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SUBJECT

Briefing on Evaluation of the Wastewater Treatment Division Strategic Asset Management Plan, prepared in response to Motion 14883.

SUMMARY

The Executive has transmitted the report entitled “Evaluation of the Wastewater Treatment Division Strategic Asset Management Plan” dated November 2017.  The report, required by Council Motion 14883, provides a broad assessment of the strengths and improvement opportunities for the asset management function of the King County Wastewater Treatment Division.  
.
BACKGROUND 
The February 9, 2017 system failure at the West Point Treatment Plant highlighted the role of the asset management function of the Wastewater Treatment Division (WTD) in replacement and maintenance of critical equipment and systems, including those at the West Point Treatment Plant.  Motion 14883 provided for review of the Division’s Strategic Asset Management Plan, to assess whether it could be strengthened to address conditions made apparent by the West Point system failure.  

Two policies in the Regional Wastewater Services Plan address the requirement for asset management in the wastewater system, 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 asset management plan, updated annually, establishing replacement of worn, inefficient and/or depreciated capital assets to ensure continued reliability of the wastewater infrastructure. 

WTD initially developed a Strategic Asset Management Plan in 2005 to implement its asset management program. The 2015 Update of the Plan describes the asset management process, best maintenance practices, planning and project development, operations and process control, criticality assessment and reliability program, reliability-centered maintenance, and other elements.  Among the listed goals is to “operate WTD’s system to avoid overflows and meet environmental standards”.

The Council-mandated review of the West Point system failure event of February 9, 2017, noted issues related to maintenance, equipment failure, system design and other matters.  That event highlighted the opportunity to assess whether the existing asset management program and plan are best focused to prevent future recurrence of similar events.  

The Council approved Motion 14883 in June 2017, directing a review of the agency’s Strategic Asset Management Plan to determine how it could be strengthened to address conditions that became apparent from the February 9, 2017 system failure at West Point.  The report on the review was due 180 days following the July 2017 transmittal of the Council-directed West Point Treatment Plant Independent Assessment Report. 

The report entitled “Evaluation of the Wastewater Treatment Division Strategic Asset Management Plan”, prepared in accordance with Motion 14883, was transmitted on January 8, 2018.  

According to the Evaluation report, the Division undertook a comprehensive appraisal of the entire asset management program, including the Strategic Asset Management Plan document.  The consulting firm HDR was commissioned to conduct the evaluation, and develop a findings report.  The review included assessment of a range of asset management elements, including asset management policy and stakeholder engagement.  Existing asset management documentation, including the 2005, 2010 and 2015 Strategic Asset Management Plans and associated documents and data sources were reviewed, and interviews with over 60 agency staff were conducted.  From these efforts, program strengths and opportunities for improvement were identified.  

For the Strategic Asset Management Plan (“SAMP”), the Report found that the Plan fulfills its purpose by
· Documenting goals, objectives and action items;
· Identifying success measures for each action item;
· Describing current programs that support asset management.  

The Report found opportunities to improve the SAMP, including
· Alignment of asset management program goals to WTD goals;
· Describe and prioritize goals and strategies with action items;
· Manage and coordinate action items like a program, using standard program management techniques;
· Categorize SAMP strategies to align with typical asset management elements.

For the larger Asset Management Program, the Report identified the following strengths:  
· Preventive maintenance schedules are established for most assets, and a reliability assessment practice is in place;
· Dedicated asset management staff positions are built into the organization;
· Service levels for system capacity have been established, and considerable capital investment has been made to alleviate capacity constraints;
· Processes to build and update the asset register have been established;
· A commitment to asset management principles is evident;
· Information systems are in place to manage assets and report on performance indicators;
· Processes to trigger renewal of vertical facility assets like buildings, as well as distributed conveyance assets like pipelines, are in place. 

Improvement opportunities identified for the Asset Management Program included:
· Strengthening foundational components of asset management, including increased knowledge of asset qualities like location, age, design, and parts;
· Better communication of asset management program goals, expectations and priorities from senior leadership;
· Improvement and documentation of the use and value of asset management as a tool to inform decision making and drive change.

ANALYSIS

The Wastewater Treatment Division utilized the opportunity afforded by Motion 14883 to undertake a comprehensive review of its asset management program, reaffirming the early commitment demonstrated by the agency to the concept of asset management.  This commitment is a critical value for an agency that manages capital assets valued in the billions of dollars, and whose effective performance is critical to public health, environmental protection, the safety of the agency workforce, and the livability of the region.  

The review, while affirming the initiative of the agency in its early asset management commitment, did identify a number of areas for strengthening the program.  The review also identified a number of Early Action recommendations, and encouraged update of the SAMP document to incorporate strategies identified in the review, as well as update of the Asset Management Work Plan.  

While the focus of the review was broader and more comprehensive than the February 9, 2017 system failure event at West Point, effective implementation of the recommendations of the review should assist the entire agency program, including the West Point Treatment Plant, in keeping abreast of maintenance and replacement needs of the wastewater capital plant.  

ATTACHMENTS
1. Evaluation of the Wastewater Treatment Division Strategic Asset Management Plan—November 2017
2. Transmittal Letter—dated January 4, 2018
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