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Commission Meeting
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2025 Compliance Maintenance
Annual Report (CMAR) Presented by Jacob Kositzke,

Process Regulatory Engineer 



Slide title hereLegal Requirements

Wisconsin State Legislature

Wisconsin Department of Natural Resources (WDNR)

Statute Ch. 283: Pollution Discharge Elimination

Implemented by NR 208

Wisconsin Pollution Discharge Elimination System (WPDES) Permit Requirement

Approval of report and resolution by governing body



Purpose

• Protects Public Health and the Environment
Initiates action to avoid water quality 
degradation

• Serves as an Educational Tool 
Promotes owner awareness and responsibility for 
treatment needs

• Identifies Improvement Areas
Maximizes useful life and performance through 
improved operations and maintenance

• Initiates New Projects
Promotes formal planning, design and 
construction



Report Content

*NSWWTP omits total nitrogen, groundwater quality, and 
ponds and lagoon leakage sections

Score Grade Grade 
Points

Grade 
Meaning

Response Rate

91-100 A 4 Good Voluntary

81-90 B 3 Satisfactory Voluntary

71-80 C 2 Marginal Recommendation

61-70 D 1 Poor Action

<61 F 0 Fail Action



2025 Grade Summary

Grade Section

A Influent Flow and Loadings

A Effluent Quality: Biochemical Oxygen Demand

A Effluent Quality: Total Suspended Solids

A Effluent Quality: Ammonia

A Effluent Quality: Phosphorus

D Biosolids Quality and Management

A Staffing and Preventative Maintenance

A Operator Certification and Education

A Financial Management

A Collection Systems

GPA: 3.59



• One instance of nitrogen overapplication
Lost 30 points, dropped score to a D

• Cause of overapplication
Application rate calculation methodology limitations

• New QA/QC procedures
The approved QA/QC procedure continues to be 
used and refined to properly calculate biosolids 
application rates

• New database
New database is under development to help fix data 
management challenges associated with the 
management of fields used for application rate 
calculation

Biosolids Management



Historical Overflows
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Sanitary Sewer Overflows (SSO)

Date Description Response Action

2/26/2025 SSO occurred due to a bypass pumping 
maintenance event. 500 gallons were 
estimated to have been spilled. 

Procedure was reviewed and staff was 
retrained.

8/22/2025 SSO occurred when a 36” forcemain failed 
resulting in a spill of 6,000,000 gallons of 
wastewater into section of District-owned 
wetland and into the Nine Springs Creek. 

The District promptly isolated the line, 
implemented a temporary repair, and 
formed a long-term plan to repair the 
damaged line. Proper public 
notifications and water testing were 
completed to follow-up on the impact 
of this spill. 

10/06/2025 SSO occurred due to a temporary bypass 
pumping maintenance event at a pump 
station. 1,900 gallons were estimated to 
have been spilled. 

The leak in the bypass pumping line was 
promptly repaired. 



Treatment Facility Overflows (TFO)

Date Description Response Action

2/26/2025 TFO due to centrifuge centrate well overflowing 
onto immediate vicinity. 50 gallons were 
estimated to have been spilled. 

Centrifuge operating procedure was 
reviewed with Operations. 

6/03/2025 TFO during Digester Maintenance, maintenance 
activity. 100 gallons were estimated to have 
been spilled. 

Procedures were reviewed and retrained.

8/11/2025 TFO occurred due to a bypass pumping 
maintenance event. 2,100 gallons were 
estimated to have been spilled. 

Bypass pumping procedures were 
reviewed.

8/12/2025 TFO DAF dissolved air flotation (DAF) 
compressed air tank bleed-off valve was stuck 
open causing the pressurization vent to leak 
filtrate. 10 gallons were estimated to have been 
spilled. 

The DAF compressed air bleed-off valve 
was repaired.



Treatment Facility Overflows (TFO)

Date Description Response Action

8/20/2025 TFO occurred due to a contractor’s bypass 
pumping maintenance event. 40 gallons were 
estimated to have been spilled. 

Contractor promptly cleaned up the spill 
and made changes to their containment 
plan to prevent reoccurrence.

12/25/2025 TFO due to a leaking hatch after digester 
maintenance. 500 gallons were estimated to 
have been spilled. 

Immediate action was taken to reduce 
quantity of spill and cleaned up 
immediately. Cleaning procedures were 
reviewed for future improvement. 



Resolution
The Commission is requested to 
adopt Resolution #2026-06-11-
R7, accepting the Compliance 
Maintenance Annual Report and 
the required response actions 
therein. 

• GPA: 3.59
• Responses required for grades below 

“B”
• Biosolids management: continuing to 

refine rate calculation methodology 
and data management

• Actions to prevent overflow 
reoccurrence 

• Certification and submission due by 
June 30, 2026



Questions?



Nutrient Land Application 
Requirements for Biosolids

Presented by Zac Thompson,
Biosolids Specialist



Agenda • Background of biosolids nutrient 
management requirements

• How the District manages the 
application of nitrogen in biosolids

• Key takeaways



Regulatory Guidelines • Wisconsin Administrative Code NR204

• University of Wisconsin publication 
A2809

• Natural Resources Conservation 
Service 590 Plan

• Wisconsin Department of WDNR 
approved Sludge Management Plan

• Biosolids rates are managed by the 
nitrogen needs of the crop



Determining Target Nitrogen Rate

UW Publication A2809

• Crop to be grown/previous crop

• Soil type yield potential (A2809 
publication)
• H (High) or Standard

• Any nitrogen credits to consider
• Previous biosolids/manure 

applications
• Commercially applied fertilizer

• Added 10 lbs. buffer



Determining Target Nitrogen (N) Rate

Example Field
• Crop: Corn
• Previous crop: Soybeans
• Yield potential: High
• Recommended N: 140 lbs

140 lbs Recommended
   - 0 lb Previous biosolids/manure app
   - 15 lbs Commercial fertilizer
   - 10 lbs Additional buffer
   = 115 lbs Target N application



Determining Nitrogen
Content

Composite weekly sample
• Daily grab samples
• 1- to 2-week turnaround
• Analyzed for nutrients

• Total Kjeldahl Nitrogen
• Ammonia Nitrogen
• Potassium
• Total Phosphorus

UW SnapPlus Nutrient Calculator



Determining Application Rate

Application during the week of 
September 7

Use the average of the most recent 
data points for Nitrogen content:

• 8/3 = 23.8
• 8/10 = 21.8
• 8/24 = 22.4
• Average = 22.7 lbs of 

N/1,000gal

Application Rate = 115/22.7 = 
5,066; round to 5,000 gallons/acre

2025 Comp Weekly Lab Analysis

Date TS TKN ORG-N NH3-N N Analysis

4/6/2025 4.84 9.61 5.7 3.9 21.9

4/13/2025 4.88 9.61 5.86 3.75 21.6

4/27/2025 4.86 9.49 5.19 4.3 23.1

5/4/2025 4.91 10 5.7 4.3 23.9

5/11/2025 5.06 9.45 5.55 3.89 22.7

7/6/2025 4.89 9.26 4.5 4.76 24.4

7/13/2025 4.86 9.18 4.73 4.44 23.2

7/20/2025 4.84 9.46 4.69 4.77 24.4

7/27/2025 4.84 9.83 5.19 4.65 24.5

8/3/2025 4.79 9.48 4.84 4.63 23.8

8/10/2025 4.72 9.45 5.36 4.09 21.8

8/24/2025 5.03 9.28 5.39 3.9 22.4

8/31/2025

9/7/2025



Challenges

Applying based on recent average vs. reporting 
actual at time of application

Actual N Application = 5,000 gallon/acre at
25.6 lbs/1,000 gallon = 128 lbs nitrogen/acre

Total Available Nitrogen

128 lbs for Application

   + 0 lbs previous biosolids/manure App

   + 15 lbs commercial fertilizer

   = 143 lbs Nitrogen Total (3 lbs overapplication 
from Recommended N)

2025 Comp Weekly Lab Analysis

Date TS TKN ORG-N NH3-N N Analysis

4/6/2025 4.84 9.61 5.7 3.9 21.9

4/13/2025 4.88 9.61 5.86 3.75 21.6

4/27/2025 4.86 9.49 5.19 4.3 23.1

5/4/2025 4.91 10 5.7 4.3 23.9

5/11/2025 5.06 9.45 5.55 3.89 22.7

7/6/2025 4.89 9.26 4.5 4.76 24.4

7/13/2025 4.86 9.18 4.73 4.44 23.2

7/20/2025 4.84 9.46 4.69 4.77 24.4

7/27/2025 4.84 9.83 5.19 4.65 24.5

8/3/2025 4.79 9.48 4.84 4.63 23.8

8/10/2025 4.72 9.45 5.36 4.09 21.8

8/24/2025 5.03 9.28 5.39 3.9 22.4

8/31/2025 5.02 9.5 4.84 4.66 25

9/7/2025 4.99 9.24 4.27 4.97 25.6



Key Takeaways

• Following approved guidelines and processes used to determine biosolids 
application rates

• District practice is to add additional nitrogen buffer

• Inability to obtain real-time nitrogen data

• Overapplications continue to be minimized



Continued Research

• New technology that may increase the speed to get test results

• Database improvements to increase efficiency



Thank you



Executive Director 
Performance Evaluation

Process Update

MMSD —  BOARD OF  COMMI SSIONERS BRI EF I NG

June 11, 2026

MGT Team: Ashley Eccles  •  Yolanda Howze  •  Lee Szymborski



Review of the Evaluation Process

A C T I O N S  T A K E N   •   T H E M E S  A D D R E S S E D   •   G O A L S



Actions Taken Since Kickoff

S U M M A R Y  O F  W O R K  C O M P L E T E D  W I T H  T H E  P E R F O R M A N C E  R E V I E W  S U B C O M M I T T E E

1

Discovery & Listening

Interviewed all Commissioners, Direct 
Reports. 

Surveyed peer organizations. 

Worked closely with the Performance 
Review Subcommittee to scope the 
engagement, surface concerns with the 
prior process, and align on objectives for 
the new evaluation.

2

Design & Drafting

Drafted three distinct evaluation 
instruments — one each for the 
Commission, the Executive Director's 
direct reports, and the Employee 
Leadership Council.

3

Review & Refinement

Iterated drafts with the Subcommittee, 
incorporated feedback, and prepared the 
final tools and timeline for Commission 
review today.

✓ Today's session presents the resulting process, instruments, and proposed calendar for Commission review.



Themes the New Process Sought to Address

F E E D B A C K  F R O M  T H E  P R I O R  E V A L U A T I O N  P R O C E S S  —  P A R T  1  O F  3

L E N G T H Y  P R O C E S S  

Previous process too cumbersome.

The timeline to complete all components took too long.

The questionnaires were too lengthy. 

L I M I T E D  I N P U T

Feedback was concentrated at the Commission 
level

The prior process relied heavily on Commissioners alone, with 
limited structured input from those who work most closely with 
the Executive Director day-to-day.

In addition to a lengthy process, Commissioners and other 
evaluators found they did not received loopbacks to their input. 

Input from direct reports guarded. 

Continued on the following slides — themes 3 through 6.



Themes the New Process Sought to Address

F E E D B A C K  F R O M  T H E  P R I O R  E V A L U A T I O N  P R O C E S S  —  P A R T  2  O F  3

P R O C E S S  C L A R I T Y

Steps were not clearly defined

It was unclear how performance goals were set at the front end 
of the process.

It was unclear how the Executive Director’s performance as it 
related to internal management and leadership was measured.

What role, if any, for customer communities/stakeholders? 

B A C K W A R D - L O O K I N G  O N L Y

Limited connection to forward-looking goals

The previous tool focused on rating past performance without 
an integrated mechanism for setting and tracking goals for the 
next review period.

Themes 5 and 6 follow on the next slide.



Themes the New Process Sought to Address

F E E D B A C K  F R O M  T H E  P R I O R  E V A L U A T I O N  P R O C E S S  —  P A R T  3  O F  3

D E V E L O P M E N T  F O C U S

Limited support for ongoing development

Evaluations functioned primarily as an annual judgment rather 
than a tool that supported coaching conversations and the 
Executive Director's ongoing professional development.

R H Y T H M  &  C A D E N C E

No structured mid-year touchpoint

A single year-end review left a long gap between feedback 
opportunities. There was no formal mid-year checkpoint to 
confirm progress, adjust goals, or surface concerns early.

✓ Each theme above is directly addressed by a design choice in the new evaluation process and tools.



Goals for the New Evaluation Process

S H A R E D  O B J E C T I V E S  O F  T H E  S U B C O M M I T T E E  A N D  M G T

1

Clear & Consistent

A shared competency 
rubric so every evaluator 
works from the same 
definitions, scale, and 
expectations.

2

Multi-Perspective

Structured input from the 
Commission, direct 
reports, and ELC — a fuller 
picture of performance 
from those best 
positioned to observe it.

3

Forward-Looking

Built-in goal-setting for the 
next review period, 
connecting past 
performance to forward 
priorities.

4

Development-Oriented

A process that seeks to 
ensure the Director meets 
core business 
requirements aligned with 
District priorities, while 
also identifying strengths 
and areas for 
improvement. 

5

Right Rhythm

Annual cycle with a mid-
year checkpoint and clear 
instructions, calendar, and 
roles for every participant.



Evaluation Instruments

A N  O V E R V I E W  O F  T H E  T H R E E  T O O L S  A N D  T H E I R  U S E R S



Three Groups Have a Role in the Process

E A C H  G R O U P  U S E S  A  T O O L  T A I L O R E D  T O  T H E I R  V A N T A G E  P O I N T  —  S A M P L E S  I N  T H E  P A C K E T

G R O U P  1

The Commission

Evaluates the Executive Director 
against shared competencies, 
provides written feedback, and sets 
goals for the upcoming period.

3  P A R T S :  R U B R I C   •   C O M M E N T S   •   
G O A L S

G R O U P  2

The Director's Direct 
Reports

Provide upward feedback from those 
who work most closely with the 
Executive Director, using a parallel 
competency rubric and open 
comments.

2  P A R T S :  R U B R I C   •   C O M M E N T S

G R O U P  3

Employee Leadership 
Council

Offers staff-level perspective on the 
Executive Director's leadership 
through a single structured 
performance feedback form.

1  P A R T :  F E E D B A C K  F O R M



The Commission's Evaluation Tool

T H R E E - P A R T  I N S T R U M E N T  —  C O M P E T E N C Y  R U B R I C ,  O P E N  C O M M E N T S ,  A N D  N E X T  P E R I O D  G O A L S

3
D I S T I N C T  P A R T S

Together they produce a structured rating, a narrative 
perspective, and a forward-looking plan for the Executive 

Director.

1
Competency Rubric

Rate the Executive Director on a defined set of core 
competencies using a shared scale, as well as 
organizational performance. 

2
Open Comments

Narrative observations on strengths, growth areas, and 
notable accomplishments.

3
Next Period Goals

Identify priorities and expectations for the upcoming 
review period.



Commission Tool — Part One: Competency Rubric

S T R U C T U R E D  R A T I N G S  A G A I N S T  A  S H A R E D  S E T  O F  L E A D E R S H I P  C O M P E T E N C I E S

W H A T  T H I S  P A R T  D O E S

Each Commissioner rates the Executive Director on a common set 
of leadership competencies using a defined performance scale and 
metrics. Commissioner’s rating process supplemented by the 
Executive Director’s Milestones Progress Report. 

Shared rubric ensures consistency across reviewers

Same competency language used by all three groups

Anchored rating scale with clear behavioral descriptors

Produces a comparable summary view for the Commission

Competency Rating

Strategic Leadership 1  2  3  4  N/A

Trust and Transparency 1  2  3  4  N/A

External Relations 1  2  3  4  N/A

Performance Management 1  2  3  4  N/A

Collaboration and Teamwork 1  2  3  4  N/A

S A M P L E  —  F U L L  R U B R I C  I N  P A C K E T



Commission Tool — Part Two: Open Comments

N A R R A T I V E  F E E D B A C K  T O  C O M P L E M E N T  T H E  C O M P E T E N C Y  R A T I N G S

01
S T R E N G T H S

What is the Executive Director 
doing especially well?

Seeks feedback about what went well 
and the Executive Director’s strengths. 

02
G R O W T H  A R E A S

Where are the opportunities for 
further development?

Identify opportunities and constructive 
advice on where additional focus, 
coaching, or experience would 
strengthen performance.

03
C O N T E X T

What context should inform the 
overall evaluation?

The Executive Director’s Milestones 
Progress Report will note operating 
conditions, headwinds, or significant 
events that shaped what was achievable 
during the period. This will be  
supplemental to the Commission’s 
completion of their evaluation. 

Sample prompts shown — final prompts appear in the packet.



Commission Tool — Part Three: Next Period Goals

F O R W A R D - L O O K I N G  P R I O R I T I E S  F O R  T H E  E X E C U T I V E  D I R E C T O R

Connecting performance to the work 
ahead.

W H A T  T H I S  P A R T  C A P T U R E S

The Commission identifies priorities and expectations for the upcoming 
review period — translating the evaluation into a clear forward plan.

K E Y  G O A L S ,  D E L I V E R A B L E S  A N D  O U T C O M E S

Commissioners are asked to recommend any key goals for the upcoming 
review period.  

E M P H A S I S  O N  S M A R T  G O A L S  

Seeking one – three Specific, Measurable, Achievable, Relevant and Time-
bound goals 



The Direct Reports' Evaluation Tool

U P W A R D  F E E D B A C K  F R O M  T H O S E  C L O S E S T  T O  T H E  E X E C U T I V E  D I R E C T O R

W H O  P A R T I C I P A T E S

The Executive Director's Direct 
Reports

These are the leaders who experience the Executive Director's 
management, decision-making, and communication first-hand 
on a weekly basis.

Provides perspective the Commission cannot directly observe.

T H E  T W O  P A R T S  O F  T H I S  T O O L

1
Competency Rubric

Parallel rubric to the Commission's — rating 
comparable competency areas from the direct-report 
vantage point.

2
Open Feedback 

Narrative observations on what is working well, 
where development is needed, and how to better 
support the team.



Direct Reports Tool — Part One: Competency Rubric

P A R A L L E L  R U B R I C  R A T E D  F R O M  T H E  D I R E C T - R E P O R T  V A N T A G E  P O I N T

W H A T  T H I S  P A R T  D O E S

Direct reports rate the same core competencies — using behaviors 
they observe daily — so the Commission can compare and 
triangulate views.

Shared competency language across all three groups, with Metrics 
tailored to the rating group. 

Adds behavioral observations from day-to-day work

Provides upward feedback that supports coaching

Direct comparison with Commission ratings highlights alignment

Competency Rating

Strategic Leadership 1  2  3  4  N/A

Trust and Transparency 1  2  3  4  N/A

Performance Management 1  2  3  4  N/A

Collaboration and Teamwork 1  2  3  4  N/A

Leadership Development and Organizational 
Culture 

1  2  3  4  N/A

S A M P L E  —  F U L L  R U B R I C  I N  P A C K E T



Direct Reports Tool — Part Two: Open Comments

N A R R A T I V E  F E E D B A C K  O N  S U P P O R T ,  C O L L A B O R A T I O N ,  A N D  L E A D E R S H I P

01
W H A T  T O  S T R E N G T H E N  

Any suggestions for the Executive 
Director that would enhance the 
Director’s strengths. 

Constructive feedback on opportunities 
to refine leadership behaviors, 
communication, or decision-making.
.

02
W H A T  T O  C O N T I N U E

Approaches that are working well 
and should be continued because it 
helps the respondent’s work. 

03
W H A T  T O  I M P R O V E

How can you and the Executive 
Director work together more 
effectively?

What is one change that would most 
improve communication, support or 
effectiveness in the next evaluation 
period? 

Sample prompts shown — final prompts appear in the packet.



The ELC's Performance Feedback Form

O N E  S T R U C T U R E D  F O R M  F O R  T H E  E M P L O Y E E  L E A D E R S H I P  C O U N C I L

Staff-level perspective on Executive 
Director leadership.

O N E  P A R T .  O N E  F O R M .

The Employee Leadership Council, collaboratively, contributes one 
structured feedback form to the evaluation.

P E R F O R M A N C E  M A N A G E M E N T  
How the Executive Director supported the organization in performance 
management and accountability.

T R U S T  A N D  T R A N S P A R E N C Y  
How the Executive Director builds trust through integrity, openness and 
empathy. 

L E A D E R S H I P  D E V E L O P M E N T  &  O R G A N I Z A T I O N A L  C U L T U R E
How the Executive Director shapes the workplace culture and supports staff 
success.

C O L L A B O R A T I O N  A N D  T E A M W O R K
How effective is the Director’s approach to strengthening collaboration, 
problem solving, and teamwork.



Process, Timeline & Next Steps

F R O M  I N S T R U C T I O N S  T O  Y E A R - E N D  R E V I E W



Process Timeline & Next Steps

K E Y  M I L E S T O N E S  F R O M  I N S T R U C T I O N S  T H R O U G H  Y E A R - E N D  R E V I E W

1

J U L Y  2 0 2 6

Instructions Finalized

Annual performance review 
instructions completed and 
shared with all participants.

2

J U L Y  2 0 2 6

Mid-Year Review

Executive Director submits 
milestones progress report; 
goal-setting for the next six 

months.

3

O C T  2 0 2 6

Tools Distributed

Instructions and the three 
evaluation tools / surveys 
distributed once per year.

4

Y E A R - E N D

Year-End Review

Full annual evaluation cycle 
completed using all three 

instruments.

5

O N G O I N G

Process Stewardship

MGT facilitates mid-year and 
year-end this cycle; Commission 

to determine future self-
administration.

✓ Three evaluation tools / surveys are administered once per year on this cadence.



Draft Timeline for 
Evaluation Process

EXECUTIVE DIRECTOR ANNUAL EVALUATION



A seven-month evaluation cycle

F R O M  G O A L - S E T T I N G  I N  J U L Y  T H R O U G H  R E S U L T S  R E V I E W  I N  J A N U A R Y

1

July

Set goals

2

September

Logistics & ELC

3

October

Survey launch

4

November

ELC approval

5

December

MGT review

6

January

Commission review

MGT facilitates two closed-session Commission meetings — bookending the cycle in July and January.



July — Goal-setting and Commission alignment

JULY

GOAL
ALIGNMENT

Milestones Progress Memo & Forward Goals

Executive Director prepares the Milestones Progress Memo and proposed goals for the 
next six months.

Closed-Session Commission Meeting

Full Commission meets in closed session, facilitated by MGT, to 
discuss and align on the Director's draft goals.

J U L Y  1 6

Final Draft of Goals for Approval

Final draft of goals provided to the Commission for formal approval.

J U L Y  3 0



September — Logistics, coordination, and ELC feedback

SEPT

LOGI STICS
& ELC INTAKE

S U B C O M M I T T E E

Reviews and confirms logistics for the next 
steps:

Drafts email, instructions, and introductions to 
MGT as facilitators

Sets timelines for surveys — open dates, close 
dates, and deadlines

H R  &  E L C

Coordinates with the ELC and gathers 
feedback:

HR meets with the ELC and conducts 
coordination meeting

Performance Feedback form sent to the ELC 
with the agenda

ELC meets to discuss and gather feedback on 
the questions

Facilitator compiles feedback; HR reviews and 
circulates for ELC review



October — Memo distribution and survey launch

OCT

SURVEYS
GO L IVE

01

Progress Memo Distributed

The Director's Milestones Progress 
Memo and next six-month goals are sent 

to the Commissioners.

02

Survey Tools Issued

Survey tools are distributed to the 
Commissioners and to the Director's 

Direct Reports.



November — ELC formal approval

NOV

ELC
FINALIZES

Formal approval of the Feedback Form

The ELC meets to formally approve their Feedback Form, if needed, 
ensuring the instrument is ready for the upcoming review of survey 

results.

C O N T I N G E N T  —  I F  R E V I S I O N S  R E Q U I R E D



December — MGT draft report on evaluation results

DEC

RESULTS
REVIEWED

Subcommittee + MGT

R E V I E W  O F  A L L  T H R E E  R A T I N G  I N S T R U M E N T S

Draft Report Walk-Through

1 Commissioner survey results

2 Direct Reports survey results

3 ELC Feedback Form results



January — Full Commission evaluation review

JAN

CLOSED
SESSION

Closed-session Commission meeting, 
facilitated by MGT

Reviews and discusses the Director's evaluation results and the 
recommended goals for the next period.

Evaluation Results

Findings from all three rating instruments 
reviewed in full.

Next-Period Goals

Recommended goals discussed and direction 
set for the next cycle.



Discussion & Next Steps

MGT Team: Ashley Eccles  •  Yolanda Howze  •  Lee Szymborski

Ready to support the Commission through the July 2026 mid-year review.

Confirm the July 16 closed-session date and align on the draft goals format.



The Commission is in Closed Session
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