Budget Office.” With regatd to DPU specifically, the 2014 budget was essentially
limited to 3% over 2013’s actual figures.”
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The budget development schedule for the 2014 budget was as shown in Fahébit I17-6.”

Exhibit IV-6
Budget Development Schedule
2014 Budget Cycle

May 31, 2013 Budget guidance released to departments

May 31 — August 2, 2013 Meetings between departments and Budget Office
June 11, 2013 CIP budget guidance released to departments
August 2, 2013 Departments submii draft operating budget materials
August 12, 2013 Departments submit draft: CIP budget materials

August 30, 2013 City Finance Departmént completes dlaft budget
August 30 — September 20, 2013 Review by Mayor a.nd'Deputy Mayot |
September 20 — October 4, 2013

October 4 — November 15, 2013
November 15, 2013

December 3, 2013

November 15, 2013 — January 28, 2014
December 3, 2013

December 10, 2013

ordinance fof. }anuaty
Novembert 15, 2013 — January 28, 2014 | Public meetmgs
January 28, 2014
January 28, 2014
March 31, 2014

: Information Response 17

submission and presentau DPU, howevet, neither goals and objectives nor detailed performance

measures were always included in the budgeting process.

Finding IV-3 Formal monitoring of actual versus budget reporting is not being done by
DPU management or staff in all divisions

In the past, DPU created monthly reporting of actual versus budget information and data. In addition,
DPU held monthly meetings, but these activities are not necessarily now being done.” Also the ongoing
monitoring of DPU actual versus budget fipures, including developing an explanation of why significant
variances exist, has not generally occurred at the vatious DPU divisions, although recently the
Accounting & Financial Analysis group has begun to focus on these activities. ™
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Other Financial Management Practices, including SAP Issues

Finding IV-4 The way in which the SAP enterptise resource planning (ERP) system and
data warehouse is currently being used results in vatious issues.

Several SAP issues within the Accounting & Financial Analysis group currently exist:™

¢ DPU does not bave access to its monthly financial staterments fm??f z‘be 5AP ERP y}fz‘em, but wanst z‘mée data from
the data warehouse and ereate such reports manually. — DPU cafin
from the SAP ERP system. It would like to be able fo
access. Now DPU must run the business Wﬂi’ﬁhOUS?
expense data. The Utiity must then take both types
statement format.

AP HRP gystem.
—Journal entties can’t be done ditectly by DPU’s Accountmg- i anclai Analysls gtoup, but must.

Currently DPU does not use the bus
putchased the warchouse, but later
reports, DPU must go to ICT (o
& Financial Analysis i ) e sevetal reasons why DPU can’t get the customization
£ ¥ ou:rces and (b) limited dollars. That is because DPU

The Accounting & Finahcial Analysisgfoup has essentially stopped full reversals (except in a few cases),
documentation involving reversals. Instead an adjustment reversal
was implemented, which t'get rid of all documentation. However, the Customer Service/Billing
& Records groups find it ex f emely difficult to explain to customers what is happening now that the
adjustment reversals are belng used. The Customer Service/Billing & Recotds groups believe it’s a
control issue, but the Accounting & Financial Analysis group indicates that the process is needed to
eliminate full reversals for accounting purposes.™

because such activities'g
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Performance Measurement System

Finding IV-6 DPU has no formal performance measurement processes or systems in
place.

While the City Budget Office has some key performance indicators (KPIs), DPU does not do anything
official regarding KPIs.” The only similar action taken is to monitor compliance with rate and bond
financing targets,” or to compare DPU rates to other eatities through mechanisms such as the American
Water Works Association (AWWA) or regional surveys.”

Financial Management
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Exhibit IV-7
Financial KPIs
2010 to 2014
T aega "

Current Ratio (Current AssetsfCurrent Liabilitias) 0.97 1.31 1.78
Quick Ratio {Cash & Cash Equivalents/Currert Liabilities) 0.30 .10 0.82 243 2.98
Cperating Ratio (C8M\Total Operating Revenus) 0.65 Q.75 a7s 0.59 0.67
Net Take-Down Ratio (Operating Income - OBM/Gross Revenue) 0.43 0.60 0.27 G.42
Liabilities te Total Assets 0.39 0.65
Debt to Equity Ratio (Tofal OfS Debt/Equity) 0.64 1.88
Debt Ratio (Totzl OfS Debt/Total Assats) 0.34 1,24
Debt Senvice Safety Margin (Net Operating Income-Debt Service/G 0.42 0.14
Restricted Assets/Restricted Liabilitias 0.22 -

Debt Service Ratio (Gross Revenue - Operating Expense(Met of Dej

Current Ratio (Current Assets/Current |iabifities)

Quick Ratio (Cash & Cash EquivaientsfCurrent Liabilites) 3.74 364
Operating Ratio (O%M\Total Operating Revenue) 0,52 0.42
Net Take-Bown Ratio (Operating Income - OfM/Gross Revenug) 0,10 {0.09)
Liablliges to Total Assets 114 1.08
1.38 129
110 1035

022 0,20 012
0,08 0.07 017 017

2.66 311 285 154

e4 Rok Cajcnlats

Source: Information R

ent; DPU does not calculate the system renewal/teplacement rate. $50

ear increase in water rates, which commenced in Januaty 2014, was set

According to DPU managet
million suppotted by the fi
aside specifically to quadrtipie the previous replacement rate of the watet distribution system (from 377
yeats to 100 yeats). However, because the Utility was already behind in its replacement of this
infrastructure, the improvement, while significant, is not a panacea. Prior to 2014, apptroximately $2.5
million was spent annually on water line replacement. Beginning in 2014, that amount is now
approximately $10 million on an annual basis. The plan calls to teplace at least 1% of the system per
year (based on 100 years of expected life); teplace all 47 mains setving hydrants within 10 years, and
close all significant dead-end mains within 10 years.”
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Other information received as patt of this request incladed:*

¢ Investient activity report (April 2014)
¢ Investment portfolio (as of April 30, 2014)
¢ Outstanding investments by fund (daily since Decernber 31, 2002)

Customet Service

Schumaker & Company tequested information regarding DPU’s customer satisfaction KPIs (targets and

rcsults) for the last five years (201 0—2014) regarding each of thi fo]lowmg metricgs
sruptions of sewer

ustomer service
ntlal cost of sewetr

pet account; and bﬂ]mg accuracy per 10,000 billings.” Included
provided by DPU, although none of those requested was providet
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Exhibit ITV-8

Customer Satisfaction KPIs

2010 1o 2014

DISRUPTICNS OF SERVICE/1,000 ACCOUNTS

Approved Ordinances 21812011

9% Water, TWI Sewer Fixed, 3%Sewer & 0% Storm (No Refuse Fees)

2011 2012 2013 2014
TWI Fixed 1187 11.87 11,87 11.87
Sewer Fixed 18.66 19.22 19.80 20.39
Sewer Volume 24.49 25,22 25.98 26.76
SEWER 55,02 56,31, 57,65 53,02
Water 5,17 10,00 | 10.50 ' 12,34
Storm Water B8.54 8.54 8.54 8,54
TOTAL [ 77m|d 7ass[s  7708[8 7900

Qi rly Gost - Average Residential {$}
5/8” Majer Based on 3,000 Cubic Faat

2011 2012 2013 2014
T Fixzdl 15.22 15.82 15.82 15.82
Sewer Fixed 24.88 2563 26,40 7719
SewerVolums 97.95 100,59 103.92 107.04
SEWER 138.65 142,34 146.14 150,05
Watar 36,689 39.99 4359 49,35
Storm Water 11,39 11.39 11.39 11.39
TOTAL [$ ase73]s 19372]8 20012[3 2079

BASEMENT FlLODDING GOMP. (PRIVATE

MONTH | 2010 201 2042 2013
Jan 44 53 A3 165
Fab 44 61 A1 121
Rlar k1 116 1i6 il

129 27 -]
o7 a5 24
45 22 438
30 a8 24
45 31 B
53 35 st
7 EL] 20
166 A8 39
56 58 B3
952 567 1,279
E 5 1
b
DING GOHLP, { MAINPLUGGED)
01 2093
15 48
EE) 35
kL 19
42 14 22
i7 iz ]
5 13 %)
] ] 2
7 15 2
12 L 12
16 18 16
3 17 12
a0 EY) a
243 212 212
2 2 2

0 1] Q i9
i) 4] o 3
o o ) [r]
47 El 1 ]
) a6 3 [:]
[+] o 7 G
2 ] 4 7
a9 10 3] el
[1] 1 1] o
[1] 3 1] 1
1] pu: o o
o 3 o o
P % 23 P

0.433628 0603448 0208636 0.377193

SANITARY SEWER REPAIRS

2010 | 2041 202 | 2013
EL] az 47 L]
] a8 62 23
34 21 68 =)
32 61 BE A
33 40 45 s
44 a0 40
42 72 50 EE]
50 73 3] 49
prg 46 58 0
42 L) 52 )
2 57 25 2
B o EX] 2
420 &7 647 496
4 6 6 4
STORM SEWER REPAIRS
2010 2014 2012 | 2m3
3 12 ? ]
) 7 7 7
iar 9 9 a2 7
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Customer Satisfaction
Customer Setvice Unit

Finding IV-7 Escalation of calls to Supetvisors is not done electronically or at the time
the issue is identified.

Escalation of calls to Supervisors is not done in a timely manner. When required, agents complete a
papet form, Whlch is put into a box for Supervlsors to address.sWhen they have time, typically within

DPU does schedulin Servlce requests. Not only can’t agents guarantee that times will be met, but
ific'days based on specific geographic areas within the service area. The

they also schedule visits ‘
* agents can specify either motning or afternoon when scheduling service request visits, but they cannot
schedule visits in which field workers call ahead to customers, unless it is the last resort.”

Customer. Service Unit employees also indicated that it is often difficult for employees, such as the
Utilities Administration Manager ot the Customer Setrvice Unit Supervisors, to reach Water Distribution
management, especially at the beginning or end of the day, to discuss the specific scheduling needs of

customers.”
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Finding 1V-11 The SAP billing system requites DPU agents to type in information that
should be available in drop-downs.

In SAP, agents must curtently type in the following information in a freeform field when scheduling
service requests, because no drop-downs are available:”

¢ Morning (a.m.}/aftetnoon (p.m.) prefetence by customer for service visit by field wotker

¢ Description of what is needed of the setvice visit by field wotker occuts

4  If the customer (or someone for the customer) will be
whotn

nsite during the sérvice visit, and if so,

¢ Telephone number and name of person making call :
Shop, often won't call if there’s a problem)

. Tt would
d help provide consistency
swhile a:fteeform description

may be appropriate, there is no coding an agent can d“‘_
problems or issues typically exist when a customer call
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Finding IV-13

The DPU Customer Service Unit has available statistics by month, day, and hour, as illustrated for the

March 2014 10 Exhibir IL7-9.°

The DPU’s Customer Service Unit Call Center performance
statistics are improving,

77

Call Center Work Study by Day and Hour

Exhibit TV-9

March 2014
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Exchibit IV-10 1llustrates the DPU Contact Service Queue Activity Repott for 2013 and 2014 (through

April 8, 2014).

Exhibit IV-10

Contact Service Queune Activity Report
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The CCH’s call volumes are lower than the Customer Service Unit’s call volumes are, as shown in
Flschibit IV-12, but similarly the volume by month is relatively stable.”

Exhibit IV-12
Monthly Call City Hal Statistics
2013
Average
Average | Average Call

Wait  [Talk Time| Duration

Month Received [Handled |(Seconds)|(Minutes)

January 7654 6330 15 1:14

February 5855 4745

March 6383 5112
April 7760 6265
May 8956 7223

June 9057 7369
July 9105 7151

August 8778
September 7040

October 6073
November 5288
December 601

ras 24 seconds, altho

average wait tine h CCH management indicates it is usually roughly 13

seconds.”

Finding IV-14 le ¢all centers typically confuse customers, reduce staffing

, and inctease costs.
When contacting DPU, customers have two telephone contact points, including:™

¢ DPU Customer Service Unit (Ohio Building) for billing issues
¢  Call City Hall (Water Distribution facility) for water emergency issues

The utilization of multiple contact points often results in an increase in call transfers, plus the need for -
additional staffing. These factors increase call volumes (multiple handles) and associated staffing
requitements, while also potentially increasing the total ime a customer spends on the telephone trying
to get an issue resolved.
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Appeals Process

Finding IV-15 Appeals to the Adjustment Committee include only DPU management
employees and appear to be generally done without bias; however, the
lack of outside involvement on the committee may give the perception
that this is not true.

Any customets who question ot dispute any charges on the DPU utility bill pursuant to § 104.04
(Council Proceedings section) should contact the Customer Setyice Unit for clarification or cotrection

of disputed charges.”

If the dispute is not tesolved by the Customer Service Unit,
days of contact with the Customer Service Unit to the DPU’s?;
should clearly set forth the issue or issues in dispute, the basis fo

- §104.04, along with any proof, such as copies of bills, necessary t

Meter Shop
Meter Reading

Customer Service
Billing

¢ b o

nial, or denial of the claim. Any customers who receive a
e and who still, in good faith, believe the previous dentals

warranted. Heatrings ¢

justrment pursuant to §104.04, or if the customer raises new issues
t before the Adjustment Committee.™

justification exists to prov]
that wete not previously b

At an administrative heating, the customer bears the burden of proof. The customer presents his or her
case at the administrative hearing and provides all proof or documentation to justify the claim for relief.
DPU will also present a case that responds to the customer’s case. The administrative hearings are
presided over by an Administrative Hearing Officer appointed by the DPU Director. The decisions of
the Administrative Hearing Officer are final appealable orders of the City pursuant to Ohio Revised
Code (ORC) Chapter 2506."
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Additionally, the Adjustment Committee was several months behind this summer in addressing
customer letters. This lag was due to increased activity this past winter; however, by July 2014 the
committee was caught up and back on schedule.”

Collections & Write-offs

Finding IV-16 DPU’s collections and write-off processes are substantially different from
those used by other utility organizations.

The DPU programs available to trouble customers include:®

30-Day Waiver/Medical Cettification

Social Service Agencies/Vouchers for Payment
Salvation Army ‘
Veterans Assistance

Community Parish Contributions

> > ¢ ¢ @

Statistics for the above-referenced agencies have not be

$2,000,000.00 -~

$1,500,000.00  ~---
¢ $1,000,000.00

$500,000.00  ~~--

2009

2011

Source: Information Response 62
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Collections

Over the last couple of years, the 12-month average atrears has generally been climbing, although 2013
was lower than other years, as shown in Exchibit [V-14.7

" Exhibit IV-14
12.-Month Average Arrears
February 2012 to December 2013

© $2,000,000.00

- $1,500,000.00
~ $1,000,000.00

$500,000.00

$0.00
2009

2012

Source: Information Respon

(f more than $195 balance) most accounts went to collection

, once they hit a certain
‘ctions law firms instead, which is extremely unusual for

w, since 2007, they go to

Write-offs

The City-wide write-off: :be uniform; therefore, cutrently no policy exists,” unlike it does in

most utility organizations.

Also, DPU accounts are wiitten off only due to banktuptcies, court orders, ot adjustments, not if they
have been determined to be uncollectible by collection law firms.” Again this is unlike the situation in

most utility otganizations.

When accounts are written off, a write-off form is completed with account number, name, setvice
address, write-off amount, and explanation for wtite-off. Screen shots of the final balance are attached
to the original write-off form. The form is approved and signed by the Commissioner of Administrative
Services and DPU Director. The form is then given to an Administrative Analyst in the Accounting
Department to record in DPU’s customer account in SAP.”
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Billing & Records

Finding IV-17 Although the Billing and Water Distribution Collections groups are now
both working to input work orders to SAP, the lack of using electronic
wotkflow for sending documents, coupled with these groups’ different
Iocations, tesulis in inefficiencies in workflow activities.

Two different DPU groups are now working to input work orders to SAP, particularly due to the
increased backlog, as discussed in Finding TV-18. The group primarily responsible for these and other
billing activities is the DPU Billing group located at the Ohio Building, R‘é_‘gentlynfﬁe DPU Water
Distribution Collections group, which is located at the Wates Distribution , added input of
“stmple” wotk ordets to theit regular duty of developing routes on a daily basis for field workers in the
Water Technicians group.”

When Water Technicians complete a work order, they bring pap et IDistribution
facility, which is then sent to the Billing group at the Ohio Building. Billing group then goes through
the paperwork and sends selected ones, usually “simple” Collections group at the

otdets, ba¢

this study was typically six to nine months, which results in
eir account. In addition, it can inctease the extent to which

By October 2014;it
the Water Distributio

Finding TV-19

Some of these backlogs mclude simple items, plus othets, such as exchanges and rebills; however, DPU
does not have standard rules for tebilling. ‘This tendency further complicates the situation because
Customer Service Unit agents often do not understand what is occutting when customets call in.”
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Legal Technicians

Finding I'V-20 Each of the Legal Technicians reports directly to the Manager, as do other
groups, without having a Supervisor for their group.

The Tegal Technicians within the Utlities Administration otganization provide support to City attorneys
assigned to DPU; however, their administrative supervision is provided by the UA Customer Service
Unit Manager. This type of supetvision is unusual for a utility organization.”

C. Recommendations

Strategic Planning/Financial Planning

See Chapter IV — Operating Divisions for specific recommendations tegatding strategic ‘planpjﬂé suggestions.

Recommendation IV-1 Improve the annual D
incorporate detailed g_'

incotrporated into

Recommendation IV-2

the Administrative Services division should be required to
al ﬂguxes ona monthly basis. When “slgn]ﬁcant vatiances ate

can be compiled and prow léd to senior manageient. Either minimum petcentages or dollar limits
should be developed that de gnate a vatiance as “significant” and that tequite comment in theit
monthly explanations Ieportmg
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Other Financial Management Practices, including SAP Issues

Recommendation I'V-3 Wotk with the City Finance and ICT Departments to expand
DPU’s SAP capabilities. (Refer to Finding IV-4 and Finding IV-11.)

The DPU Accounting & Financial Analysis group should begin formal discussions with the City Finance
and ICT Depattments to have expanded SAP capabilities, such as:

¢ Change secutity features such that DPU can, at a minim have access 1o financial statements
for DPU and each of its divisions ditectly from the SAP ERP syst:" i
separately format retrieve revenue and expense data. and then take
them into a financial statements format.

¢ Implement workflow capabilities in SAP such that dest
etployees in DPU can directly make journal entries into S
Department employee(s) review these entries. -

¢ Hxplore adding setver equipment so the Accouni

for assistance.

The DPU Utilities Administration group S|
to allow more drop-do; the SA

appropriate Accounting & ] Sinancial Analysis employees petforming the rebilling and all Customet
Service Unit employees explaining bills, including rebilling, to customers should be extensively trained
on this topic.
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Performance Measurement System

Recommendation I'V-5 Establish a formal performance measurement process for all DPU
divisions that supports the Utility’s strategic planning process.
(Refer to Finding IV-6.)

Goals and objectives are being created during the strategic planning process that has been developed as
a part of this project. These will be quantified with specific performance measures to the extent
possible.

Customer Satisfaction

Customer Service Unit

Recommendation IV-6 Have agents contact Supetvisois imi
calls is necessary. (Refe

¢diately when escalation of

] s of het calls should be regularly monitored
" Currently thf: Customf:t Service Unit has one

Also, refer to Finding ] d R, 'ﬁmmdm‘z’m IV7-9 for additional discussion regarding training

requirements.

Recommendation IV-8 Modify setvice request and implementation procedutes to imptove

customer interactions. (Refer to Finding IV-10.)

Whenever possible, Customer Service Unit agents should schedule service calls on designated days for
the morning or afternoon. Also, in1 all cases, field workers should be requitred to call ahead to customers
when they ate close to arriving at the customer’s location.

Because communications between the Utilities Administration Manager ot Customer Service Unit
Supervisors and Water Distribution management is frequently difficult, formal backup employees should
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be provided to the Customer Service Unit when discussions with Water Distribution management are
necessaty to handle specific scheduling situations.

Recommendation I'V-9 Assign at least one dedicated training staff to the Utilities
Administration group to provide regular training to Customer
Setvice Unit and Billing & Records employees. (Refer to
Finding I'V-12.)

Such dedicated staff understand what Customer Setvice Unit and Billing & Records employees should
be doing to perform their jobs with regatd to best practices. It
who are ttainers have a background in providing training, because training
imperative to this position. Training of these groups should be performed teg
individual assumes a new position. All employees should receive: y

ilso espécially nnportant that staff
is a skill set that is
dtly, not just when an

least annually ot
mote frequently when changes occur.

Recommendation IV-10 Integrate DPU billing and water emefgency calls into one
Customert Setvice Unit. (Refer to Flndm V-14.

2
stie; however, having this
'j;vice Unit handles only DPU

otganizations involve bot mployees and external individuals. This involvement by both will
help ensure that bias is no the DPU appeals process and also that there is no perception that
bias occuts when the committee makes its decisions.

i
By

Collections & Write-Offs

Recommendation 1V-12 Petform a formal investigation and study focusing on determining
the costs and benefits of using collection agencies and collection
law firms. {(Refer to Finding I'V-16.)

One of the concerns that Schumaker & Company has is that use of collection law firms, rather than
collection agencies, for attempting to collect amounts owed by customers that have reached a long-
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overdue period would be the possibility that the use of collection law firms might be more costly and
not necessatily more beneficial than using collection agencies. Our firm has never seen a utility
organization use collection law firms for collections activities.

Once a formal investigation and study has been done to identify the costs and benefits of each type of
collections organization, if the results show the collections agencies would be a better practice, then
formal changes should be made to convert from collection law firms to collection agencies.

Recommendation FV-13 Develop a formal write-off pohc for the DPU orgamzatmn (Refer
to Finding IV-16.)

Not only should DPU develop a formal policy for writing of ccounts due |
orders, or adjustments, but it should also include accounts which, on they have
organization, have been determined to be uncollectible, even tho

nkruptcies, court
one to a co]lections
ito on of these

three categories.
Billing & Records

Recommendation 1V-i4

Recommendation IV-15  Assignia Supervisor who supervises the Legal Technicians and
I¢ currently located in the Utilities Administration group. (Refer
inding IV-20.)

Having the Legal Technicians and Clerk report directly to the Utilities Administratton Manager causes
this manager to have too many employees repotting directly to her. In addition, she has only
administrative duties with regard to these employees because the City attorneys located close by
provides functional oversight. A Supervisor position should be added, possibly filled by one of the City
attorneys, to supetvise these employees. It may also make sense to transfer this group out of the
Utilities Administration group.
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V. Safety

A. Background & Perspective

The City of Toledo Department of Public Utilities has an Administrator of Public Services (Safety
Administrator) that setves as the safety coordinator. The Safety Administrator repotts to the

Commissioner for Administrative Services as shown in Ex/bibit Iizf, Thete ate no additional staff
dedicated to occupational health and safety within the DPU.

Exhibit V-1
DPU Safety Organizati
2014

Department of Public Utilities
Director

Administrative Services
Commissioner

Public Services
Administrator

B. Findings & Conclusions

Finding V-1 DPU occupational injuty tates exceed comparable industry benchmarks.

Using standatd mettics, Schumaket & Company analyzed DPU occupational injury rates and found that
DPU’s safety petformance falls far below that of comparable organizations. Benchmarks used were
utilities across the country, municipalities across the countty, and water utilities data from the American
Water Wotks Association (AWWA). In evety case, DPU’s safety performance was substantially worse.

To petform any of the standard safety metric caleulations it is necessary to know the total number of
houts wotked (not paid) by all employees in the organization. Ohio reports data somewhat differently
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than the standard Occupational Safety & Health Administration (OSHA) numbers. A precise figure for
total DPU employee hours worked was not available (although good data for several of the divisions
was provided). Using the total average full-time equivalent (F1E), adjusted for leave nsage and
overtime, we were able to make an estimate of total hours worked that we feel very confident using it to
calculate standard occupational safety metrics.

Pethaps the most basic safety metric is the incidence rate. This measures the total number of reportable
occupation illnesses and injuties and standardizes the figure for organizations of different size. DPU’s
incidence rate for 2013 was 13.5. This was more than twice that 6f.any comparable benchmark group.
Exchibit V-2 provides incidence rate comparisons. ;

Exhibit V-2

Occupational Injury and Illness
(Reportable Incidents per 100 W,

2012/2013

16

135

14

12

1

Hationdd Uuliy Average™  Waticnal Loc sl Goeemrment TOHGE 2013
Agrage™

“'tﬂsﬁcs, Suxvey of Ocgipational Injuries and Ilnesses, 2012
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The incidence rate has fluctuated somewhat over the last three yeats, but in each year was significantly
higher than benchmark rates. Fxbibit 17-3 provides the DPU incidence rate for the past three years.

Exhibit V-3
Occupational Injury and IHness Incidence Rate
(Reportable Incidents per 100 Workets)
2011 - 2013

140 e

— T 135

120 e e —— . I e e

100

84

ﬁ'ﬂ R S - N

2.0

0.0 T ! 1
2011 201% 2013

The incidence raf !
tate may refléct aggressive tepotting of niinor injurie ‘The day-away, restricted, and transferred
(DART) measures cases with lost work-days and ptovides insight into the sevetity of injuries. Here
again, JOPI fety performance falls fir below benchmark measutes and is three times as high as any
of the benc 1 ; compatisons. DART!fate compatisons are provided in Exhibit /4.
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Exhibit V-4
DART Rate
(Day Away, Restricted ot Transferred Cases per 100 Workers)
2012/2013
£
&
¥
&
B
&
3
i
1
i
Matiamal Local Governitient FOFU J003
Awonige”

This is an impc
compensation medical and indemnity’

on top of the direct and indirect costs associated with lost
in Bxhibit 17-5.
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Exhibit V-5
Occupational Injury and Illness Severity Rate
(Lost Worldays per 100 Workers)
2013
DL o ceion e ramna e e conimnim i o e << 2 e e A A b4 ke e L %8 b AP £ e 3 38

e DTSR - -

AW Median™ EWNOAE T5TH Percertin®

Source: * Lafferty, A. K. and Lauer, W. C., Benchmarking
Works Association, 2012, Page 56.
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Exhibit V-6
Occupational Injury and Illness Severity Rate
(Lost Workdays per 100 Workers)
2011 - 2013

200 83.8
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0.0 T T ]
2011 2012 2013

highest injury 10 ,
of physical labot, but thore typlca]ly indoors and without heavy equlpment experlence fewer employee
injuries. Techmcal an

safety resoutces and initiatives and, perhaps, calls into question the
Ott safety committees in the technical and administrative ateas.

this data presents a clear 3
allocation of resources to s
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The incidence rates for each division are provided in Hochebit 17-7.

Exhibit V-7

Occupational Injury and Illness Rate By Division
{Reportable Incidents per 100 Workers)
2013

*Based on estimated total emplo
*#Based on actual emplo
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Bxchibit 1V-8 provides a compatison of sevetity rates by division. Water Reclamation, with a substantially
lower incidence rate, has the highest severity rate. As mentioned in Finding 17-1, the severity rate can be
influenced by a single significant injuty in the way the incidence rate is not.

Exhibit V-8
Occupational Injury and Illness Severity Rate by Division
{Lost Workdays per 100 Workers)
2013

250.0

2000 -

1200 -

T0C.0

Findin Safety perform is not:measured and communicated.

rovement initiative requires petformance measures. At DPU, safety measutes are not
ind do not appear ¢ shared with managers and safety committees. Safety

icy and compl ance driven, but are not informed by any data regarding actual
Company believes the relatively poot performance documented in

routinely calculd
activities appear to

petformance. Schumak
Finding V-1 reflects the lac ata and drive to improve.
Finding V-4 Saféty accountability at the operational level is weak.

A 2010 report by the Water Research Foundation (formetly AWWA Research Foundation) and the U.S.
Eavironmental Protection Agency (USEPA) found that a lack of accountability for safety and health
programs was a key factor in poor safety performance.”
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The compatatively poor safety performance of water utilities can be attributed to the widespread Iack of
accountability for safety and healih program performance. This research provides more evidence that
without leadership accountability, otganizations are unlikely to develop osganizational structure or to apply
the resoutces necessary to achieve even average safety petformance. An advanced safety and health
cultute, Le., one that places wotker safety and health at the top of organizational priorities, is the result of a
sustained leadership commitment to improving worker safety and health, Utilities with top-flight safety
programs realize the benefits of fewer injudes / illnesses, including decreased direct costs of worker’s
compensation and property damage, as well as substantially lower indirect costs associated with lost time
and operating inefficiency. Indirect costs ate typically not tracked at water utilities, but have been shown to
exceed direct costs in general industry by several times.

though the Director
appears to be very committed to employee safety, we did not see evidence of il at the commissioner

safety performance. Supervisors (and safety committees, for th
performance data to dtive 1 lmprovements (as discussed in Findln .

A ce data is routinely
Accldents and m]utles

There is ngjaccepted standard for safe ffing levels but water utiliies are generally considered to be

undeg : % Factors such as number. employees system complexity and age, number of locations
and geographic dispersion, the degtee of responsibility the safety office has for policy and procedure
development, ee to which acco 'bﬂity rests with operating supervisors, and injury experience

are key varlable§ 2P operates with sjjl, gle occupational safety professional. The large number of
employees, the lack of formalization 6f occupational health and safety programs, and the relatively poor

safety performance level all BINLto this being insufficient.

Finding V-6 Safety training and documentation is inadequate.

We appteciate the fact that DPU has provided some safety training and is working to do more. That
said, we found this effott to be limited and insufficiently documented. Training and certifications
records appeat to be mostly the responsibility of frontline supervisors. This approach lacks consistency
and does not support adequate needs assessment. It also limits DPU’s ability to document tratning and
certification when accidents do occur. This has the potential to increase liability exposure.
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Training is generally conducted in a classtoom session utilizing a train-the-trainer model. While this has
some benefit for employee engagement in safety, it is an inefficient approach and subject to varying
degrees to delivery effectiveness.

Finding V-7 Workers’ compensation costs have declined over the last three years.

In spite of persistently high injury and sevetity rates, workers” compensation medical claims costs for
DPU has declined 32% over the past three ears. This reflects effective claims management by the City
of Toledo Human Resources Depattment and their third-party administrator (TPA).

Exhibit V-9 shows the decline of medical claims over the pasf three yeats.

Exhibit V-9
Workers Compensations Medical Clai
2011-2013

. $361,137

e 5343963

mi 2052 A2

Of course, effective claim managénent does nothing to prevent occupational injuries, but it plays a
ctitical role in controlling ¢o : and getting employees back on the job. It should also be noted that
these figutes reflect amounts-paid in the given year and can include claims cost from prior years.

Finding V-8 Sewer and Drainage has the highest workers’ compensation medical
claims cost.

The Sewage and Drainage division accounts for 38% of the overall medical claims cost for DPU
workers’ compensation costs for the past three years combined. Water Distribution, with a higher injury
incidence rate, has the second highest rate of 28%. Once again, the data suggest focusing considerable
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attention on these two ateas. Exbibit 17-10 details the percentage of total DPU workers’ compensation
medical costs for each division.

Exhibit V-10
Workers’ Compensation Medical Claims Cost by Division

2011 - 2013
Utdities Engineering .
Administration % Envricnmentat
3% _ 0%
Water
Traatment

2%

C. Recommendations

jury work pfoc,esses and identify work method
> associated occupational injuties. (Refer to
2; Finding V-3, and Finding V-8.)

alyze High

Recommendation V.
to redu

hat workiprocesses that produce the highest injury rates tend
1ses and high-injury work processes can often yield insights
that make the work safer and more efficient. Often new equipment can significantly
ecially back and muscle strain injuries. In other cases, simply changing wotk

: mics can reduce the injury rates. Safety committees can

afe and'inefficient wotk practices. With some technical support, significant
improvements can be ident While reducing occupational injuries is an important goal unto itself,
the business case for change’is driven by cost reductions. Reducing the direct and indirect costs of
occupational injuties can pﬁy for new, safet, more efficient equipment.

into improverr,
recduce injuries
practices with grea

ttention to erg
provide key insights mto;in

Recommendation V-2 Measure and report safety performance. (Refer to Finding V-3 and
Finding V-4.)

It is often said that you cannot improve what you don’t measure. Calculating safety performance
measute and widely sharing the information is essenttal to building awareness of safety. BEvery work
group should know its statistics and be conscious of how their behavior and work practices affect safety
petformance. As noted in the Water Research Foundation report on Water Utility Safety and Health,

12/18/2014 Schumaker & Company 0



100 Draft Report — For Review and Verifleation Purposes Ondy

“the greatest value of metrics in an organization is to drive change and improvement. By fat, the most
trequently cited metrics driving change in water utility safety and health programs involved
injury/accident statistics and trends in some form.””

Recommendation V-3 Recognize and reward good petformance. (Refer to Finding V-4.)

High performing organizations with strong safety cultures recognize individuals and groups who wotk
safely and consistently strive to improve. Safety awards build awateness of safe work practices.
Incentives for meeting goals, like number of days without a lo rk day, are anothet tool to build
awareness. Reward and recognition for employee repotting otk hazatds en ourages attention and
also communicates that the organization values safety. Obvigusly to be ef
to be associated with the right equipment and training, but injthe end, it is
matters most.

, these incentives need
‘hess and behavior that

Recommendation V-4 Strengthen safety accountabili ery level of t
(Refer to Finding V-4.)

but the 1ole of the first line supervisor is critical. Supervisors
' standards for behavior on the work site. We recommend
fices a lost tine accldent should be required to present the

> remediation plan at a senior management meeting,

es accountability in both directions.

Schumaker & Célnp elieves this

We have certainly tried t9 émphasgize the importance of positive incentives, but we don’t want to
exclude the possibility of dis¢ipline as well. Any employee, management of not, found responsible for
unsafe work practices shouldbe subject to discipline within the guidelines of civil setvice and collective
bargaining agreements.

Overall, safety culture is a reflection of what the otganization values. Values are manifested in behavior
and behavior is shaped through tewards and punishment. In other wotds, culture reflects what we teach.
Building a system of accountability, consistent with training and support will build a strong safety cultute
at DPU. This in turn will lead to fewer occupational injuries and dramatically lower costs.
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Recommendation V-5 Create a safety committee scorecard. (Refer to Finding V-3,
Finding V-4, Finding V-5, and Finding V-6.)

However many safety committees DPU decides to support, it is important to have a way to evaluate
committee effectiveness and to offer suppott for petformance improvement. At minimum, there
should be a scorecard that is produced quatterly. This will provide safety committees with important
feedback and provide an gpples-to-gpples compatison across the organization. Exhibit 17-11 provides a
sample scorecard:

Exhibit V-11
Sample Safety Committee Score

d Elements

Element Métﬂc(s)
Meeting frequency Number of safety commi
PCHD
Participation level Percent of membets p
Record keepin Agenda and minufes sul
pPIg Hazard Tdentification and Risk Asséssiiient reports
Taining Hours of safety training per employes. 4
Hazard Nul;n
identification
Safe work duration
Performance

Source: Schumaker & Cof

safety improvement pla

In addition, we recommen
system. Sevetal products

eadoption of a training content management, delivery and documentation
st for this purpose. Schumaker & Cotnpany is particularly impressed with
Tatget Solutions (http:// www.targetsolutions.com/home).” ‘This product offers content developed
specifically for water and wastewater utilities. It also allows for the uploading and sharing of practically any
content developed in-house or purchased elsewhere. It also allows for testing and will record employee
training completion and scores. Perhaps most importantly, it has a comprehensive training records system.
This system allows fot easy documentation of training and certifications, tracks expirations and notifies
employee and supetvisors of pending certification expirations or training refresher requitements. This

? Schumaker & Company has no relationship with Target Solutions and we are not recommending purchase of this specific system without
appropriate needs assessment and review of multiple vendors.
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system has the added benefit of being applicable beyond safety training and can be utilized for operating
licensing and other professional certification requirements. 'This would include competent persons for

confined space entry and excavation.

Recommendation V-7 Hire a least one additional safety professional (Refer to
Finding V-3, Finding V-4, and Finding V-5 and Finding V-6.)

We noted in Finding V-4 that there is no standard for determining occupational health and safety
staffing levels. Factors such as number of employees, system complexity and age, number of locations
and geographic dispetsion, the degree of respounsibility the safefy otfice has for p”!hcy and procedure
development the degree to Whlch accountabﬂlty rests with operatmg Superyisors safety experience are
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VI. Operating Divisions

The City of Toledo Department of Public Utilities (DPU) is organized into four operating divisions {(aot
counting the administrative setvices division, which is covered in a separate chapter), specifically:

Water Treatment
Water Distribution
Sewer & Drainage
Water Reclamation

& ¢ & &

Each of these divisions is responsible for certain aspects of Water treatment thicdiuch the reclamation

process and each is briefly discussed in the background sec110n ‘that follSws.

A. Background & Perspective

Water Treatment

Water Treatment personnel manage a systetn ;
water per yeat for an estimated 500,000 people in
County and portions of Wood, Fulton, and:
uses surface water drawn from Lake Frie
of 73 million ga]lonsl ;

The Water T ent orgamization is shown in Exchibit 171-1."
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Exhibit VI-1
Water Treatment Organization
as of December 31, 2012

TDPU
Commissioner
Plant Operations

TDPU
Administrator
Public Services

| | |

TDPU TDFU TDPU
Supervisor Administrative Operations Admin Public Services
Maintenance Officer Operations
Administeafive
32 (+4 Vac)

F Lo Ry Do

TDPU i TDPU TDPU
Supervisor WI Maintenance | | Supervisor- Instrumentation ) Senior Prof Engineer
Maintenance Engineering
T 27 (49 Vac) 6 {+1 Vac)
Response 2

water 24 hours per day, seve ys a week for 305 days of the year to 500,000 consumers. The division
continues implementation of the 20-year Master Plan for the Collins Park Water Treatment Plant,™
coficentrating on site—spec"iﬁc actions requited by the Ohio Environmental Protection Agency (EPA).
These efforts are undertaken to maintain and enhance DPU’s ability to serve Toledo and the
sutrounding population and industries with supetior award-winning water.™

¢ To remain in compliance with new EPA mandates, DPU is expanding and improving it present
capabilities to meet new and more stringent testing requirements. 'T'oledo Department of
Public Utilities has identified multiple projects to inctease redundancy and efficiency and has
secured $190 million in funding to implement the first phase of the improvements.
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¢ To complete the construction phase, which expands the area and capabilities of the lab, DPU is
in the process of installing new equipment.

¢ Outside contracts have been entered into for assistance with construction services to implement
the 20-year Master Plan.

¢ Projects under design, in construction, or completed in 2013 at a cost of more than $28 million
include:

~  Water Treatment Main Building and Roof Rehabilitation
— Chlotine Disinfection Facility

- Sedimentation Basin Access Hatch Rehabi]itaiior‘i
- Chetnical Feed Improvements ?
- Heatherdowns Pumping Station Rehabilitation
- Spent Lime Lagoon Cleaning

Water Treatment 2014 Goals

o In2014:
cross “training individuals i ..
compliance and flexibility. T

Water Distribution

The Water Distribution division’s professional etnployees are responsible for the maintenance and repair
of 1,188 miles of water mains and 10,430 fire hydrants located in the City of Toledo water. distribution
system. Additionally they read approximately 135,000 metets on a quarterly ot monthly basis, and they
repait, replace, and install water metets daily.”
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Organization

The Water Distribution division is composed of seven different sections and has a staffing level of
about 140 employees, as shown in Exhibit 1'I-2. A satellite maintenance section from Fleet and
Facilities and the Call City Hall Call Center. are housed at Water Disttibution.

Exhibit VI-2
Water Distribution Organization
as of June 30, 2014

TDPU
Commissioner
Ficld Operations

TDPU
Managcr
Call City Hall

12

TDPU
Manager
Water Distribufion

130 (23 Vac)

|

| s

TDPUY THBPU TDPU
Administrator Engincering Adminis trator
Water Distribuion ' Water Distrilution
{4+ 3+ Vag) 90 (+17 Vac)
TDPU "TDPU TDPUJ TDPU TDPU
Field Services Collections Accomnting Tapping and Consteruction Meter Shop
§ (+1 Vac) 75 (+11 Vac) 15 (+6 Vac)

Source: Information

Each of the major areas is

Tapping & Constructios

described in the following section.

~ The Tapping and Construction section is responsible for the maintenance

of the water distribution system including the village of Berkey. This responsibility encompasses main

repairs, service repaits, valv

e repairs and replacements, and hydrant maintenance and replacements.

ey

T~
A1IIC

teamn members petforin any new private development connections to the distribution system along with
the connecting and re-tapping service lines on new water line installations. They also perform service
repaits, new service taps, and re-taps in Lucas County. Also included with the maintenance of the
system is the surveying of the water lines for possible leaks and breaks that do not surface.™

0 Schumaker & Company
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Tapping & Construction section statisiics:

2010 2011 2012 2013
Water Main Breaks 442 287 330 291
Valves Operated 1,222 4,216 3,186 1,636
Landscaping 1,363 1,667 1,556 358
Repair Hydrant 853 326 364 198
Collections Tun-Offs 676 412
Curb Boxes Dug Up & 409 409
Put in Shape
Large/Fire Taps 45 26
Small Taps 261 119
Services Killed 497 372 64
Valves Replaced 13 16
Sutrveyed Water Lines 185.9 148.9
for Leaks (in miles)
Hydrants Operated 9,670 10,829
Water Emergency 6,638 5,967
Responses

they afr

section is alsi

performs the major role s’ setup, implementation, and training for all divisions.™
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Engineering section statistics:

2011 2012 2013%
Projects Completed 20 13 19
Private Watetline 21 34 25
Installations
Large Meter and Backflow 12 36 19

Preventer Inspections

Hydrant Flow Tests 35 39

Boil Advisories 226 193

*2013 figures are through 11/19/13

eplacement, and

Meter Shop - The Meter Shop is responsible for the installatio ‘
f.this section perform the duties

meters within the water distribution system. Additionally, empl yees
of turning on and water service and making repairs to City of Toledo eq
installed at a customer’s location. A 30-day tag procedute.on exchange o asdthplemented to

onnection. '

Meter Shap statistics:

2013%
Radio T'ransmitters Installg 4,620 7,184
17,719 17,654
1,061 1,152
185 141

tion — ThéMeter Reading & Inspection section is responsible for all data

Meter Reading &
collection, both manual autorfiated, for some 135,000 residential and commercial water meters
located throughout the C oledo’s water distribution system. This section responds to all

customer inquiries, complainits, and concerns with regard to water meters. Additionally, Meter Reading
& Inspection is responsibfé for enforcing the Department of Public Utilities’ rules and regulations
inclusive of small and large meter regulations; domestic, irtigation, and process metering regulations; and
new setvice line installations. StreetSync routing software is used to efficiently and effectively plan
Meter Reading & Inspection routes.™
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Meter Reading & Inspection statistics:

2011 2012 2013
# of Reads 523,025 490,514 395,140
Inspection Performed 3,803 4,513 2,757

Call City Hall — Call City Hall is operated 24 houts per day, 365 days per year and is promoted as the
number where citizens can reach city services, report nuisance issues, convey concetns, offer

sand d1v1510ns mcludmg the Mayor’s
the Department of
eding the dog warden,
lxeceived 90,639 calls,

suggestions, ot obtain general information on all city departm
Office, the Depaltment of Public Servlce the Department Of

making 19,937 database entties. ™

Call City Fall 2014 goals area as follows:

Afinual Budget Total $18,1

Oi:ganization

The group is organized as’shown in Exchibit T7I-3. Thete atre approximately 115 individuals assigned to the
Sewer & Drainage Setvices atea. They are organized into fout majot sections as shown in Exbibir 171-3."

4  Admanistrative
¢ Engineering and Inspection
¢ Construction
¢ Cleaning
~  Sewets Maintenance
— Ditch Maintenance

12/18/2014 Schumaker & Company 0
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Exhibit VI-3

Sewet & Drainage Setvices
as of June 30, 2013

TDPU

Commissioner
Sewage And Drainape Semvces

TDPFU
Manager
115 (49 Vag)
TDPY TDPU . TDPU ‘TDPU
Adminiaeradve Sectinn Engineering Section Construction Section Cleaaing Section
3 :
6t Vag 13 (42 Vac) 46 (42 Vac) 49 (4 Vi
TDPU TDPU TDRU
Tele-Inspection 3C&MZonel ZoneIN&E
6 (+1 Vac) 1 (41 Vag) s 7 (+2Vac)
TDPU TDPU TDPU
Inspection Section SC&M Zone2 i Zone2 West
9
TDPU TDPU
SC&M Zone3 Zone 3 South
12 9 {+1Vag)
TDPU TDPU
Ciry Wide Zone 4 City Wide
11 11 {1 Vac)
TDPU
Ditches
12
TDFU
Building Support

Each of these sections is Briefly discussed below.

Administration — Manages the budget and provides administrative support to field personnel with
cletical tasks, paytroll duties, supplies and matetial, maintenance of physical facilities, and maintenance of

equipmett.

113

Engineeting & Inspection — Provides direct suppott to field personnel engaged in the cleaning and
tepait of storm and sanitary sewers. The section also does CCTV (closed circuit television) inspection
of the system, which assists in the diagnosis of problems and maintenance of the system. The section

Schumaker & Company
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inspects ptivate and contractual city repais as well as water and sewer taps and kills. Tts activities fot
2013 included:™

Sanitaty Repaits, Main — 15
Sanitary Repairs, Lateral — 127
Storm Repairs, Lateral —2
Sewer Kills — 613

Sanitary Taps — 82

Storm Taps — 64

¢ S & & & @

Cleaning — Holds responsibility for maintaining the sanitaty
routinely cleaning the system’s sewer lines, cross-ovets, catchibasins, and inlets: e public right of
way. In 2013, this section’s activities resulted in the following actions;/:

Sanitaty Footage — 1,555,379 linear feet cleaned
Storm Footage — 101,056 linear feet cleaned
Basins, Inlets, and Manholes Cleaned — 4,803
Basement Flooding Private — 1,279
Basement Flooding Main Plugged — 272
Basement Flooding Overload — 43

¢ ¢ © @ O @

d storm sewer drainage system
tébuilds damaged lines, catch basins,

Construction — Holds responsibility for th
located within the public right of way.
and inlets. The follow :

Repairs, Main — 45;

Sa
Sanitaty Repairs, Lateral - 221

i Repairs, Main — 76

¢ & o0 ¢ ¢

the proper flow of the City’s open ditch drainage system. This section
tepaits erosion and obstructions from storm inlets, basins, and cross-
ay. Its activities for 2013 included:™

Ditch Maintenance — M
removes blockages and tr
overs in the public right o

¢ Removal of Major Blockages: Swan Creek, Half Way Creek, and Silver Creek
¢ Major Dredging Projects: Peterson Ditch, Shantee Creek, Van Gunten Ditch, and Smith Ditch
¢ FErosion Control Hill Ditch, Shantee Creek, and Brock Ditch
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2013 Highlights

Cityworks -- In March 2013, SDS launched Cityworks and initiated foreman use of laptops in the field
to check setvice requests, create wotk otders, check GIS sewer maps, and update the status of work
otdets. "

Dettoit and Bancroft — On July 3, 2013, a major sinkhole at Detroit and Bancroft was a major event
for Sewer & Drainage Services. In concert with sister divisions and an outside contractor, SDS
coordinated rapid evaluation and repairs to the intersection within one week. SDS also applied to the
Ohio Public Works Commission for grant funding of $73,136/0f ) emergency repair
expense. 'This funding was awarded.™

CCTV Equipment — In July SDS putchased a CCTV truck
lateral Jaunch. Using a small video-camera housed within a flexib
sewer pipes was enabled, with 34.38 miles recorded in 2013.™

.cameta system and a
it of u "derground

Water Reclamation

pproximately 84 squatre miles is
w include the City of Rossfotd the
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Exhibit VI-4

Water Reclamation Organization
as of June 30, 2014

TDPU

Director

Division of Plant Operations Water Reclamation

TDFU

PlantAdministrator
Water Reclamagon

107 (421 Vac)

TDPU

Secretasy

[

o
TDPU

‘TDPU TDPU TDPU
Admyinistrative O perations SrProfessional Engineer AdminP/S§ 2 AdninP/82 AdminP/S 2
O.fﬁf‘“ ) Fngineering i Opeations
Adoninistrifve 9 (4 Vac) 6 &3 Vagy 46 (+5 Vac)

2 {42 Vac)

Source: Information Response 2

Water Reclamation 2013 Highlights

¢ Received a Gold Peak Performa 11al Association of Clean Water

Agencies for

¢ Continue construci of three TWI Phase II projects:

= Grit Fadility project

- SO Tunnel Optimization project

- Oakdale Equalization Basin and Pumping Station
¢ Complete design and initiate constrction of the Secondary Improvement project.
¢ Complete replacement of the Dorr Street Storm Water Pump Station.

¢ Complete construction of the Gtit Facility at Bay View Waste Water Treatment Plant.

Schumaker & Company 0
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B. Findings & Conclusions
Finding VI-1 Thete is no overall integrated strategic plan or strategic planning process.

One of the expectations of a well-tun water utility would be the existence of a thorough, integrated
strategic plan and strategic planning process. DPU has developed vatious plans on an as-needed basis,

such as the:™

¢ Collins Park Water Treatment Plant 20-Year Master Dlaf: ﬂ
¢ Wastewater Treatment Plans

jectives were created but
and ob]ectlves but

although there are
particular (discussed in

e exceptton of the water treatment plant, wlnch is cutrently
-tion, all of the field facilities appeared well organized and
a security gate and/or guard personnel. The plants typically

the security perimeter. M t of the DPU vehicles and equipment can be stored in a covered building
with some level of heat available; such that the vehicles can be started during winter conditions. Most of
the materials and equlpmen { inventory is also stored inside, with only some items (shoting boxes) stored
outside, but everything is contained within the security perimeter. The facilities appeared to be generally
well maintained.™

Finding VI-3 Cityworks has been implemented to some level of success throughout
DPU.

'The level of implementation of Citywotks {a geographic work order system for managing activities)
vaties among the four divisions as summatized in Eochebar 171-5.™
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Exhibit VI-5
Status of Cityworks Implementation

as of July 31, 2014
Water Distribution | Sewear and Drainage | Water Reclamation | Water Treatment
Key Elements of Maintenance Systems Divison Divison Divison Divison
Equipment Database Yes Yes Yes No
Equipment Histories Yes Yes No No
Materials Inventory Yes Yes Yes No
Work Order Generation Yas Yes No
Preventive WO Yes No
Use for Maintenance Planning No No
Field Forces Computer Usage Some No
Use of Maintenance Records For Analysis No No

o
i

Source: Schumaker & Company Analysis

129

some job classifications: ater workforce flexibility.

In many utilities that we ha‘
technician who can read ngeters ‘The only specialized group that exists within those organization is one
related to latge meter installation and testing—which is a more specialized craft.”

¢ Observed, these activities are performed by one individual—a field service

In general, narrow job definitions and task assignments drive larger crews and inefficiencies in staffing.
One of the primarily nonproductive times in the field i1s windshield time or travel time. Various
techniques have been used to minimize travel time, such as the assighment of technicians to districts
{geographic tetritories) and GPS routing; however, another often overlooked improvement is an in-
depth look at reorganizing the job definitions and creating more flexibility in how and by whom the
work can be petformed.™
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There are several utilities that have undertaken thorough reviews of job definitions (classifications) and
that have significantly reduced the numbet of positions while also increasing workforce flexibility.™

& Cilty of Ann Arbor Water and Wastewater Operations — 'The original project was limited to the water
utility and was intended to: 1) accommodate the effects of an eatly retitement program and 2)
achieve permanent staffing reductions and operational efficiencies. Working with union and
management design teams, opetations and mechanic jobs were combined into a single
classification. This classification is divided into five levels with each level having progressively
higher licensing and competency requitements. Using the'combined classification, the water
treatment plant now operates with five fewer employées; including one 18s supervisor. This
staffing reduction has produced an annual operating cost reductio ore than $300,000.
Similar results were achieved in the wastewater treatment plant. In'shortthe total number of
sepatate job classifications was reduced. - : ﬁ

rocesses and job designs are
ater, and wastewater operations.

1s a working crew |

Finding VI-6

With respect to crew sizes, all utilities are reducing the size of theit ctews. DPU has many one- and
two-man ctews but it also'had three- and four-man ctews. The purpose behind reducing crew sizes is to
cteate more efficient crews to match the work. The truck sizes appear reasonable, with smaller crew
sizes supporting smaller vehicles (meaning fewer personnel to carry). If mote people are neeaed for a

particular job, crews can be combined. ™
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Finding VI-7 Performance measures have not been developed based on installed
systems.

There ate a limited number of productivity measures and they do not appeat to drive performance
improvement. For instance, we did not see any performance measures against a target. One of the key
management systems used within the operating divisions is the Cityworks software. The reporting
capabilities of Cityworks have not been developed to the extent possible. The software has been
installed in each operating division and has been implemented to a varying extent; however, a greater

benefit could be achieved if some key management reports/daghboards were created to leverage the use

board compressors, which has become a characteristic of the mdustty (z
behind compressor). A fan numbet of vacuum frucks a

onnel, and to observe management practices and
‘into the plant” to observe activities and to

the facilities to be well organized. All6f the facilities are well maintained and have sufficient room for
i=possible exception is the Water Treatment facility, which is undergoing

138

ongoing operations. T

extensive construction at {irhe, making organization and maintenance a more challenging issue.

Finding VI-10 Property security is reasonable.

All facilities are secured via a security gate and/or guard personnel. ‘The plants typically have guatd
petsonnel whereas the field depots ate secured via security gates that require a key code to operate.
Most facilities have sufficient space for DPU personnel to park their personal vehicles behind the
secutrity perimeter. ™
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Finding VI-11 There are good basic systems in place (GIS & Cityworks) that need to be
further developed for management of activities.

DPU has developed a geographic information system (GIS) based on what is becoming an industty
standard GIS. The Environmental Systems Reseatch Institute (Esti) is an international supplier of GIS
software, web GIS, and geodatabase management applications. Esti products (particulatly ArcGIS
Desktop) have 40.7% of the global matket share. By 2002, Esti had approximately a 30% share of the
GIS software market worldwide, mote than any other vendor.™

More recently, within the last several years DPU has added

Engineering Services. Howevet, mote work is needed for each division
for management purposes.™

Finding VI-12

tn, which provides for less than a 100-yeas replacement
1l life foraFater mains. Water mains are priotitized for

i placeniént program. This list is further refined to take into
y imptrovement plan and condition of the roads.” The results of this program do

‘d downward trend in'breaks (ideally this would be in breaks per mile) of main, as
With the extremely cold winter of 20132014, it would be expected that the
atinue t :__nlicrease It is too eatly to tell if the increase in spending on main
itéd ‘effect or if mote money will be required to reverse the upward trend

account the it

not show the
shown in Eochebit T/
number of breaks wi
replacement is having the
shown in Exhibit T'T.6.1*
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Exhibit VI-6
Last Five Years Water Main Breaks Total
20092013
[0 o R — A < e
. 450

400
" 350
© 300
© 250
£ 200
© 150

100

50

Finding VI-13

Sewer “replacement’™ getierally ies: large diameter (greater than 36” diameter) and

“(less than or equal 16367 di ). Lh Clty has a goal of inspecting all large-diameter
: inspectiofi projects have been completed, encompassing all
; reginspgeyétion of some of the earlier projects. The City is

recommend im ement, those projectsiare programmed for futute yeats. A number of large-diameter

replacement and tehabilitation projectsthave been performed to date but there is a backlog of known

deficiencies that must be torrected. ™;

Small-diameter sewer “repl ént” usually involves lining existing sewer as opposed to total
replacement. There have b/n a number of extensive sewer-lining projects in the past 10 or 15 years.
Most of these have been associated with Sewer System Evaluation Sutveys (SSESs) of particular areas
that were targeted due to known sewer overflow, high infiltration and inflow, ot as part of the Toledo
Watetways Initiative.™

We understand that the proposed Sewer Capital Improvements Program (CIP), which is subject to
approval of rate increases (which was approved duting our teview) and is based on a Sanitary Sewers
Capital Needs Assessment being prepared by an outside consultant, provides for approximately
$600,000 every two years to perform large-diameter condition analysis, between $2.5 million and $6
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million pet yeat fot latge-diameter sewer teplacement and rehabilitation, and $2 million per year for
small-diameter sewer lining. The large-diameter program will continue to strive for the 10-year
inspection cycle, followed up with cotrection of identified deficiencies. The small-diameter program will
address sewer deficiencies uncovered through tele-inspection by the Sewer & Drainage division or unider
contract by the Engineering Services division. These tele-inspection programs tatget areas of known
basement backups and sewets under toadways that ate planned for reconstruction. A special emphasis
will be made to address 24” brick sewers, which have been a chronic source of sewer cave-ins."”

C. Recommendations

ess. (Refer to

Recommendation VI-1 Initiate a formal annual str: egic planning'p
Finding VI-1.) '

An ongoing strategic planning process needs to be implemented, of somie of the

Schumaker & Company has begun working with DPU
proposed the following rapid development project.

by upper management. These
he eight-step process is as follows:

OT analysis had been performed as patt of the benchmarking/
ve Cady. DPU needs to review the final version for changes and

should be used to formulate overall, relatively near-term goals and objectives that support the vision,
mission, and values; leverage strengths and opportunities; and mitigate weaknesses and threats.

Vision, Mission, and Values

b. SWOT Findings
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4.  Work with Individual Units on Developing Supporting Goals and Objectives — Water
Treatment, Water Reclamation, Water Distribution, Sewet & Drainage, and Utilities
Administration each need to develop specific unit-level goals and objectives that suppott the
higher-level DPU goals and objectives. In many cases, these units have developed their own
mission statement with goals and objectives that now need to be tied into the highet-level goals
and objectives.

5. Create a Summary-Level Strategic Planning Document— This document would summarize
the current strategic plan, which would include vision, mission, values, SWO'T, and unit-level
goals and objectives.

ts would be
‘ Jectlves ona g

nsible for reporting their
tly basis to the DPU

6. Create a Quartetly Review Process — Individual
ptrogress in completing the lower unit-level goals an

Director. A process of summarizing these results aga"
would need to be created for the strategic plan.

a. Report to DPU Director
b. Progtess to date

Annual Report to City Council, Mayo

2. Prior-year results
b. Next year’s updated strategic

S

As discussed in Fin
(with the Commissiong
Cityworks unplementauo
be brought up to the leve

-VI 3, the Cltyw ,lks implementation is not completed. A cross-functional team
cting as a Project Steering Committee) needs to be created to ensute that
pléted In particular, Water Reclamation and Water Treatment need to
er Distribution and Sewer & Drainage setvices.

Recommendation VI3~ Create highet-level performance reporting tied to the Cityworks
software. (Refer to Finding VI-7.)

If you look at each division’s organization chatts, they show many unfilled positions. Whether each of
these positions is really needed from a long-tettn petspective is difficult to determine due to the lack of
basic reporting from Cityworks. The following reporting needs to be implemented from Cityworks in
the order that each one is presented:
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¢ Backlog Reporting — All work that is petformed from a maintenance perspective is to be
entered into Cityworks. This would include cottective (something broke and now we need to
fix it), preventive (work petformed in advance to help ensure things do not break), inspections
(work performed to assess the condition of a piece of equipment or. facility to detetrmine if
maintenance should be done), and other types of items. Therefore, at any point in titne,
Cityworks will contain a listing of “jobs” that need to be performed by maintenance crews.
One indication of appropriate staffing levels is that the backlog should not be growing
significantly over time. Thetefore, the following reports would be useful:

—  Monthly Backlog Reports

-

work can also be esti & (up front), but we do not believe that such estimation is being used
at this time. Th ¢ have decided to collect the actual time being spent on jobs. The
following reports ; uld be created

- Average Time Per - Job — Total Time Spent on Jobs in a Month/ Total Number of Jobs
Completed

- High Time Per Job — Time on Spent on Top 10% Highest Time on Jobs
~ Low Time Per Job — Time Spent on 10% Lowest Time on Jobs

¢ Job Hours Projections — translating the backlog numbers into hours of workload using the
average time pet job numbers
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¢ Backlog Profile — pottraying backlog jobs by type on a monthly basis
— Numbet of preventive versus corrective jobs
—~ Predictive- or condition-based maintenance
~ Other information being collected

¢ Monthly Resources Availabk — total resources used in the month to apply to the backlog.
Over time, this would provide the total resources available to apply to a workload (backlog) in a
given month.

¢  Contract Resources Applied — total contractor resgurces applied to the backlog in a given
month. Ideally, contractor resources would eventually be a patt o otks resources.

Citywotks is an SQL database, so this information should be readily available in tepott ot dashboard
form.
Recommendation VI-4 Investigate incorporation of 1isk into the main replacement

monitor the pipe breaks per mile to assute a

lelded positive results to date, DPU needs to begin to
: r ificreased spending. The gas industry has
already been motivated o, pethaps

t Program (DIMP) to incotporate risk ifito its decision criteria. In layman’s terms, a pipe on
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VII. Organization and Human Resources

A. Background & Perspective

The Toledo Department of Public Utilities (DPU) does not have an intetnal Human Resoutces (FR)
function. It receives HR support from the City of Toledo Human Resources Department. The City of
Toledo operates undet a Civil Service Commlssmn and the DPU.must confirm to C1v11 Setvice

_ Qhio Council 8, Local 2858. Water Reclamatton employees are
Brothethood of Teamsters, Local 8.

Other Fair Labor Standards Act (FLSA) exempt mans \gers aré
protections.

ployed unde "'C:ivil Service rules and

B. Findings & Conclusion

Finding VII-1 staffing levels até erage in terms of per-employee productivity

easure’dnd comparisons to other utilities ate even mote so.
d have differing levels of technology. Nonetheless, standard
it takes to process a million gallons per day (MGD) of water

énance.stiff to the two sides of the utility. Obviously, assumptions and
estitnations are used in the) ilation. In an effort to make these calculations, Schumaker & Company
consulted ditectly with Am 1 Water Works Association (AWWA) benchmark data analysts to assure
that our approach was coti31stent with theirs and that we were making a valid comparison.

other non-operating

Our calculations produce adjusted staffing figures above those that are used internally at the DPU
(leading to somewhat lower productivity ratios). We believe that the DPU calculations undet-count staff
to a degree. Of course, making a perfect apples-to-apples comparison to a benchmark is not possible as
different utilities operate under different circumstances and certain assumptions are made in the
calculations. Nonetheless, Schumaker & Company is confident that our approach is in line with that
used by the AWWA.
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Because the DPU has been operating at a staffing level below that which is authorized in the budget, we
did our comparisons fot both authotized (budgeted) staffing and average actual (average) staffing levels
for FY2014 and FY2015. In genetal, DPU productivity is in line with the median levels reported by
compatably sized utilities. The compatison of MG for water production is provided in Exbibit VII-1.

Exhibit VII-1
MGD of Water Produced per Employee
2012/FY2014 & FY2015

AWWA Data for Combined Operations Utlities (2012)

DPU (FY2015)

| DPU (FY2014)

Top Quartile . Median Bottom Quartile:” | ‘
Budgeted FIE: 0.21 Budgeted FTE: 0.22
035 024 016 Avetage FTE: 0.27 Average FTE: 0.26

Source: 2012 AWWA Benchmarking Report

AWWA Data for Combined Operations Utilities (2012)

“DPU (FY2015)

Source: 2012 AWW Benchmaxking Repo;:t

‘ DPU (FY2014
Top Quartile Median Bottom Quattile ‘ ( ‘ _) - _
Budgeted FIE: 0.17 Budgeted FTE: 0.17
0.35 0.23 013 Average FTE: 0.20 Average FTH: 0.20

Althoug:

' \roduct{wty is close to th

suggests that th DPU could being doing inore to enhance productivity.

When looking at st
quartile. The compariso

edian for both water and wastewater operations, the data

e comparedlt‘é the number of accounts, the DPU falls well into the bottom
fér accounts per employee is provided in Fchibit 1711-3.

Exhibit VII-3

Customer Acconnts per Employee
2012/¥Y2014 & FY2015
AWWA Data for Combined Operations Utilities (2012) o
/A Data for Combined Operations Utfities @012 ___ 1 ppy (ry2014) DPU (FY2015)
. Top Quartile . Median Bottom Quattile : Co T g
' Budgeted FTE: 319 Budgeted FTE: 330
836 616 93 Average FTE: 393 Average FTH: 383

Source: 2012 AWWA Benchmarking Report

0 Schumaker & Company
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Finding VII-2 DPU has an aging wotkforce.

The average age of a DPU employee age is 48. Although somewhat older than the average age in the
general workfozxce, this is about average for utilities — especially in the public sector. That said, a closer
look at the data suggests that the DPU has a very large proportion of its wotkforce eligible for
retirement and, as we will discuss in the following finding, does not have a plan to address the potential
loss of institutional knowledge and experience. As described in Exhibit V14, 15% of DPU employees
are eligible for retirement today and another 4% will be eligible in the next twelve months.

Exhibit VII-4
Retirement Eligibility
as of October, 2014

Eligibie in one

sociation reports that the median petcentage of the
le for retirement in the t five vears is 21%. At the DPU, fully 38% of employees are
eligible to retire i the next five yeats. iis figure place the DPU well into the bottom quatrtile of

or this me tric. These figures ate provided in Exchibit VII-5.

Exhibit VII-5
t of Employees Eligible to Retite in Five Yearts or Less
2012/FY2014
AWWA Data.fot _Combingd W/ WW Opeta_tio'l:m _Uti]ities (2012) DPU ( 2'0 14
Top Quartile : Median Bottom Quartile :
9% 21% 30% 38%

Source: 2012 AWWA Benchmarking Report
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Finding VII-3 DPU does not have a wotkforce plan and employs limited rectuitment and
retention strategies.

During the course of out intetviews, Schumaker & Company heard of difficulty hiting qualified
operatots, given that a license is a requirement at entry. This, combined with aging wotkfotce and the
possibility of significant retitements, suggests the need to for a comprehensive plan with recruitment
targets, retention strategies, and job designs that address the gtowing need for technical skills. The DPU
has no such plan. Hiring is further constrained by a Civil Service process that is slow to respond to

changing workforce requitements and is not designed to producg the most qualified candidates for a

position.

Finding VII-4 DPU operators pay rates ate com[; ble, although somewhat lowert, to

benchmark median pay rates.

age median rateés for large
tks Association in

oest thiat the DPU should

DPU pay rates for opetator positions are comparable to the nati
city/county municipal water systems as reported by the Americat Watel
Exchibit 1’1I-6. These wages likely reflect strong co]lectlve bargammg an

AWWA Data for City/County Utilities (2di3) DT B T praneqy
(Average utl]lty in sample has 547 cmployees) - : DPU (FYZO}A) -
AWWA Position Mih. Mid .| Max S DPU - Ol Min | Max
L N Position ) : :
Entry Level Wastewatet
Treatment Plant Operator $33,151 $40,990 $50,327
(Operatot In T'raining) L
Wastewatet Treatment Water Reclamation
Plant Operator $38,339 $48,193 $58,097 Operator $41,904 | $46,559
(Intermediate)
Senior/Lead Wastewater
Treatment Plant Operator $46,202 §58,205 $71,181
Entry Level Water
Treatment Plant Operator §36,412 $44.062 $52,546 Water C 1R
(Opetator Tn Training) ater ControlROOM | ¢33 966 | §45,288
Water Treatment Plant Opesator
Operator (Intermediate) $37,850 $47,010 $56,790
Senior/T.ead Water WA 4s I qr Senior Water Control - 54014
Treatment Plant Operator ¥ 404 $38,752 #70,018 Room Operator $46,675 $54,914

Sounrce: 2012 AWWA Benchmarking Report
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Finding VII-5 The DPU does not have a management succession plan.

Identifying futute skill and leadership needs, developing employees to assume greater responsibility, and
identifying key positions where no internal candidate is available and documenting this in a succession
plan with clear strategies to assure qualified individuals will be ready to lead the utility in the future is an
essential practice. Most utilities have robust succession planning processes aligned to comprehensive
employee development processes and market-based recruitment strategies. Succession planning is
identified as a best practice by the American Water Works Association. The DPU has no succession
planning process.

Finding VII-6 DPU management salaries are below market.

When compared to national avetages for large city/county m{ ‘
salaties fall considerably shott. Top (maximmum) rates for seniot’
near ot below the minimum reported salaties in the AWWA nati
Example compatisons are provided in Eschibit 17117

S
AWWA Data for City/County Utilities (2013) . " .
(Average utility in sample has 547 employees) ‘ DPU (FY2014)

AWWA © Min. mMid | Max | DFU Min - Max -
Position ) Position . :
Top Executive $110,781 $145.274 $175,651 Ditectot $75,625 $115,625

Top
Engincering $86,279 $113,025 $136,346
Fxecutive
Top
Administration $91,735 $116,628 $134,883
Executive Commissionet $65,000 $98,875
Watet
Operations $75,045 $94.206 $115,778
Manager
Environment
Manager $70,618 $90,316 $110,382
Water
Treatment $64,049 $80,889 $99,154
Plant Manager
2 2
Wastewator Manager $60,625 $85,625
Treatment $65,983 $84,347 $105,311
Plant Manager

Source: 2012 AWWA Benchmarking Report
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Non-competitive compensation makes it vety difficult to attract highly qualified leaders for the
organization. During our interviews, Schumaker & Company heard many comments that individuals
did not want to accept ptomotions as they would have to take a cut in pay, or accept much more
tesponsibility and longer hours with relatively little inctease i pay.

The situation appears to have been worsened, at least temporatily, by recent (September 2014) changes to
City of Toledo FLSA exempt employee pay. Schumaker & Company was told there had not been a pay
increase for exempt employees since 1998. The September increase appears to have been more than offset
hi aﬂon of city pension contributions.

by an increase in medical insurance premium co-pay, as well as te
The net effect of these changes was a decrease in total compensa on for éxem
employee pay should tise in the subsequent years, but reman(i well below

mployees. Exempt
arable market rafes.

DPU, at best, a good place for young, talented mdlvlduals to gain éxpen
lucrative opportunities.

Finding VII-7

any is especially concerned that the DPU has been unable to plan and
ént initdatives.

otganization. Schumaker’
initiate performance improv.

The shottcomings cited in this tepott are many. Thete are no quick fixes to most of what we have
identified. It takes time for a Directot (Chief Executive Officer) to set priorities and mobilize resoutces
to affect major changes in an organization. The DPU Directors typically have less than a year in the
position and his or her direct reports change frequently as well. Hence the lowet levels of management
are focused on keeping things running day-to-day, as they should be, but no one is able to focus on the
future and on strengthening the business enterprise.
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Finding VII-§ DPU Commissioners have few direct reports and inconsistent reporting
structures.

Schumaker & Company finds the DPU senior management organization structute to be, frankly,
incomprehensible. This was compounded by the frequent changes discussed in the prior finding. It was
difficult to even know which version of the organization charts were current.

We note that the Water Treatment Plant is headed by a Commissioner with a single direct repott of an
Administrator who appears to act as the Plant Operations Man: This Administrator appears to have
three Administrators reporting to him. The Water Reclamati n Division, “on th thet hand, operates
without a Commissioner. This division is headed by the Plaﬁ Administrate i he has several
Administrators and a Senior Engineet reporting to him.

acting Administrator for TWI.
fuior management positions at the DPUL
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Exhibit VII-8
Seniior Management Structure
as of November, 2014

TDPU
Drirector

TDPU
Commissioner
Special Projects

TDPU
Acting Commissioner, Water Construction Program
Drinking Water Tieatment

TDPU
Acting Administrator
TWi

| | | & |

TDPU 'TDPU TDPU TDPU
Acting Commissioner Commissioner Acting Administrator Commissioner
Utlities Administation Sewer & Drainage Servces Engineering Secvices Drinking Water Treatment

TDPU TDPJ TDPU
Acting Commissioner Acting Commissioner Administrator
Water Distribution Environmental Services Wastewater Treatnent

is unable to make a clear distinction between the toles of Commissionet,

_ yect to responsibility and authority. Nor ate we able to understand
how these roles are app ‘to the divisional structute. We are also concetned that in a few
cases, a division is headed by:a ommissioner with a single direct report who appears to have full
responsibility for the division. "The difference between the two treatment divisions are perhaps the most
glaring and mcomprehensible.

Schumaker & Co
Administrator, and

FUNE

Finding V1I-9 The DPU use of supervisory titles and associated levels of authority are

inconsistent.

Schumaker & Company found the DPU management structute to complex and difficult to understand.
(see Finding VII-§). This complexity and confusion is evident at the supervisory level of the
otganization. For example, in Water Treatment, eight Operatots ate supetvised by five Senior
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Operators (Supervisors represented by Local 2058) who tepotts to the Opetator of Record. At the
pump stations, in the same division, eight Operators repott to a single Superintendent, who reports to
the Operator of Record. In distribution, Senior Watermain & Setvice Repait Workers are tepresented
by Local 7 and tepott to Foreman who repozt to General Foreman. In Water Distribution, the
foreman-to-worker ratio is about one-to-twelve.

Schumaker & Company reviewed job descriptions to try to better understand these distinctions. The
job descriptions provide little clarity. For example, the Senior Water Control Room Operator (a

Senor Watermain and Setvice Repait Worker (a 11c>n~supe1:\;'1.'§E
Local 7) is responsible for “overseeing a crew petforming a v:
tasks.”

transfer, suspension, promotion, discharge, assignm
direction of the work of other employees, or respon
ernployer) We are not sure that this dis‘unctto

1,'4s well as vastly different reporting
ity of roles and responsibilities, as well as an efficient
ncé In a Civil Setvice/collective bargaining
are motre narrowly defined by policy and
ised by sbmeone in the same collective bargammg unit,

novet, and below market management compensation present a
ty risk for the utility.

In the prior findings, we hdve made the point that the DPU has not planned for the replacement of its
aging workfotce, has not developed internal leaders, suffers from frequent turnover at the sentor level,
and offers uncompetitive compensation for managers. Taken together, Schumaker & Company believes
it rises to a level of risk to the continuity of operations of the utility. Accelerated retitement activity and
significantly better career opportunities elsewhere (especially in an improving economy) along with the
risk of any number of unforeseen events could lead to a sudden loss of significant number of key
petsonnel. Low compensation and organizational turmoil can hamper the DPU’s ability to attract and
retain talent. At the tisk of sounding alarmist, this does have the potential to have setious consequences
to the safe and efficient operation of the system.
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Finding VII-11 DPU does little employee training.

Schumaker & Company requested documentation on employee training and hours of training provided (to
compare to industry benchmarks). This information was largely not available. The Customer Setvice and

Safety areas appeat to have the most formal training efforts, while nearly all other employee training is on-
the-job tramning (O]T).

Training responsibilities appear to be shared by supervisors and senior employees. While we do not
w15h to dlscred.lt the training that is done we are aware that the Q1 typically suffets from 51gmﬂcant

fficient. ‘Training must have
Ssion, documentation of

mcteased customer expectations, the old way of training employees is fo i
clear objectives based on tigorous job/task analysis, effecti

e DPU cannot produce training recozds.
al tegponsibilities and there is no standard for

DPU does not appear to have many of the narrow, outdated, and inefficient job
utilities — especially municipal utilities. Broadly defined jobs, where employees
5,28 the wotk demands provide significant deployment flexibility and

On a positive note
definitions seen in sot
can performs a range of:
operational efficiency.

While there are not a lot of obsolete jobs at the DPU, jobs do appear to be defined at a low level and do
not encompass advanced licensing, skill development, and broad technical skills. In addidon, movement
from some jobs to the senior classification is promotional rather developmental (see I'inding 171I-14).

We note that 2 Water Treatment Maintenance Worker tequites a tenth grade reading proficiency and
one year of experience. A Senior Water Treatment Maintenance Worker requires a general educational
development (GED) and three years of expetience. Neither requires certifications ot special training.

We understand the value of general labor, but emphasize the growing technical requirements of utility
work and would look fot jobs designed to perform higher level work as well as lower skilled tasks. Mote
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importantly, increasing the skill variety and task significance of a job has positive effects on the
motivating potential of the work. In addition, a vast array of unskilled tasks can be assigned to the
Utility Wotker classification adding task varety to this classification and improving the overall
motivational potential of the work.

Our concem is that the existing job descriptions and the job designs they reflect reduce the
qualifications to a simple standard that conforms well to Civil Service requirements, but does not
necessarily produce the most capable employees, with the broadest skills, able to perform the greatest
vatiety of work. Advancing technology, regulation, and demand§for quality and efficiency require
modern job designs. | ' :

Finding VI1I-14 'The DPU provides limited incentiv
licensing.

Advanced licensing is one way to achieve higher employee skill levels
service environment that values objective testing over selective perfo
the City of Toledo offers a small incentive of about 25 ce

tract continues a joint union/management committeemen to
¢ job classifications through a cooperative process.

address the concerns’ in the prior two findings. These will be discussed further in our related

recommendations.

Finding VII-16 ses significant amounts of overtime to address chronic vacancies.

Overtime is an essential tool for managing variable work demands. Appropriate use of overtime is far
more efficient than overstaffing and is, within limits, generally welcomed by employees. On the other
hand, excessive overtime is expensive and takes a toll on worker morale and may lead to worker fatigue.
Fatigue has been shown to be a contributing, and sometimes causal, factor in employee operational
errors and accidents.

Overtime costs increased by almost 25% between 2012 and 2013. The overtime cost trend is graphically
displayed in Bxhibit I711-9.
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Exhibit VII.9
DPU Ovettime Costs
2010 to 2013

$2,500,000 - - ¢ e --
s 91854538 = STO80; 760
[ 51,806,556 M M
P SLEOBEOG - o e 83,596,680 e
: ]

CSL,000,000 o e i e e s s
0 ——
2010 2011 2012 2013

Quzr concern about excessive overtime w
concetn about repeated double shifts. F
Room Operators at the:\Wa

e (HS)/Low-Setvice (LS) Opetators have been required to
occurrences, 220 occurtences were for 12 hours or more.

Distribution.

Customer with water billing and general setvice issues call the DPU customer service call center or visit
the customer service office. Water emetgencies and system setvice issues are handled by the agents at
Call City Hall (CCH), which is currently housed within the Water Distribution division. The placement
of this function in Watetr Distribution appatently reflects a desite to expand the role of the dispatchers
to take citizen calls about a variety of city services.
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* Schumaker & Company believes strongly that the water utility is a distinct municipal enterptise requiting
its own customer service function. Dispatchess should be field-facing and suppott communication and
coordination of field efforts, Well trained customer setvice agents should be customer-facing and fully
capable of addressing customer needs and relaying information internally.

Splitting the customer contact between the Call City Hall and Customer Setvice otganizations is
confusing to the customer and potentially inefficient. In addition, the system knowledge tequired to
give effective customer service and the complexity of tasks associated with water billing and customet
setvice needs is beyond what can reasonably be combined with oilier mummpal services. Water
Distribution is not a customes-facing function and not in a pe ition to giveCC the suppozt it needs.

ymer service needs are

As we have stated elsewhere, the water utility is an enterptise:function. Its
complex and titne sensitive. Combining these function with O_h\gx City:s
Schumaker & Company heard talk of combining the water utility
311 function. Every 311 operation we have seen struggles to relay.
setvice requests for the vast array of city services and functions. Tt is w 1:beyond the capability of any
F “4 water utility must

311 operation we have seen to take on the complex billi

handle.

LS

C. Recommendations

Recommendation VII-1

ecla]ly retn:ements in key operational positions and
ualified people will be available to operate the system.

and attributes of
tequirements deman
of licensing in water wutiliti

generation orkers. Changing technology and increased regulatory
her skﬂled _ orkers with technical knowledge. The push toward higher levels
Vidence of this trend.

Wotkforce plans often 1dent1fy strategies such as partnerships with community colleges and trade
schools to promote utility careers, support licensure, and identify high potential candidates. This
coupled with robust internal internship and cateer development prograins help assute the availability of
qualified workers to operate the system. The DPU needs to do attrition assessments by job
classification, define the emerging skills and attributes, and develop a plan to assure qualified workers are
available.
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Recommendation VII-2 Develop a comprehensive management succession plan that that
addresses future needs and defines recruitment and retention
strategies, including compensation. (Refer to Finding VII-2,
Finding VII-5, Finding VII-6, Finding VII-7, Finding VII-8,
Finding VII-9, and Finding VII-10.)

Succession planning is one of eleven otganizational best practices identified by the American Water
Works Association.™ Succession planning increases the availability of expetienced and capable

employees that are prepated to assume leadership roles, as requited by promotions and attrition. At

minimum, these plans include:

Assessment of these individuals and estimation of readiness
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A formal development process for potential s

low salaries at the DPU will certainly present
We undetstand that these roles are paid co

positions. We have
that the benchmarkis

for other mu c1pal managets, but believe strongly
es. As such we believe the Toledo water utl]lty

success of the D

Com ine jobs, where possible, and implement a

<o : ipetency/ cettification based job-progtession system to encourage
professional development, employee tetention, deployment flexibility
and productivity. (Refer to Finding VII-1, Finding VII-2,

Finding VII-4, Finding VII-9, Finding VII-11, Finding V11-13,
Finding VII-14, Finding VII-15, and Finding VII-16.)

Recommendation

Given DPU’s staffing shortages in key Operator positions, the pressure it is under to not fill vacant
positions, and the difficulty it has filling positions in a timely fashion, it is essential that the utility
develop strategies to assure wotkforce availability. Rather than aggressively filling open positions,
Schumaker & Company believes that the DPU should invest in redesigning jobs to create mote flexible
deployment and imptove staffing efficiency.
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‘The joint-effort between City of Toledo and Local 7 to consolidate positions and eliminate obsolete job
classifications is consistent with what we are proposing here, but has largely been limited to
consolidating work into an existing classification. This is an efficient, and largely effective, strategy
within the context of Civil Setvice rules and processes. We recommend that the wotk within the DPU
go further in two itportant ways. First, we recommend that the consolidation of classifications be done
in a manner that creates career progressions based on the acquisition of licenses, cettifications or the
demonstration of specific competencies. The jobs are designed with a clear progression path and
associated increases in compensation. This cteates and incentive for employees to develop additional
skills and attain higher levels of licensure. At the same time, m killed employees able to perform a
broader range of tasks, allows the DPU more flexibility in dep yment andigen Ate significant staffing
efficiencies.

Second, another key difference from the city-wide effort is that:
Again we emphasize the importance of managing the DPU as an
progression system has associated training costs. The benefit of thi
utility. The investment in employee development should create careet de
organization, not paths that lead outside the organizati

tmal attriton and individual
that anyone within the progression
. This means that seniox

Many job progres also have mandatory progression levels (usually the first three of five) and higher,

voluntary levels. dditional job-"iequjrements are, of course, subject to collective bargaining

Schumaker & Company se ortunity for job progresstons in Water Treatment, Water Reclamation,
and Customer Service. Wi i eepet analysis, others may be identified. Exhébit VII-10 provides a sample
job progression for Water{Iteatment Plant Operators.
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Exhibit VII-10
Sample Job Progression for Watet Treatment Plant Operator

Level Designation (tfee;?;i:ﬂ:;l:aelt ?el) Key Functions

5 Lead Operator Class 3 License Process control, training

4 Operator 2 Class 2 License System operations and routine maintenance

3 Operator 1 Class 1 License

2 Operator in Training Working under the direction of a Lead
Opetator to develop knowledge and skills,
and gam expencnce necessary for Heensing

1 Operator Assistant High School Diploma/GED St maintenance

At the same time, the DPU should redefine the Senior Water C
position, distinguishing it from the Lead Operator. The Supervi:

nt system to deliver and document training. (Refer to
I-11, Finding VII-12, and Finding VII-14.)

We recommended in ot
management, delivery, and,
with Target Solutions (htt
specifically for water and Wastewater utilities. It also allows for. the uploading and sharing of practically
any content developed in-house or purchased elsewhere.

Bapter on'occupational health and safety the adoption of a training content
mentation system. We indicated in that chapter that we are impressed
www.targetsolutions.com /home}.” This product offers content developed

A system such as this would be particularly useful for the call centers. It could support initial training
and provide a convenient and efficient method for training on new policies and procedures—including
testing and electronic signatutes to document that an agent has read policy changes. Testing can be used

? Schumaker & Company has no relationship with Tatget Sohutions and we are not recommending purchase of this specific system without
appropriate needs assessment and review of multiple vendors.
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in many ways to assute comprehension of standardized procedures. The system will record employee
training completion and scores. Perhaps most impottantly, it has a comprehensive training records
system. It also allows for easy documentation of training and testing for advancement, it tracks
expitations of mandated trading, and it notifies employees and supetvisots of pending certification
expitations ot training refresher requiremments.

In the call center, the instructional designer can push out new content quickly, with employees able to

access such content at their work stations. This capability reduces the need for classtoom training and

provides a way to easily document employee participation and ¢offiprehension {when testing is used).
o

This system would be equally useful in supporting employee development i rations. Wherever
career progtessions are implemented, there is a significantly Keightened need'f

levels 1 equlres f', rmal trammg and

rmal employee

deve]opment Encouraging employees to achieve higher licens

and policy compliance.

Recommendation VII-5

edge of piesent and future operational demands, as well as
cal, union, and Civil Service interests and requirements.
ecommending that the number of Commissioners be

effectively with fout € issioners:all reporting to the Director.

A Commissionet of Plant € ttons would be responsible for both Water Treatment and Watet
Reclamation. Both plants W uld be under the authority of a highly qualified plant manager (exempt,
Civil Service position). A ‘Commissioner of Field Operations would be responsible for Watet
Distubution and Sewers and Drainage. A Commissioner of Engineeting and Envitonmental Setvices
would, as the title suggests, be responsible for what is now two separate divisions bringing together the
technical/professional functions with a cleat focus on regulatory compliance and system petformance. A
Commissioner of Customer Service and Administration would be responsible for the combined
divistons of these names. Central to this role is improving customer setvice while effectively managing
utility revenue and expenses. This structure is graphically described in Eachibit VII-11.
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Exhibit VII-11
Streamlined Commissioner Organizational Structure

City of Toledo
Mayor
TDPU
Diirector
TDPU TDFO TDPU TDPU
Commissicner Commissioner Commissionet Commissicner
PlantOperations Plant Operatons Engineeringand Eavironmentl Services Customer Service and Administation

of employees, but where there is also gre
Commissioners to Senipr:{)petators.

hould be able to call a single number and speak with a
The work of utility call centet agents is complex and

(IVR) system should direct:that ca]l to an agent that specializes iIn water utlhty customer service.

Trying to train a2 311 agent to handle utility issues will just tnake both 311 and utility customer service
ineffective and inefficient. The 311 systems can effectively handle requests for information and simple
transactions and request for service (such as geserving a picnic shelter or reporting a pothole). The
water utility customet service agents must know the system, be able to respond to emetgencies, and be
able to handle complex billing issues and payment attangements. These calls tend to be longer and

involve far more interaction than typical 311 calls.

'The DPU needs a highly trained, full setvice customer service function not distracted by other citizen
requests for service.
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! / Discussion in latge part taken from 2012 American Water Works Association Benchmarking Study — Performance Indicators of Water and Wastewater

Utilities: Survey Data and ses Report {2012 AWWA Benchmarking Report),

2 / Information Response 3

: / Information Response 3

4 / Information Response 2

3 / Information Response 3

§ / Information Response 3

7 / Interview 7 and DPU comments
s / Interview 7 and DPU comments
?/ Taterview 7

” / Interview 7 and DPU comments
"/ Interview 7

2/ Interview 7

= / Interview 7

* / Iaformation Response 52

* / Interview 8 and TDU comments
¥ / DPU comments

7/ Information Response 52

¥/ Information Response §

h / Interviews § and 11D
= / Interview 11C
# / Interview 11C
= / Interview 11C
= / Interview 11C
# / Intervi
? &S

% / Ir;grviews 8an;
= / Interview §

# / Interview 8

? / Interviews 8 and 14
* / Interviews 8 and 15
# / Interviews 8 and 16
= / Interviews 8 and 18
* / Information Response 5
* / Information Response 61
* / Information Response 53
* / Information Response 2
7/ Information Response 23
# / Information Response 21
* / Information Response 21
® / Information Response 21

'/ Information Response 21

. / Information Response 17
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*# / tnformation Response 17

* / Information Response 17

* / Information Response 17

* / Information Response 17

¥} Kickoff Meeting and Interviews 7 and 11A
* / Information Response 17

# / Interviews 7 and 11A

* / Information Response 17

o / Interview 7

2 / Interviews 7 and 11A

* / Interview 7

54 / Interview 7
55 / Interview 7
5 / Interview 7
¥ / Information Response 21

* / Information Response 113
# / Information Response 113
® / Information Response 113
% / Information Response 111
© f Iaterviews 8
® / Interviews 8
o / Interviews 8
* / Interviews 8
o / laterviews 8
7/ Interviews 8
s / Interviews 8
& / Interviews 8 and

0 .
™/ Information Response 52

™ / Tnformation Respe
"/ Tnterview 11
* / Tnterviews 8 and 11
7/ Tnformation Response 57 E
™ / Information Response 57

7 | Information Response 57

® / Information Response 57 and Inter
" / Information Response 57 "
# / Information Response 57

53 / Interview 20 and July 25, 2014 Presentation to DPU Manegement
% / Information Response 62 -

5 / Information Response 62

* / Information Response 62

¥/ Information Response 63

® / Discussions with UA Management

# / Discussions with UA Management
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» / Information Response 60

& / Interviews 8, 11, and 19

- / Interviews §, 11, and 19

. / Interviews §, 11, and 19

B / Interviews 7, 8, and 13

95/ Intesviews 8, 14, 16, 17, and 18

/ Borowsld, J. and Adams, P, Water Utility Safety and Health: Review of Best Practices. Water Research Foundation, 2010, Page 21.

Ty Borowsld, J. and Adams, P. Water Utility Safety and Health: Review of Best Practices. Water Research Foundation, 2010, Page 43.
{&search Foundation. 2010, Page 6.

* Borowski, J. and Adams, P, Water Utility Safety and Health: Review of Best Practices, Wat
® 1 2013 Department of Public Utllities Annual Report

/ Information Response 2,

/ 2013 Department of Public Utilities Annual Report
2 2013 Department of Public Utilities Annual Report
*® / 2013 Department of Public Utilities Annual Report

*/ 2013 Department of Public Utllities Anmual Report

100

101

"%/ Information Response 2
" / 2013 Depastment of Public Utilities Annual Report
" / 2013 Depastment of Public Utilities Annual Report
7 2013 Department of Public Utilities Annual Report
® /2013 Department of Public Utilities Annual Report
®/ 2013 Department of Public Utilities Annual Report
17 o013 Department of Public Utikities Anrual Report
* / Information Response 2
¥/ 2013 Department of Public Utlities Annual Report
/ 2013 Department of Public 11l Y
/ 2013 Department of Pl

115

# / Information Response 2
1 / Interviews 2, 3,4, and 5
1 / Interviews 2,3, 4, and 5

# / Taterviews 2, 3, 4, and 5
i / Interviews 2, 3,4, and 5
8/ Interviews 2,3, 4,and 5
1 / Interviews 2, 3, 4, and 5
'} Schumaker & Company consultant experience

* / Interviews 2, 3, 4, and 5
e / Schumaker & Company consultant experience
 / Tnterviews 2,3, 4, and 5
*/ Interviews 2,3, 4, and 5
* / Interviews 2, 3, 4, and 5
% / Interviews 2, 3, 4, and 5
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i / Interviews 2,3, 4, and 5
1 / Interviews 2, 3,4, and 5
» / Interviews 2, 3, 4,an0d 5
w / Interviews 2, 3, 4, and 5
141 / Interviews 2, 3, 4, and 5
e / Interviews 2,3, 4,and 5
"/ Information Request 34

* / Information Response 47

13 / Information Requese 35

6/ Information Request 35
147

/ Information Request 35
American Water Works

Assoctation, 2014. Page 19.
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