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SUBJECT:

Briefing on Asset Management as it applies to the Wastewater Treatment Division’s (“WTD”) physical assets used to deliver wastewater collection and processing services.  

SUMMARY:

The Regional Wastewater Services Plan (“RWSP”) policy update process is proceeding through review by the Metropolitan Water Pollution Abatement Advisory Committee (“MWPAAC”) and the RWSP Update subcommittee of RWQC.  Among the topical areas that will be the subject of policy recommendations is Asset Management—the systematic focus of maintenance and rehabilitation resources on critical physical plant maintenance needs.  Today’s briefing is intended to provide context and background regarding the issue of Asset Management, and its application to the management of the King County regional wastewater system.

BACKGROUND: 

In recent years, within both the public and private sectors, attention to the condition of physical assets that are utilized in the delivery of services or production of goods by major organizations, has been increasing.  Efforts within the private sector to rigorously focus on the management of capital assets to maximize performance and minimize costs, has led to the development of management principals and systems that approach investment in the capital plant of a business or industry in a systematic way.  

Effective management of physical assets is seen as a strategic tool to keep costs down, assure predictability and dependability in service delivery, and direct maintenance and replacement resources where most needed.   This focus, particularly important in sectors with a large capital base, has become an important element in the effective, sustainable and competitive management of large enterprises.
  
This focus is also being increasingly recognized as important in the public sector, particularly among agencies and organizations with extensive capital facilities, such as roads, transit, energy, water supply and wastewater  entitities.  Public attention to the evident deterioration of aging bridges, roads, energy grids, water retention dams, and similar facilities has helped to fuel this concern.  

As continuing growth in service demand leads to increased capital expenditures for physical assets, the need for focused attention to asset management grows.   Physical infrastructure assets require attention to age, condition, risk of failure, and mission criticality to assure controlled and systematic operations.  Where those assets reflect large-scale investment, spread over an extended period, information about the condition and projected deterioration of assets becomes central to achieving acceptable performance levels for the physical plant.  This is particularly so in an era of budget constraints and public demand for fiscal and management accountability.

Environmental Protection Agency Guidance on Asset Management
For wastewater systems, guidance regarding effective asset management undertakings is provided by the Environmental Protection Agency’s Asset Management guidance.   http://water.epa.gov/infrastructure/sustain/asset_management.cfm   EPA describes Asset Management as “maintaining a desired level of service for what you want your assets to provide at the lowest life-cycle cost.” 

Asset management, according to EPA, is a framework being widely adopted as a means to pursue and achieve sustainable infrastructure—it is the practice of managing infrastructure capital assets to minimize the total cost of owning and operating them while delivering the desired service levels.  

Among the benefits of asset management are:
· Prolonging asset life and aiding in rehabilitation, repair and replacement decisions through efficient and focused operations and maintenance
· Meeting consumer demands with a focus on system sustainability
· Setting rates based on sound operational and financial planning
· Budgeting focused on activities critical to sustained performance
· Meeting service expectations and regulatory requirements
· Improving responses to emergencies
· Improving the security and safety of assets
· Reducing overall costs for both operations and capital expenditures

EPA builds its guidance for asset management around five core questions, as follows:  
1. What is the current state of my assets?
2. What is my required “sustainable” level of service?
3. Which assets are critical to sustained performance?
4. What are my minimum life-cycle costs?
5. What is my best long-term funding strategy?  
Asset Management: King County Wastewater System
The King County regional wastewater system manages a $4.1 billion physical plant, according to the Wastewater Treatment Division.   These include a complex of facilities to gather, treat and discharge wastewater, including conveyance pipelines, pumps, treatment plants, energy recapture systems, biosolids processing systems, combined sewer overflow facilities, outfalls and all the associated equipment, mechanisms, tools and materials needed to operate the system. 

The current wastewater system is guided by the policies of the Regional Wastewater Services Plan.  The RWSP currently includes two policies that speak to Asset Management, as follows:  

WWSP-9: To ensure the region’s multibillion-dollar investment in wastewater facilities, an asset management program shall be established that provides for appropriate ongoing maintenance and repair of equipment and facilities.  The wastewater maintenance budget, staffing levels and priorities shall be developed to reflect the long-term useful life of wastewater facilities as identified by the asset management program.

WWSP-10:  The asset management program shall establish a wastewater facilities assets management plan, updated annually, establishing replacement of worn, inefficient and/or depreciated capital assets to ensure continued reliability of the wastewater infrastructure.

The Wastewater Treatment Division has updated its Asset Management effort through the utilization of the EPA 10-step Asset Management process, depicted below:  
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Over time, the Wastewater Treatment Division has undertaken key elements of an asset management effort.  WTD indicates that it maintains an asset inventory described as “fairly complete”, though with ongoing replacement and installation of new assets, the asset inventory is seen as the subject of continuous updating efforts.  The agency utilizes risk management concepts for asset management through the use of “criticality ratings” to support resource allocation decisionmaking.

The Division has also utilized “Life Cycle Cost Analysis” (LCCA) to identify the total cost of ownership over the life of an asset. LCCA is performed by reliability engineers, primarily for capital replacement projects. The Division is currently updating its Asset Management Strategic Plan to guide its overall asset management program.   

ANALYSIS:

Reports about the nation’s physical infrastructure have, in recent years, raised concerns regarding the condition of some elements of that infrastructure, and about the need for ongoing and systematic attention to those physical assets, to assure their continuing functionality.  

Principals of Asset Management have been developed in private industry and the public sector over time, to institutionalize a systematic approach towards management of the physical plant of large industrial and organizational concerns.   Systematic asset management has the potential to direct limited maintenance and rehabilitation resources towards the most important needs, while supporting regular and controlled service delivery.

The regional wastewater system’s $4.1 billion physical plant, by its size and complexity, requires appropriate asset management to assure cost-effective and reliable service delivery.  Today’s  briefing of the Regional Water Quality Committee on Asset Managment will provide an opportunity for an update on the status of the Wastewater Treatment Division’s Asset Management program, and will provide context and background for the Committee’s consideration of policy recommendations on Asset Management through the RWSP Update process.  

ATTACHMENTS:
1. Attachment A:  Asset Management:  A Best Practices Guide--US Environmental Protection Agency

2. [bookmark: _GoBack]Attachment B:  Multisector Asset Management Case Studies—US Environmental Protection Agency; US Department of Transportation, Federal Highway Administration

3. Attachment C:   Strategic Asset Management Plan Update Executive Summary, February 2010   King County Wastewater Treatment Division
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