











GBMSD was formed in 1931 to address the significant
pollution in local waterways. In fact, the rivers were so
polluted that despite the Great Depression, concerned
citizens raised approximately $1.8 million to construct a
wastewater treatment facility. In 1935, the City of Green Bay
and Towns of Allouez and Preble opened the area’s first
wastewater treatment facility, treating 2.5 million gallons per
day (mgd). Soon afterward, with area growth and the desire
for cleaner water, other municipalities joined GBMSD. In
1955, secondary treatment’ was added and treatment
capacity was increased to 22 mgd to accommodate this new
growth. Also during the 1950s, the process of separating
storm sewers and sanitary sewers began so treatment could

be applied to the more concentrated wastes.

With the passing of the Clean Water Act in 1972, GBMSD
constructed a new, more effective wastewater treatment
facility. In 1975, with the help of State and Federal grants,
GBMSD opened a state-of-the-art wastewater treatment
facility; the first in the country to simultaneously treat
municipal and paper mill wastewater. In 1992, the facility
was expanded to meet new stringent effluent regulations for
ammonia, with the addition of two aeration basins, two
clarifiers, improved solids handling, and dechlorination.
GBMSD acquired a treatment facility and interceptors from
the City of De Pere in 2008, and today GBMSD serves over
219,000 residents within a 285 square mile area through 85
miles of interceptors. Municipal customers of GBMSD
include: the Cities of Green Bay and De Pere; the Villages of
Allouez, Ashwaubenon, Bellevue, Hobart, Howard,
Luxemburg, Pulaski, and Suamico; and the Towns of Green
Bay, Humboldt, Lawrence, Ledgeview, Pittsfield, Red River,
and Scott. GBMSD also serves two contract customers —
Georgia-Pacific Consumer Products LP, and Procter &
Gamble Paper Products Company. Combined, on average,
the two wastewater treatment facilities treat approximately
39 mgd with an annual operating budget of approximately
$25 million.

' Secondary treatment is designed to substantially degrade the organic
content of wastewater containing human waste, food waste, soaps, detergent,
etc., whereas primary treatment is largely associated with separation of solid
content from the liquid stream.

2National Association of Clean Water Agencies (NACWA) is a national
organization that is involved with the protection of water quality.
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GBMSD ‘ 2009 Strategic Plan

The Mission of the Green Bay Metropolitan Sewerage District is to
promote public health and welfare through the collection, treatment,
and reclamation of wastewater, while assessing stable, competitive
rates. In conjunction with others, the organization will encourage
pollution prevention and support programs to help ensure that water

contaminated by human activity is returned clean to the environment.

The purpose of the Strategic Plan is to document and communicate GBMSD’s direction for its
community of internal and external stakeholders. The Strategic Plan charts GBMSD’s course into
the future. It describes how GBMSD will ensure operations continue to be successful and
identifies opportunities that will enhance the organization and the communities it serves.

The Strategic Plan is intended to be one of many steps toward engaging regional stakeholders in
navigating GBMSD's future course. With this plan and future updates, it hopes to enhance the
awareness and understanding of the services GBMSD provides and the activities in which it is
engaged. Whether considering new approaches to solids management, advocating for more
effective watershed management, or sponsoring educational events in its communities, GBMSD
is committed to effective communication and engagement with its stakeholders. Moreover,
GBMSD is committed to transparency and careful stewardship of the public resources with which
it has been entrusted.

GBMSD’s strategic planning process was designed to ensure that resource allocations are
appropriately aligned with fundamental goals and objectives. The strategic planning process
followed a simple, practical, five-step approach (illustrated below) that employed the principles of
portfolio management as applied in a public utility context®.

3This process is documented in the 2003 American Water Works Association Research
Foundation report: Development of a Strategic Planning Process (AwwaRF Report No. 90957).




The portfolio management framework casts GBMSD’s resource allocation decisions as strategic
investments. In this respect, it is incumbent upon GBMSD’s decision makers to ensure that allocations of
scarce resources achieve the highest returns at acceptable levels of service and risk. In the public utility
context, these returns are broadly defined to include financial, environmental, and social benefits. For
GBMSD specifically, returns on resource allocations are assessed in terms of the extent to which they
advance GBMSD toward accomplishment of its goals and objectives. Accordingly, as part of the first step
of the strategic planning process, GBMSD Commissioners and Management Team members identified

organizational goals and objectives, as summarized in the figure below:
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Particularly noteworthy among these goals and objectives is that Collaborative Regional Leadership,
Education, and Sustainability is considered an overarching philosophy encompassing all GBMSD
activities. Further, each fundamental goal involves considerable interaction with regional stakeholders.
This is stated explicitly by objectives like “Partner with Regional Interests.” However, even the more
internally focused goals related to career development opportunities contemplate working with local
training, education, and employment agencies.

Once GBMSD’s goals and objectives were defined, potential strategic investments were identified by
assessing the strategic opportunities and challenges discussed below. The ranking and selection of 14
candidate strategic investments reflected GBMSD’s assessment of which resource allocations will enable
it to most effectively and efficiently meet its established goals and objectives. In doing so, the strategic
investment portfolio reflects a proactive approach to the prevailing opportunities and challenges that

characterize environmental services delivery in northeast Wisconsin.
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GBMSD has enjoyed a long tradition of success in delivering high-quality, low cost wastewater
treatment and collection services to its established service area. GBMSD looks forward to building on
this foundation and extending and expanding its environmental service offerings to facilitate
sustainable economic development in northeast Wisconsin. In doing so, GBMSD has undertaken a
clear-eyed assessment of both the opportunities and challenges that will likely characterize the
landscape of future operations. These generally may be categorized as pertaining to future regulations
and service imperatives, opportunities to advance regional collaboration, and measures to ensure the
continuing exceptional character and quality of GBMSD’s human and physical resources.

Regulatory Issues

GBMSD has an outstanding record of performance in delivery of wastewater transmission and
treatment services. Despite highly variable loads to the treatment facilities, in terms of both wastewater
flows and contributed pollutant strengths, GBMSD has consistently performed well within requirements
of Wisconsin Department of Natural Resources permits related to its effluent discharges. However,
because of the poor quality of regional receiving waters, including the Bay of Green Bay itself, GBMSD
anticipates that a number of alternative regulations may come to bear on permitted wastewater
dischargers within the region.

Perhaps the most significant prospective water quality regulations relate to potential phosphorus
discharge limits. For GBMSD facilities, these regulations could require plant upgrades costing in the
hundreds of millions of dollars; for other communities in the region, equally substantial additional costs
may be imposed. Similarly, heightened concerns related to climate change may bring about new
regulations and reporting requirements for GBMSD’s incineration facilities. More generally, GBMSD
anticipates that environmental regulations related to water quality and solids management will
continue to become increasingly stringent, potentially imposing significant costs of compliance, but

also affording new opportunities to extend and expand GBMSD service offerings.

Regional Collaboration

In part because of prospective regulatory changes, GBMSD’s proactive evaluation of the future
landscape for environmental service delivery in northeast Wisconsin suggests that now, perhaps more
than ever before, unique opportunities exist for collaboration among regional stakeholders.
Prospective regulatory requirements will strain GBMSD’s physical resources and technical expertise;
other communities in the region may be similarly challenged. Rising costs and changing workforce
demographics will remain significant issues for GBMSD for the foreseeable future; other communities
in the region are likely to be similarly impacted by these industry-wide trends. Yet at the same time,
GBMSD believes that these challenges may provide new avenues to form collaborative partnerships
founded on solid business principles. These partnerships may range from the development of informal
agreements to effect exchanges of technical expertise and/or training, to execution of inter-

jurisdictional agreements for GBMSD operation of selected regional facilities.



Regional Collaboration

Partnerships may also come in the form of collective advocacy for sensible water quality regulation;
joint collection and evaluation of environmental performance data (e.g., water quality measures,
greenhouse gas emissions); or new methods for delivery of support services (e.g., information
technology, billing, and customer service). Of utmost importance, GBMSD approaches these
opportunities with a commitment to collaboration, adherence to sound business principles, and the

recognition that each partnership is unique and must be carefully structured to ensure mutual benefit.

Asset Management and Human Resources

GBMSD is not insulated from the industry-wide trends relating to human and physical resources that
characterize wastewater utilities throughout the United States. A significant share of its critical
infrastructure assets were originally placed in service over 30 years ago. Asset renewal and
replacement needs represent a significant share of its current and projected costs. Accordingly,
GBMSD has undertaken asset management initiatives to minimize the life-cycle costs of assets while
delivering desired service levels at acceptable levels of risk. These initiatives represent a new risk
management approach to GBMSD’s ownership of capital assets — one that recognizes the implications

of its aging infrastructure.

Similarly, GBMSD recognizes the implications of its aging employee population and evolving
workforce management issues. Succession planning, to ensure continuity of service and retention of
employee knowledge, is of paramount importance as 39% of its employee population will be eligible
for retirement over the next 5 to 10 years. Moreover, it recognizes the need for career paths to provide
attractive opportunities for an increasingly diverse, technologically savvy pool of potential future
employees. GBMSD is implementing training programs, defining new career paths, and making

strategic investments to ensure GBMSD remains a place of rewarding employment and public service.

In summary, GBMSD’s strategic investments were developed to address proactively the realities of the
changing landscape in which it operates — both the opportunities and the challenges. GBMSD believes

that these changes afford its current and future customers the ability to benefit from a collaborative,

regional approach to environmental service delivery.
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GBMSD’s strategic investment portfolio reflects the ranking and synthesis of numerous alternatives that
were suggested through a series of interactive work sessions with both Commissioners and the
Management Team. These strategic investment options focus efforts on the most significant
opportunities and challenges, without compromising delivery of high-quality environmental services.

Regional Municipal Environmental Services

Communities throughout northeast Wisconsin are expected to face increasingly stringent regulations
related to wastewater discharges to receiving waters. As for GBMSD, these regulations may impose
significant facility upgrade requirements and challenge the technical expertise of facility operators. These
emerging challenges, however, may also afford new opportunities to realize economies of scale in

service delivery and more fully leverage the technical expertise at GBMSD.

This strategic investment option contemplates GBMSD’s provision of wastewater treatment and
collection services to other municipalities in the region beyond its existing service area. These services
would be tailored to respond to individual community goals and objectives. Whereas some communities
may elect to have GBMSD assume responsibility for operation and maintenance of their facilities, others
may seek to have GBMSD provide technical support related to specific processes or regulatory
requirements. Situations similar to the De Pere system integration may enable communities to obtain
value for existing system assets and relief from future service delivery obligations. Perhaps most
importantly, GBMSD'’s strategic investment seeks to establish partnerships with regional municipalities to

promote economical and efficient delivery of environmental services.

Watershed Based Planning

Recent trends in water resource management have reflected an increasing recognition that a holistic,
watershed-based perspective is required to accomplish and sustain water quality improvements.
Regulation of point source discharges without complementary management of nonpoint source pollutant
loadings will not only frustrate environmental stewardship objectives but also lead to sub-optimal
resource allocations. Unfortunately, the current regulatory framework does not accommodate this
watershed management perspective, and potential point source regulations may impose significant new
costs on Publicly Owned Treatment Works. In response to similar conditions elsewhere in the United

States, progressive wastewater utilities have promoted collaborative approaches to development of

whole watershed planning protocols.
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This strategic investment option involves having GBMSD work with other major Wisconsin
wastewater utilities, regional water resource stakeholders, and local, state, and federal agencies to
foster the development of a whole watershed planning framework. Some specific attributes of this
collaboration would include:

[l Defining protocols for pollutant discharge credit calculations and for exchanges of credits.
Calculation protocols will address measurement issues, relevant time periods, permitting
procedures, and other issues. Trading protocols will define exchange ratios and options for
trading between point source dischargers, and trading between point source and nonpoint
source pollutant contributors.

[l Engaging agricultural interests in discussions and demonstration pilot projects to better define
pollutant reduction potential and associated costs, to more fully understand the cost structures

of respective parties, and to collaborate in developing mutually beneficial opportunities.

[l Working with the Wisconsin Department of Natural Resources and regional water resource

interests (e.g., utility districts and municipalities, academic institutions, non-governmental
environmental organizations) to promote and maintain “best science” as a basis for
prioritization of water quality investments.

In-District Sustainability

GBMSD’s goals and objectives speak to the importance of sustainability in the implementation of
future programs and conduct of its operations. As a major environmental services provider in the
region, GBMSD will lead by example in developing internal policies, practices, and solutions that
balance economic, environmental, and community needs, while ensuring the opportunity for future
generations to meet their needs. GBMSD will use education and innovation to develop a
sustainability program that enhances its decision-making process to improve operational
performance, reduce its carbon/water footprint, and engage its workforce. GBMSD will bridge the
gap between declining ecosystems and diminishing resources by providing leadership on
sustainability issues and setting an example for communities and other organizations to follow.
Projects or project components that are anticipated to yield environmental sustainability benefits
include operational improvements that reduce greenhouse gas emissions, conserve energy, reduce
waste, improve staff's health and safety, and lower operational costs.

Reduce Social Equity Job
Carbon Footprint Opportunities

Economic
Prosperity

Alternative
Energy
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In terms of specific projects and operating protocols that can yield sustainability benefits, perhaps the
most significant opportunities involve alternatives to enhance solids management operations and/or
convert solids to bio-fuels or other marketable products. Solids management, currently featuring
incineration of dewatered wastewater sludge, represents GBMSD’s single most significant energy
demand and source of greenhouse gas emissions. Facing the potential for increasingly stringent solids
management regulations, aging assets (incinerators were installed in the mid-1970s), and loads
associated with integration of the De Pere facilities, GBMSD has initiated a comprehensive solids
management study. The scope of this effort will address not only opportunities to enhance the
environmental performance of GBMSD’s current and planned facilities, but also methods to develop
solids management services that may be offered to other communities and wastewater generators in the

region.

Risk-Based Asset Management

Consistent with nationally recognized attributes of effective water sector utilities*, GBMSD recognizes
that asset management is critical to delivering cost-effective, high quality, and reliable service. Asset
management is an integrated optimization process for “managing infrastructure assets to minimize the
total cost of owning and operating them, while continuously delivering the service levels customers
desire, at acceptable levels of risk.” Though GBMSD historically has ensured that its infrastructure
assets are well-maintained, renewed, and replaced as needed to deliver reliable service like most of the
water utility sector, its efforts have not methodically focused on minimizing lifecycle costs related to

defined service levels or based on assessment of risks.

Significant developments throughout the industry afford important opportunities to enhance GBMSD’s
asset management practices. Standard procedures for asset condition assessments and risk evaluation
have been promulgated and disseminated. Increasingly powerful software tools are available to facilitate
record keeping on asset characteristics, maintenance histories, and performance attributes. Accordingly,
GBMSD will elevate its asset management practices by implementing successful tools and techniques

tailored to its asset inventory and operating conditions.

“See, for example, Recommendations for a Water Utility Sector Management Strategy: A Final Report Submitted by the Effective
Utility Management Steering Committee to the Collaborating Organizations — March 30, 2007, American Public Works Association,
American Water Works Association, Association of Metropolitan Water Agencies, National Association of Clean Water Agencies,
National Association of Water Companies, U.S. Environmental Protection Agency, Water Environment Federation Managing Public
Infrastructure Assets, AMSA, AMWA, WEF, AWWA, 2001

5Managing Public Infrastructure Assets, AMSA, AMWA, WEF, AWWA, 2001
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GBMSD has initiated implementation of components of its strategic investment portfolio. The following

describes what has been accomplished to date for each initiative.

Watershed Based Planning:

[l Working with a statewide municipal utility group on nutrient limit regulations

[l Working with federal, state, and county agencies and educational institutions on the development
of a total maximum daily load and education outreach for the lower Fox River basin

[l Contact with non-governmental environmental organizations to identify common areas of interest

Regional Municipal Environmental Services:
[l Working as part of the Brown County Waste Transformation initiative to identify regional solids

and agricultural waste management options
[ Identified potential municipal service offerings

In-District Sustainability:

[l Identified and implemented “low hanging fruit” sustainability projects (e.g. paper reduction)

[l Energy evaluation and recommended alternatives for energy conservation on lighting, heating/
cooling, wastewater treatment equipment, (e.g. pumps, monitors, mixers, and generators)

[l Solids Management Plan — evaluate future alternatives for solids handling and disposal

[l In-District Sustainability Study

Risk-based Asset Management:
[l Asset condition assessment
[l Accounting-based asset management inventory and value

[l Long-term planning for renewal and replacement of aging assets

As a wastewater utility that has been out of the public eye, GBMSD has recently been engaging its
stakeholders on new and future initiatives. In the past year, GBMSD has met with stakeholders one-on
-one, held its first annual update meeting, surveyed customers, published external newsletters, and
commissioned a stakeholder advisory group for input on a future capital investment project.

A key part of this Strategic Plan will be to conduct an annual review of each strategic initiative and
update its progress. Through reviewing where GBMSD is relative to its benchmarks, the plan will be
modified to reflect actual progress, current conditions, and future needs. GBMSD will update the

Strategic Plan as part of its annual report.

13



GBMSD ‘ 2009 Strategic Plan

GBMSD is committed to transparency and effective stewardship of the public resources with
which it has been entrusted. Accordingly, provided on GBMSD’s website at www.gbmsd.org is
general information on its organizational structure, financial performance, and operations. This
information is evidence that GBMSD is a significant economic actor in the region — with $222
million in asset investment and annual revenues of $23.1 million — and it recognizes and takes
seriously the responsibilities of its role in the region. Over the last decade, GBMSD has
established a strong foundation of efficiency and effectiveness of its operations. Today, GBMSD
is well positioned to build on that foundation as it implements the strategic investments described
herein. GBMSD will remain committed to the effectiveness and efficiency that has served its
community so well to date, and to the openness and transparency that is at the center of the
regional collaborations to which it aspires.

Photographed left to right: Commission President Daniel Alesch, Commission Secretary Kathryn Hasselblad,
Commissioner Tom Meinz, Commissioner Chris Zabel, Commissioner Denise Scheberle, Executive Director Tom
Sigmund.
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The Green Bay Metropolitan Sewerage District Serves:

The Cities of Green Bay and De Pere
The Villages of Allouez, Ashwaubenon, Bellevue, Hobart, Howard,
Luxemburg, Pulaski, and Suamico

[J The Towns of Green Bay, Humboldt, Lawrence, Ledgeview, Pittsfield,
Red River, and Scott

(] Georgia—Pacific Corporation Consumer Products LP and Procter &

Gamble Paper Products Company are contract customers
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