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SUBJECT

Response to Ordinance 18628, requiring an implementation plan for the AECOM Independent Assessment; Motion 14813, requiring quarterly financial and project status reporting on the West Point recovery project; and Ordinance 18627, requiring a report and plan on staff retention and anonymous reporting at West Point.

SUMMARY

In responding to the February 9, 2017 system failure at the West Point Treatment Plant, the Council approved 1) and extension of the emergency waiver of procurement requirements, also requiring quarterly project status and fiscal reporting; 2) an implementation plan for the recommendations of the Independent Assessment commissioned by the Council; and 3) a report and plan on means to address concerns regarding staff retention at West Point, and providing a tool for anonymous staff reporting of operational concerns at West Point.  These measures allowed the required reporting to be combined into a common plan/report.  On February 15, 2018, the Executive filed the required report.  Today’s briefing will summarize the elements of that response. 

BACKGROUND 

During the recovery effort from the February 9, 2017 West Point system failure, the Council approved several measures intended to respond to the event.  That system failure resulted in wide-scale flooding of the plant, shutdown of treatment processes, diversion of untreated wastewater and stormwater to Puget Sound, and extensive damage to facility equipment and systems.  The Council approved a number of measures to address concerns associated with the event, among them the following:  

· Ordinance 18628, requiring an implementation plan for the recommendations of the independent consultant, as well as the requirements of an Administrative Order related to the event, issued by the Washington Department of Ecology (approved December 2017);
· Motion 14813—requiring quarterly reporting on the fiscal and repair progress status of the West Point recovery project;
· Ordinance 18627, requiring a report on strategies to address the need for an anonymous reporting tool, and to address employee retention at West Point.

The requirement for an implementation plan for the AECOM recommendations and Ecology administrative order requirements, was the broadest and most comprehensive of the measures.  Each of the measures included reporting elements; language was included allowing reports to be combined and coordinated with the quarterly reports required by Motion 14813, which required quarterly reports on West Point recovery status and expenditures, directed by Council in its approval of the extension of the emergency procurement waiver.  That quarterly reporting continues through 45 days following the end of the second quarter of 2018; the final report is anticipated August 15, 2018. 

In responding to these requirements, the Executive has transmitted a combined plan/report with an extensive title, as follows:  

“West Point Quarterly Report Q4 2017:  West Point Treatment Plant Progress Report, Implementation Plan for AECOM Recommendations and Requirements of the Washington State Department of Ecology’s Administrative Order, and Staff Retention at West Point and Staff Reporting Tool, prepared in accordance with Motion 14813, Section C, Ordinance 18627, and Ordinance 18628—January 2018.”  For purposes of brevity, the document will be referred to as “the January 2018 Plan/Report” or “the Plan/Report”.

Implementation Plan
Ordinance 18628 required:
· The development of an implementation plan and timeline for the recommendations of the AECOM West Point Treatment Plant Independent Assessment Final Report, as well as the Washington Department of Ecology administrative order.  Quarterly progress reports were required as well; provision was made to allow those reports to be combined with quarterly reports required by Motion 14813 through the termination of those reports. 

The portion of the January 2018 plan/report responsive to this requirement is entitled “Implementation Plan for AECOM Recommendations: Ordinance 18628” (“Implementation Plan”).  

The Implementation Plan provides a Table 1 that identifies the number of recommendations by the categories included in the Independent Assessment Final Report, such as Plant Hydraulics, Influent Control Structure, Preliminary Treatment, and fourteen others.  Table 1 delineates the numbers of recommendations by status—In Progress, Completed and Ongoing, and Not Incorporated. In sum, the table identifies a total of 98 recommendations, of which 56 are In Progress, 27 are Completed and Ongoing, and 15 are Not Incorporated (this latter category, according to the Plan, includes those that were in conflict with other recommendations, were replaced with a more effective solution, or are impractical).  

The Implementation Plan discusses several implementation elements more fully, including:
· Life Safety Management:  The Implementation Plan notes that West Point employees have embraced Life Safety Management as a high priority, and that the agency has hired a Life Safety Management coordinator to evaluate recommendations and put a system-wide life safety strategy in place, with implementation to begin in mid-2018.  
· Improve Emergency Training:  The Implementation Plan describes efforts to create new and update existing operating procedures, and to expand the existing operator training program to incorporate a wet weather response and life safety focus.  Additionally, a staff/consultant team is working to prioritize control system alarms, and establish a hydraulic simulation program that will realistically simulate the control system and allow operators to be more effectively trained in plant operations during high flow events and on equipment failure response procedures.  
· Evaluate Plant Constraints and Improve Redundancy:  The agency is evaluating potential West Point plant constraints and hydraulic redundancy concerns; these include consideration of options to expand the raw sewage pumping capacity, and how to resolve a plant-wide hydraulic constraint, addressing best approaches towards construction of an emergency bypass weir.
· Prioritization of the Six-Year Capital Improvement Program:  The agency’s existing prioritization process for capital projects is being utilized to capture many of the recommendations, where they are weighed against other CIP priorities such as combined sewer overflow control, capacity improvements, and infrastructure repair and replacement.  

The Implementation Plan also notes that five of the six corrective actions required by the Washington Department of Ecology administrative order are addressed as part of the response to the AECOM recommendations; the remaining corrective action, requiring strategies for collecting representative samples of raw sewage at the influent control structure, is detailed in Attachment B to the Report. That entry indicates that a sampling system for emergency bypass flows is in design, to provide “real time” flow estimates during emergency bypass events.  

West Point Current Status and Future Work—Motion 14813, Section C
As noted, Motion 14813, approved by the Council on February 27, 2017, extended an earlier-approved waiver of competitive procurement requirements, through May 31, 2018; it additionally required quarterly reporting on expenditures and contracting necessary to restore West Point to full operations (“Current Status Report”).  This quarterly expenditure reporting, as noted earlier, became the vehicle for related reporting requirements of West-Point-associated legislation.  

The Current Status Report notes that, during the fourth quarter of 2016, $2.5 million was spent on plant restoration; it is anticipated that first quarter 2018 expenditures will be between $1.4 million and $3.3 million.  The projected total restoration cost is now estimated at $26 million.  The Current Status Report notes that 1) a portion of the restoration was performed under existing competitively-procured contracts, and that 2) where possible, new contracts under the emergency declaration used labor rates and contract requirements from existing competitively procured contracts to ensure competitive pricing.  

The Current Status Report notes that the repair and replacement of equipment destroyed by the emergency flood event is nearing completion, with work wrapping up in all areas of the recovery effort.  Primary and secondary treatment systems, including digesters, dewatering and solids handling, are all operational, and treating wet-weather flows.  Remaining work includes installation of environmental control panels, switching a boiler to permanent propane and methane, rather than a temporary propane fuel source only; and a number of other completion tasks.  

WTD has insurance coverage for claims up to $25 million through FM Global, with a $250,000 deductible; an additional $75 million in coverage is through excess insurance carriers.  Insurance payments are coming in as the agency submits documentation of costs incurred for restoration.  Through December 31, 2016, FM Global has reimbursed WTD a total of $12.5 million.  

Staff Retention at West Point; Anonymous Reporting—Ordinance 18627
Ordinance 18627 made note of two issues addressed by the AECOM report—the challenges of retaining staff at West Point, and the opportunity to strengthen the communication of conditions of concern to agency management.  The Ordinance required a report and recommendation addressing these issues (“Staff Reporting/Retention Report”), which could be combined with the report required by Motion 14813.  

The Staff Reporting/Retention Report notes that the plant’s remote location, lengthy commute times and the intensity of operating during wet weather events can make the plant a challenging work assignment.  That Report asserts that employee tenure at West Point is similar to that of WTD’s other regional treatment plants, which appears inconsistent with the AECOM Independent Assessment indication of staff retention issues at West Point.  

The Staff Reporting/Retention Report notes recent agency management discussions with unions representing plant employees concerning the possibility of premium pay for West Point workers, as well as travel support and incentives such as paid vanpools, shifting work schedules, and toll-road passes for West Point employees; pay incentive options were rejected in the most recent round of contract negotiations.  

The Staff Reporting/Retention Report also describes the agency’s “Bright Ideas” program, a hands-on, employee ideas program, as a tool for reporting problems seen in the workplace.  The program will be augmented as a staff reporting tool where employees can report needed workplace improvements, and offer means of addressing these needs.  

The overall January 2018 Plan/Report includes two Attachments.  Attachment A summarizes cleanup costs, contracts procured under the emergency waiver, and contracts procured under normal procurement requirements.  Attachment B is an extensive table identifying each of the 98 AECOM recommendations and the WDOE Administrative Order Requirements, and detailing them according to AECOM/Ecology comments, status, timeline, and WTD Response. 

ANALYSIS

The January 2018 Plan/Report, as transmitted, responds to the requirements of several RWQC and Council actions, including Ordinance 18628, Motion 14813, and Ordinance 18627.  Of these, the requirement for an implementation plan for the AECOM recommendations and the Ecology administrative order, was the most extensive.  

The Implementation Plan for the AECOM recommendations can serve as an ongoing tool for tracking and monitoring progress towards accomplishment; presumably, such accomplishment should help to limit the chances for recurrence of system failure such as that which occurred on February 9, 2017.  

Many of the recommendations are being evaluated by the agency as a preliminary step prior to moving forward with implementation, to address management parameters such as practicability, engineering, integration with existing facilities and systems, and similar considerations.  The Council made the choice to seek an independent review of the conditions leading to the system failure, to assure robustness and detachment of the recommendations. The Council and RWQC will want to review the report to assure that this interim step of evaluation, which will shape the agency response to the recommendations, does not result in undue softening of the recommendations response.  

Regarding the Current Status and Future Work summary, the cost of the repair and replacement effort is coming in at a total cost that is significantly less than originally projected; the cost currently projected is approximately $26 million, compared to initial expectations of $49-57 million, as indicated by the Executive in May 2017. The agency’s success at cost control should be noted.  The Committee will also note that the Council initially extended the procurement waiver through the winter of 2018 as a means of assessing the performance of the treatment plant through the high-flow season; the Committee will want to review the next report, due in mid-May 2018, for an assessment of the performance through period of heavy winter flows.  

The report indicates that the Division was not successful in gaining bargaining unit endorsement of an incentive pay strategy for West Point workers.  That outcome is unfortunate,  in light of the AECOM Independent Assessment’s finding that staff retention at West Point is a challenge for the agency.  Several other elements were included as part of a package, including paid vanpools, shifting work schedules, and toll road passes; the report is unclear as to the outcome of these additional elements in negotiations with the bargaining unit.  The report does indicate that the agency plans to revisit this issue in future discussions with labor.  The Committee will want to monitor future progress on this issue, as further discussions occur.

The Report addresses the requirement for an anonymous reporting tool by utilizing the existing Bright Ideas program, noting that employees currently have the option of submitting ideas anonymously through the program.  The intent of this provision of the ordinance was based on the sense that there existed operational concerns that some employees were aware of at West Point, but did not surface to management as concerns; this pattern was present even with the availability of the Bright Ideas program.  It is not clear whether reliance on the existing Bright Ideas program will serve as a useful avenue for reporting these operational concerns in the future, noting that employees did not utilize it for those purposes regarding concerns at West Point prior to the February 9, 2017 event.  

ATTACHMENTS

1. “West Point Quarterly Report Q4 2017:  West Point Treatment Plant Progress Report, Implementation Plan for AECOM Recommendations and Requirements of the Washington State Department of Ecology’s Administrative Order, and Staff Retention at West Point and Staff Reporting Tool, prepared in accordance with Motion 14813, Section C, Ordinance 18627, and Ordinance 18628—January 2018.”  
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