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SUBJECT

A briefing to provide a progress report on the implementation of recommendations of the Independent Assessment of the West Point Treatment Plant System Failure, and the Administrative Order issued by the Washington Department of Ecology.

SUMMARY

Pursuant to Council Motion 14826 approved March 13, 2017, an Independent Assessment of the system failure that occurred at the West Point Treatment Plant has been prepared and transmitted; the Independent Assessment was presented to the Regional Water Quality Committee at its September 6, 2017 meeting. Additionally, the Washington Department of Ecology has issued a penalty and an administrative order directed to the Wastewater Treatment Division, associated with the February 9 system failure.  Interest has been expressed by the Committee in updates from the Wastewater Treatment Division on progress in addressing the recommendations of the Independent Assessment and the requirements of the administrative order.

BACKGROUND 

West Point Treatment Plant Independent Assessment
In response to the February 9, 2017 system failure that occurred at the West Point Treatment Plant, the Council approved Motion 14826, requiring an independent assessment of the causes and consequences of the system failure.  The Independent Assessment Final Report Final Report - West Point Treatment Plant Independent Assessment was transmitted to Council on July 18, 2017.   The Final Report makes a number of key recommendations, based on the report findings:

· The plant currently utilizes a system called Process Safety Management in areas where regulatory requirements demand its use.  The Report recommends that most effective elements of this system should be leveraged into a new system to be used facility-wide, referred to as Life Safety Management.  The goal of Life Safety Management is to keep all the critical elements of the plant in optimum working order.  Most serious incidents are preceded by less serious incidents—a pattern known as the Incident Pyramid.   Recognizing minor incidents early and taking appropriate actions will help to prevent major system failures.  Implementing Life Safety Management will also help to avoid what is known as the normalization of deviation, where personnel become accustomed to the poor performance of a piece of equipment.  Under Life Safety Management, operations and maintenance procedures are more strictly applied, and operators, maintenance works, engineers, safety managers, asset managers, administrators and manager and policy makers work together to achieve the best possible outcomes.   

· The Report recommends the formulation and adoption of a formal emergency training and emergency exercise program compliant with the Homeland Security Exercise and Evaluation Program.  In concert with emergency training, a progressive exercise program provides opportunities to validate plans and procedures and identify and correct potential weaknesses and deficiencies. 
 
· The Report recommends that WTD implement a strategic plan that considers short-term and long term improvements.  The plan should address the lack of passive systems that would allow the plant to handle flows in the event of loss of automation or power or delayed decisionmaking.  One of the most critical points of failure is the emergency bypass gate.  If the gate fails to open, the facility can be flooded, posing a serious life safety risk.  It is recommended that passive overflows be evaluated.  The plan should also incorporate upstream features in the collection system and develop a protocol for upstream combined sewer overflows and downstream treatment plant operations during high flow events.  It should also address the plant’s firm-capacity limitations and the extent that it is allowable from a regulatory standpoint to distribute peak flows across the CSO system, and the ability to use emergency bypasses during peak flow events. 

· The recommended planning should consider improvements that have immediate and significant impacts on plant capacity, including configuring the Ovation system to prioritize alarms and to integrate pump stations and emergency bypass gates with plant controls.  

Beyond these key summary recommendations, the Report identifies an extended number of Potential Failure Mechanisms and Mitigation Strategies, addressing the following system elements: 
· Plant Hydraulics 
· Process and Mechanical Systems 
· Electrical Systems
· Instrumentation and Control 
· Operations.

The Report offers ninety-six Mitigation Strategies for the identified Potential Failure Mechanisms at the plant.  Some of the Mitigation Strategies are alternative approaches to identified failure mechanisms; further review and options evaluation will be required for each of these, to determine an appropriate implementation response.  

Washington Department of Ecology Administrative Order
The Washington Department of Ecology, following a review of the February 9 System Failure, assessed a penalty of $361,000 and required significant improvements to plant facilities and operations. The penalty assessment was accompanied by an Administrative Order that identified a series of Corrective Actions required.  These include:

· Add redundancy to effluent pump discharge valve hydraulic control system by April 1, 2018;
· Improve SCADA alarm prioritization and critical alarm visibility by February 1, 2018;
· Conduct an integrated evaluation of plant constraints and redundancy by February 1, 2018; the evaluation must examine the reliability of critical treatment process components, and validate the firm hydraulic capacity of the WPTP.  It must also provide recommendations for capital and/or operational improvements at the WPTP.
· Develop and implement an emergency operations training program by March 1, 2018.  The training program must use a “Plant Hydraulic Simulator” as a tool for operators to rehearse responses to emergency scenarios during high flow conditions.  The emergency operations training must also incorporate site specific incident command protocols and emergency response SOP’s that focus on life safety for workers and the public along with mitigation and recovery efforts related to an emergency response.  The County should employ emergency operations strategies similar to those developed by the Federal Emergency Management Agency, the Process Safety Management System used by the petrochemical industry, or comparable protocols.
· Review existing operator training programs and redevelop the programs, as necessary, by March 1, 2018.  The operator training program must ensure all operators receive the same instructions on routine and emergency plant operations, including adherence to SOPs, understanding of critical hydraulic limitations, using effective communication protocols, and knowledge of key safeguards and interlocks installed to protect the plant from flooding.  The training program must also establish common documentation for operator training that is filed in a secure, central location. 
· Develop and implement strategies for collecting representative samples of raw sewage at the Influent Control Structure by July 1, 2018.  The sampling protocol must ensure that operators can safely collect samples of an emergency discharge through the Emergency Bypass Gate.  The County must also include protocols for accurately determining the flow rate and total flow volume of an emergency discharge.  

The Ecology Administrative Order includes a “Failure to Comply” notice:  “Failure to comply with this Order may result in the issuance of civil penalties or other actions, whether administrative or judicial, to enforce the terms of this Order.”

It is anticipated that the effort to analyze and implement the recommendations of the AECOM Independent Assessment, and the requirements of the Ecology Administrative Order, will be a major focus of agency management for an extended period.

Today’s briefing is intended to provide an update on the status of implementation of the recommendations from the AECOM Independent Assessment and the Ecology Administrative Order.  

ATTACHMENTS

1. [bookmark: _GoBack]Washington Department of Ecology Penalty Assessment News Release
2. Washington Department of Ecology Administrative Order
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1. Robert Waddle, Operations and Maintenance Manager, Wastewater Treatment Division, Department of Natural Resources and Parks
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