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SYNOPSIS -

The City of Des Moines, as operating agency of the Metropolitan
Wastewater Reclamation Authority (WRA), engaged EMA
Services as a change management consultant in 1997. In 2000, the
City assumed full responsibility for this process and ended its
Organizational Developmental Change Management (ODCM)
relationship with EMA. This change management process involved
organizational improvements, a focus on team achievements,
greater use of automation, and improved work practices. The City
Council requested quarterly progress reports on the Competitive
Strategic Plan developed in the program at the March 15,1999
meeting.

FISCAL IMPACT -

Consulting costs of $619,940 have been easily offset by cumulative
savings exceeding $5 million through the end of this fiscal year. No
consulting services are currently being used for ODCM.

Cost reductions of $315,709 (for 1997/1998), $953,993 (for
1998/1999), and $943,431 (for 1999/2000) were reported
previously - today we report $3,102,808.

RECOMMENDATION -

Receive and file.

BACKGROUND -

The original agreement between the City and EMA, Roll Call No.
97-2709, passed on August 4, 1997, was to conduct an assessment
of the WRA relative to private contract operations for an estimated
$25,000 fee and evaluate the Process Control System (PCS) for
$71,500.



Amendment Number One, for $272,370, was to design the PCS
replacement system. Amendment Number Two, for $172,080, was
to conduct the first part of Phase 11 (A) Change Management
Program. This work included the design of the Preliminary Change
Program through development of the Steering Team and the first
Design Teams. These amendments were passed on June 15, 1998,
by Roll Call No. 98-1930, and are complete.

Amendment Number Three included team training on process
improvement. Costs of $422,860 were authorized on March 15,
1999, by Roll Call No. 99-765. This final phase of ODCM initiated
re-engineering business practices developed by the design teams.
These new practices resulted in:

o Less attended operations made possible through the new
PCS.

« Increased proactive, predictive maintenance with 75 percent
of all work planned and performed prior to failures.

o Changes in employees' skills, training, and incentives.

o Improved processes for purchasing goods and services.

The teaming approach and change in cultural attitudes has resulted
in cost reductions. As reported to Council on several occasions, the
employees at the Des Moines Metropolitan Wastewater
Reclamation Facility (WRF) have been focused on a process aimed
at reducing long-term operating and maintenance costs paid by the
constituent communities of the WRA. In 1998, the goal of reducing
$2,000,000 in operating and maintenance expenses, adjusted for
Consumer Prices and other specified expenses, by the end of Fiscal
Year (FY) 2002/2003 was announced. Some viewed this goal as
too aggressive and not attainable without significant adverse
consequences on the Facility's Operating Mission of protecting the
Des Moines River through treatment of area wastewater. As noted
in the attached financials, not only was the $2.0 million goal
reached, it was exceeded one year early, and without adverse
impact on our Mission and responsibilities as the leader of
environmental stewardship of Central lowa waters.

This extraordinary achievement could not be met without the
efforts of each and every one of the 100 employees at WRF and
their Union Representatives. In addition, the Facility's employees
went a record setting one full year without a lost time injury. They
accomplished this achievement at a time of extraordinary
organizational change including significant staff reductions. By







