OPERATIONS COMMITTEE
AGENDA
DATE: Wednesday, May 5, 2021

TIME: 6:30 p.m.

Notice: Pursuant to Governor Newsom’s Executive Orders N-29-20 and 33-20, which in
part, provide waivers to certain Brown Act provisions, meetings of the Board of Directors
will be held by teleconference. There will be no physical location from which members
of the public may participate. Instead, the public may listen and/or view the meeting
proceedings and provide public comment and comments on agenda items by following
these instructions:
To join via Zoom Webinar from a computer, tablet, or smartphone,
click on the link below:
https://zoom.us/j/91458023440
To join this meeting via telephone, please dial:
1-669-900-6833 or 1-253-215-8782
Meeting ID: 914 5802 3440
If you are unable to access the meeting using this call-in information, please contact the
Board Secretary at (619) 409-6703 for assistance.
To provide public comment on non-agenda items or to provide public comment on any
item of the agenda:
Before the meeting:
-

Go to www.sweetwater.org; click on the “HOW DO I…” at the top of the page;
and then click on the “Public Comment” link in the Contact section.

OR
-

Physically deposit your public comment in the Authority’s payment drop box
located in the public parking lot at the Authority’s Administrative Office at 505
Garrett Avenue, Chula Vista.

OR
-

Mail your comments to 505 Garrett Avenue, Chula Vista, CA 91910 [Attention:
Public Comment].

All written public comment submissions must be received 1 hour in advance of the
meeting and will be read aloud to the Board during the appropriate portion of the
meeting with a reading limit of 3 minutes for each comment.
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During the meeting:
The Chair will inquire prior to Board discussion if there are any comments from the
public on each item.
-

Via Zoom Webinar go to Participants List, hover over your name and click on “Raise
Hand.” This will notify the moderator that you wish to speak during Oral
Communication or during a specific item on the agenda.

-

Via phone, you can raise your hand by pressing *9 to notify the moderator that you
wish to speak during the current item.

Any person with a disability who requires a modification or accommodation in order to
participate in a meeting should direct such request to the Board Secretary at (619) 4096703 at least forty-eight (48) hours before the meeting, if possible. The above public
comment procedures supersede any Authority standard public comment policies and
procedures to the contrary.
1. CALL MEETING TO ORDER AND ROLL CALL
2.
3.

ITEMS TO BE ADDED, WITHDRAWN, OR REORDERED IN THE AGENDA.
PUBLIC COMMENT.
Opportunity for members of the public to address the Committee. (Government Code Section 54954.3).

4.

ACTION AGENDA.
The following items on the Action Agenda call for discussion and action by the Committee. All items are
placed on the Agenda so that the Committee may discuss and take action on the item if the Committee is
so inclined, including items listed for information.

A. Update on Flushing Program and Consideration to Award a Contract for
Continued No-Discharge Flushing Services
B. Discussion on the Replacement of Authority Vactor Truck (Information Item)
5.

DIRECTORS’ COMMMENTS.
Directors’ comments are comments by Directors concerning Authority business that may be of interest to
the Board. Directors’ comments are placed on the Agenda to enable individual Board members to convey
information to the Board and the Public. There is no discussion or action taken on comments made by
Board members.

6.

NEXT MEETING DATE: Wednesday, May 19, 2021 at 6:30 p.m.

7.

ADJOURNMENT.

This agenda was posted at least seventy-two (72) hours before the meeting in a location freely accessible to the Public on the exterior
bulletin board at the main entrance to the Authority’s office and it is also posted on the Authority’s website at www.sweetwater.org.
No action may be taken on any item not appearing on the posted agenda, except as provided by California Government Code Section
54954.2. Any writings or documents provided to a majority of the members of the Sweetwater Authority Governing Board regarding
any item on this agenda will be made available for public inspection at the Authority Administration Office, located at 505 Garrett
Avenue, Chula Vista, CA 91910, during normal business hours. Upon request, this agenda will be made available in appropriate
alternative formats to persons with disabilities, as required by Section 202 of the Americans with Disabilities Act of 1990. Any person
with a disability who requires a modification or accommodation in order to participate in a meeting should direct such request to the
Board Secretary at (619) 409-6703 at least forty-eight (48) hours before the meeting, if possible.
To e-subscribe to receive meeting agendas and other pertinent information, please visit www.sweetwater.org.
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TO:

Governing Board (Operations Committee)

FROM:

Jennifer Sabine, Interim General Manager
Carl Quiram, Interim Director of Distribution
Nathan Golder, Distribution Manager

DATE:

April 30, 2021

SUBJECT:

Update on Flushing Program and Consideration to Award a Contract for
Continued No-Discharge Flushing Services

SUMMARY
Traditional Unidirectional Flushing (UDF) is used to maintain water distribution pipelines
by removing sediment and biofilm in compliance with best management practices and
regulatory requirements. The UDF process flushes water at high velocity until specific
water quality parameters have been met, such as color, turbidity, and chlorine residual.
The water is discharged into the street and ultimately the municipal storm drain. This
discharge of large volumes of water to surface streets and above-ground open areas
can potentially create unsafe conditions for motorists and bicyclists or cause flooding
and erosion to private property. Additionally, in order to comply with stringent State
Water Resources Control Board (RWQCB) regulations, the discharged water must be
treated (dechlorinated) prior to entering the conveyance systems, requiring
standardized best management practices in place during all flushing operations. The
volume of water discharged during UDF can be significant and not recoverable, creating
public perception and fiscal challenges. The most recent unidirectional flush of the
Authority’s system (2005-2008) discharged approximately 60 million gallons of water
(200 acre-feet) into the storm drains.
No-Discharge Flushing (NO-DES) utilizes an independent, self-contained pumping and
filtering system that, when temporarily connected to the distribution system,
continuously circulates water through filters until all sediment, biofilm, and loose
deposits are removed. Continuous online instrumentation monitors water velocity within
the segments of pipeline mains being flushed, turbidity of pre-filtered and post-filtered
water, and the total number of gallons circulated during the flush event. This approach
has many benefits, including:
-

No flooding on streets and traffic lanes
No erosion of unpaved surfaces
No damage to private property
No discharge of large volumes of water to municipal storm drains
No negative public perception of water waste
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In addition, NO-DES can precisely monitor velocity, turbidity, and color and accurately
measure gallons circulated during flushing activities. Because re-circulating the water
results in no discharge to the storm drain system, the water saved by the Authority
qualifies as beneficial re-use under the National Pollutant Discharge Elimination System
(NPDES) Permit for Drinking Water System Discharges to Waters of the US. The use of
NO-DES makes compliance with NPDES requirements much less rigorous in
comparison to performing traditional UDF. Lastly, the contractor has carefully reviewed
the Authority’s distribution system to develop routes that maximize the efficient use of
the NO-DES flushing system. The development of these sequenced flushing routes can
be utilized again for future flushing efforts. Due to velocity requirements, NO-DES
equipment is effective on distribution mains 12 inches and smaller.
A request for proposal (RFP) for NO-DES was issued in November 2018 and, a contract
was awarded to Reliable Water Solutions (RWS) in February 2019. The contract was for
one year in the amount of $233,088 to flush approximately one-third of the distribution
system. Flushing activities began in September 2019 in the City of National City and
ended in August 2020 in Bonita. Prior to operating the no-discharge system, staff spent
significant effort obtaining a Water Supply Permit amendment from the California State
Water Resources Control Board, Division of Drinking Water (DDW). In March 2020,
flushing activities were paused as staff developed a work plan to implement pandemic
protocols. Flushing resumed in May 2020.
Originally, staff planned to flush approximately 100 miles of pipeline per year (to be
accomplished in a five-month period each year) for three consecutive years. Due to the
levels of heavy sedimentation and build-up in the system, the process is taking longer
than expected, resulting in higher costs. From October 2019 to September 2020, the
flushing program achieved 97.67 miles of pipe flushed (twice the expected timeframe to
accomplish 100 miles). Funding was provided in the Operating Expense Budget for FY
2019-20 ($550,000) and FY 2020-21 ($300,000). To date, project costs total $508,718,
and staff expects the cost to complete flushing the system will be approximately
$1,055,000 more over two years. The FY 2020-21 Strategic Work Plan indicates a
completion target date of June 2022, and with the above-mentioned delays, staff now
projects completion in June 2023. Staff will be presenting an update on flushing
activities at the May 5, 2021, Operations Committee and again at the May 12, 2021
Board meeting, if requested.
In the summer of 2020, the Authority was notified that RWS would no longer provide
NO-DES services. Staff researched alternative vendors and determined that NO-DES,
Inc. of Bosque Farms, New Mexico is the only service provider in the United States. The
flushing program is approximately 40 percent complete; therefore, staff reached out to
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NO-DES, Inc. to obtain pricing in alignment with the November 2018 RFP. Pricing
provided by NO-DES, Inc. is higher than the pricing provided by RWS, as seen below.
Rate
Weekly
Daily
Overtime
Filter (NSF61)
Move on/off
Burndown
Bonding
Additional Insurance

RWS
$14,875
$2,975
n/a
$30
$1,199
$1,099
$7,500
$3,500

NO-DES, Inc
$17,500
$3,500
$90
$38
$2,000*
$1,200
TBD
TBD

Difference
+$2,625
+$525
+$90
+$8
+$801
+$101
TBD
TBD

*Charge per time zone
During initial discussions with the Board, there was interest in purchasing a NO-DES
truck with the ability to rent it to neighboring agencies pursuant to the shared services
agreement. At this time, the technology seems to be effective at removing sediment and
biofilms as projected. The use of the equipment requires certain expertise. By using a
contractor, the Authority has benefited by having experienced NO-DES operators
design the flushing routes of our system and operating the equipment. Their specialized
knowledge of the equipment has been valuable in diagnosing and troubleshooting field
challenges. An example of this occurred when, during the machine’s startup, a spike in
pressure indicated that there was a valve closed. The NO-DES operator reacted timely
and assisted staff with diagnosing the issue.
Thus, the purchase of a NO-DES truck would require dedicated staff trained to operate
the truck. Trained staff would ensure proper operation and maintenance of the
equipment and offer the expertise needed when renting the equipment to neighboring
agencies. Staff obtained a quote in the amount of $519,948 for the purchase of a NODES truck. The overall cost to implement the purchase would be $519,948 for purchase
plus $206,598 per year for two Utility Workers to operate the equipment. Operating and
maintenance costs are estimated to be approximately $75,000 per year. Should the
Board desire to pursue this option, staff can provide a detailed staffing and fiscal
analysis, and additional legal review is recommended.
Staff recommends continuing with NO-DES services to complete the project. Once the
entire distribution system is flushed, staff will evaluate the data, identify areas of highest
turbidity and sediment levels, re-flush those areas and evaluate the effectiveness of the
NO-DES system. Upon completion of the evaluation, staff will provide a
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recommendation for future and ongoing flushing activities. To complete the project, a
new contract with NO-DES, Inc. is required. The contract is paid on a time and materials
basis, and the anticipated cost to complete the distribution system is $1,055,000.
Therefore, staff recommends awarding a contract in an amount not to exceed
$1,160,500 ($1,055,000, plus a 10 percent contingency). The work is anticipated to last
approximately two years. Another option is to award a contract up to $580,250, for
approximately half of the remaining work, which is anticipated to take one year, with an
option to renew for an additional $580,250 to complete the work.
PAST BOARD ACTION
January 23, 2019

The Governing Board awarded a contract in the amount of
$233,087.80 to Reliable Water Solutions, Grand Terrace, CA.

FISCAL IMPACT
Funds for this project were included in the FY 2019-20 and FY 2020-21 Operating
Expense Budget, and future funding will be programmed in future fiscal years.
Expenses to Date:
Fiscal Year
FY 2019-20
FY 2020-21
TOTAL

Budget
$550,000 (includes carryover of $275,000 from prior year)
$300,000
$850,000

Actual
$364,673
$144,045
$508,718

Projected Future Costs to Complete Distribution System:
FY 2021-22
FY 2022-23
Total Project Cost:

$527,500, plus 10 percent contingency = $580,250
$527,500, plus 10 percent contingency = $580,250
$1,669,218

POLICY / STRATEGIC PLAN
The Authority’s Purchasing Policy requires Governing Board approval to award public
work contracts in excess of $75,000.
Strategic Plan Goal 1: Water Quality (WQ) – Provide high quality water that meets
regulatory requirements.
•

Objective WQ2: Remove sediment and bacteria film build-up through
unidirectional flushing of distribution pipelines (a three-year process) at 6-10 year
intervals
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o 001.00 Implement three-year program of unidirectional flushing of
distribution system (previously approved by Board on January 23, 2019)
o 002.00 Evaluate purchase of NO-DES equipment for future and ongoing
flushing activities
ALTERNATIVES
1. Award a contract in an amount not to exceed $1,160,500 to NO-DES, Inc. of Bosque
Farms, NM, to perform NO-DES flushing services of all distribution mains 12-inch
and smaller.
2. Award a contract to NO-DES, Inc. of Bosque Farms, NM to perform no-discharge
flushing services of all distribution mains 12-inch and smaller in an amount not to
exceed $580,250, with an option to renew for up to an additional $580,250 at the
Governing Board’s discretion.
3. Discontinue flushing the Distribution system using NO-DES technology and direct
staff to perform traditional unidirectional flushing.
4. Direct staff to develop a detailed cost analysis and staffing plan to purchase the NODES equipment and perform the flushing activities in-house.
5. Other direction as provided by the Governing Board.
RECOMMENDATION
Staff recommends that the Governing Board award a contract to NO-DES, Inc. of
Bosque Farms, NM, to perform no-discharge flushing services of all distribution mains
12-inch and smaller in the amount of $580,250, with an option to renew for up to an
additional $580,250 at the Governing Board’s discretion.
ATTACHMENTS
1. Sweetwater Authority Unidirectional Flushing Program Assessment
2. January 16, 2019 Operations Committee Minutes
3. January 23, 2019 Board Meeting Minutes

7

This page intentionally left blank.

8

ATTACHMENT 1

Sweetwater
Authority
Unidirectional
Flushing
Program
Assessment
Tristan Hayman – Interim Director of Distribution
Nate Golder – Distribution Manager
9/17/2018
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Executive Summary
This report provides an analysis and evaluation of two different unidirectional flushing
methods utilized to address water quality concerns in public water distribution systems,
and makes a recommendation as to which unidirectional flushing method should be
considered for the Sweetwater Authority’s (Authority) program moving forward.
The two methods evaluated are the traditional Unidirectional Flushing (UDF) and the
Neutral Output Discharge Elimination System (NO-DES). The concept of unidirectional
flushing is one that flows water through distribution system piping, at velocities sufficient
to provide a scouring action within the water mains, in a controlled fashion from known
clean sources to the periphery of the system, from large diameter pipes to smaller
diameter pipes, and always from cleaned sections to dirty ones. While both methods
are effective in removing sediment, biofilm and loose deposits from distribution system
water mains, they utilize very different techniques to achieve desired results.
UDF requires that water utilized during flushing operations be disposed of through the
municipal storm water conveyance systems until specific water quality parameters such
as color, turbidity and chlorine residual have been met. The discharge of large volumes
of water to surface streets and above ground open areas can cause safety concerns for
vehicular traffic and the potential of flooding and erosion to private property.
Additionally, in order to comply with stringent State Water Resources Control Board
regulations, the discharged water must be treated prior to entering the conveyance
systems and standardized best management practices must be in place during all
flushing operations. The volume of water discharged during UDF can be significant
and is not recoverable. The most recent unidirectional flush of the Authority’s system,
which began in 2005 and concluded in 2008, discharged approximately 60 million
gallons of water.
NO-DES utilizes an independent self-contained pumping, filtering, and chlorinating
system that, when temporarily connected to the distribution system, continuously
circulates water through filters until all sediment, biofilm and loose deposits are
removed. Continuous online instrumentation monitors water velocity within the
segments of mains being flushed, turbidity of pre-filtered and post-filtered water, and the
total number of gallons circulated during the flush event. The distribution system is
cleaned without flooding traffic lanes or eroding unpaved surfaces and private property,
and without discharging large volumes of water to municipal storm water conveyance
systems.
Costs associated with each method of unidirectional flushing were compiled using
current and projected labor and material costs, historical data from the Authority’s most
recent flushing program, and quotes from ValveTek Utility Services, Inc. who is the
Page 1 of 8
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authorized NO-DES contractor in California. The analysis indicates that the traditional
UDF method would be approximately 6% less than the NO-DES method for the
Authority’s proposed three-year unidirectional flushing program, if initiated during fiscal
year 2018-19. The total program costs for traditional UDF are estimated to be
$1,406,052, while total program costs for NO-DES are estimated to be $1,486,512. A
cost comparison between both flushing methods is attached to this report.
When comparing the two flushing methods, consideration should be given to the
attention each will draw from surrounding communities and members of the public. For
many years UDF has been the preferred method to address water quality concerns
within public water distribution systems, and has always met with vehement criticism
from members of the public who view the practice as a waste of an extremely valuable
resource. It is not uncommon that flushing operations are either terminated, or
scheduled overnight, in order to avoid public scrutiny. Anecdotal evidence from public
entities who currently utilize the NO-DES method in California mention that while it may
draw similar levels of scrutiny from communities and members of public, the
conversation is far more positive and complimentary of the efforts taken to preserve the
resource.
Recommendation
Alternative#1:
•

Utilize the NO-DES system to flush all distribution piping 12-inch and smaller
over the next three fiscal years, beginning in December of fiscal year 2018-19.

Alternative# 2:
•

Institute a pilot program to evaluate NO-DES’s effectiveness on the Authority’s
distribution system water quality, and determine whether full scale
implementation is appropriate.

Page 2 of 8
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Sweetwater Authority (Authority) utilizes the traditional unidirectional flushing method to
remove sediment, biofilm and to increase disinfection residuals within its 350 miles of
water mains 12-inch and smaller, which constitutes approximately 90% of the
Authority’s entire distribution system. The Authority follows the guidance set forth by
the American Water Works (AWWA) which recommends distribution system flushing be
conducted when needed to address water quality concerns, or every ten years. In 2015
the Authority cancelled the implementation of its planned traditional unidirectional
flushing program due to severe drought conditions and budgetary concerns. The
Authority’s most recent unidirectional flushing program therefore was concluded in
October 2008. The program spanned three fiscal years (FY 2005 – 2008) and took
approximately 24 months to complete. The distribution system was segregated into
three separate flushing areas, namely; the National City service area which is almost
predominantly supplied from the Authority’s groundwater sources (National City wells
and Reynolds Desalination plant); the Bonita service area; and the Chula Vista service
area, both of which are predominantly supplied with treated surface water from the
Perdue Water treatment plant, but is also influenced by groundwater from the Reynolds
Desalination plant. The National City and Bonita service areas took approximately five
months each to flush, and the much larger Chula Vista gravity system took
approximately 11 months. The system was optimally flushed at a velocity between
three and five feet per second from fire hydrants and blow-offs in order to sufficiently
scour the interior surfaces of the mains to remove biofilm, sediment and loose
deposits. A total of 184 acre-feet (60 million gallons) were discharged over the 24
month program. Two parameters were measured in order to validate the effectiveness
of each flush sequence, with grab samples taken routinely throughout the flushing
process: color – using the “white-bucket” test; and chlorine residual – using field
chlorine residual analyzers. The “Sweetwater Authority Flushing Program” provides
guidance and detailed procedures for the Authority’s unidirectional flushing program.
The Authority included funding in fiscal year 2018/19 budget to implement a traditional
unidirectional flushing program and planned to initiate the first year of a three-year
program during the winter months.
Staff reviewed several industry standard methods of flushing public water distribution
systems and evaluated their applicability to the Authority’s desire to clean its system.
Three basic flushing approaches utilized within the industry are conventional,
continuous, and unidirectional. Each approach can be implemented on a
comprehensive system wide basis or a more narrowly focused basis. Since
unidirectional flushing is widely known to be the most efficient and effective approach
for cleaning distribution system water mains, staff narrowed the focus of this
assessment to evaluate only unidirectional flushing. Until 2002 traditional unidirectional
flushing was the only technique utilized by public water agencies to address water
Page 3 of 8
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quality concerns within distribution systems. However, since that time there has been
an innovative and environmentally conscious alternative that is becoming widely utilized
in rain deficient and semi-arid climates such as ours.
The following two unidirectional flushing techniques were evaluated in greater detail:
Traditional Unidirectional Flushing (UDF) and the Neutral Output Discharge Elimination
System (NO-DES).
Traditional Unidirectional Flushing (UDF):
Unidirectional flushing is designed to flow water through the system in a controlled
fashion at velocities sufficient to provide a scouring action within the distribution piping.
The technique consists of isolating a
particular piping section or loop
(typically through closing appropriate
valves) and exercising hydrants or blowoffs in an organized, sequential manner,
generally progressing from the
treatment plant or known clean source
to the periphery of the system, from
large diameter pipes to smaller diameter
pipes, and always from cleaned sections
to dirty ones. UDF is most often
associated with establishing velocities of approximately 5 feet-per-second within each
segment of pipe being flushed. This velocity promotes a scouring action within the pipe
that helps remove sediments, biofilm, and loose deposits. UDF of the distribution
system in a sequential manner at scouring velocities helps ensure that the pipes are
completely flushed (with the dirty water being expelled from the system) and avoids
simply moving debris from one part of the system to another.
While Traditional UDF is very effective in improving system water quality the following
needs to be considered when utilizing this method:
•

The potential that municipal storm water conveyance systems are unable to
accommodate the rapid release of large volumes of water which can cause
flooding of public roadways or private property. Flooding is often prevented by
reducing the volume of water released during flushing operations which
ultimately reduces the overall effectiveness of the program.

•

Public scrutiny and concerns regarding the wasting of large quantities of potable
water – a critical resource - as well as production costs associated with the
treatment and distribution of potable water.
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•

In order to alleviate public concerns and impact to traffic, flushing operations are
often scheduled during overnight hours which can significantly increases the cost
of the program.

•

Water discharges in California are regulated by the State Water Resources
Control Board Statewide General National Pollutant Discharge Elimination
System (NPDES) Permit For Drinking Water System Discharges To Waters of
the U.S. (Order WQ 2014-0194-DWQ). Compliance with the Monitoring and
Reporting Program (MRP) requirements of the Order requires stringent
documentation of all discharge events, and the implementation of AWWA
standardized best management practices (BMPs) during such discharges.
Depending on the municipal storm water conveyance systems implementing
effective BMP’s can be time consuming and labor intensive.

Neutral Output Discharge Elimination System (NO-DES):
The NO-DES unidirectional flushing system was founded in 2002 and is a viable
alternative to traditional unidirectional water main flushing.
The process utilizes an independent self-contained
pumping, filtering, and chlorinating system that,
when temporarily connected to the distribution
system, continuously circulates water within a
targeted area to remove sediment, biofilm and
loose deposits. Appropriate flushing velocities are
achieved by regulating pump discharges and
isolating distribution system valves. Water quality
is improved without discharging potable water to
municipal storm water conveyance systems.
While the NO-DES system is a viable alternative to
traditional unidirectional flushing the following
needs to be considered when utilizing this method:
• Current pumping capabilities are unable to
achieve appropriate flushing velocities in water mains greater than 12-inch.
•

An unknown but very significant variable in the cost of the NO-DES system is the
quantity of filters required to achieve the desired cleanliness of the system. This
is solely dependent on the water quality of the system being flushed and can
significantly increase the cost of the program.
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•

Optimally the NO-DES system requires an isolation valve between the inlet and
outlet connections of the system in order to direct flow within the system being
flushed. Where such valves do not exist, the use of aboveground hoses may be
utilized to achieve this. Hoses can be disruptive to vehicular traffic when crossing
travel lanes.

•

Since no potable water is discharged to municipal storm water conveyance
systems during flushing operations, the use of the NO-DES system eliminates
the need for BMP’s.

•

The NO-DES system is limited in its ability to flush dead-end mains. Dead-end
mains are typically flushed using traditional unidirectional methods once the
adjoining grid has been cleaned.

As part of the unidirectional flushing assessment various stakeholder groups within
various departments of the Authority were identified and consulted with in order to
review past practices and lessons learned from the last flushing program, and to chart
the course forward during the planning of the 2018/19 program. The stakeholder
groups consisted of staff from Water Quality, Administration, Public Affairs and
Engineering.
A meeting was held on May 30, 2018 with Water Quality staff to determine which water
quality parameters should be measured in order to determine whether the program
achieves its desired intent. It was concluded that a measure of the success of the
program could be determined by focusing on the following five parameters:
•

Color
o During discharge events acceptable color is determined in the field by
utilizing the “white-bucket” test, with the final official color sample analyzed
at the Sweetwater Authority’s Water Quality Laboratory.

•

Chlorine Residual
o Ensure residuals are consistent with that of the clean source water being
utilized for each flush event with a final minimum residual of 1.5 mg/L.
Samples should be taken before the start, during and at the end of each
flush sequence utilizing industry standard field chlorine residual analyzers.

•

Customer Complaints
o All customer complaints regarding water quality are documented by
service area. The comparative numbers of complaints received prior to
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flushing the system are compared to those received after flushing and are
a gauge of the success of the flushing program.
•

Turbidity
o Although turbidity was not utilized during the last flushing program as a
measure of effectiveness, it is highly recommended that it be used in
future flushing programs. Multiple samples should be taken during each
flush sequence utilizing industry standard calibrated field turbidimeters to
determine acceptable levels.

•

Bacteriological Samples
o Bacteriological samples are taken at the end of each flushing sequence
and are analyzed for total coliform bacteria at the Sweetwater Authority’s
Water Quality Laboratory.

On June 18, 2018 a meeting was held with Information Systems staff to explore how
best to leverage existing data acquisition technologies at the Authority in order to
efficiently acquire, share and archive pertinent information derived from the flushing
program.
•

The intent to utilize laptops in the field to acquire flushing data electronically is
feasible using Microsoft Excel workbooks, and something that could be easily
accomplished.

•

Staff explored the potential of exporting data from Microsoft Excel into Maximo in
order to capture water lost during the program for annual Water Loss Control
reporting to the State. Maximo is currently the exclusive depository for this type
of information. Staff felt that with some programming and\or software version
upgrades, that this type of data transfer may be feasible.

•

Also discussed was duplicating the current application platform utilized by other
field staff within the Authority to acquire, share and archive flushing data.

On July, 2, 2018 a meeting was held with Public Affairs staff to develop an outreach
plan that effectively communicates the Authority’s intent and purpose for implementing
the FY 2018/19 flushing program.
•

Identified several methods to be used to reach out and inform the public of the
program.
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•

Determined customer classes that would require additional outreach. Examples
are local municipality and county officials, hospitals and other medical facilities,
and commercial and industrial accounts that utilize water for processing.

•

A tentative communications plan and estimated timeline of events has been
created and can be modified to communicate either flushing method.

And, on July 9, 2018 a meeting with Engineering staff was held to determine whether
existing hydraulic modeling software could be utilized to enhance the existing flushing
sequences of the program, and to ascertain whether or not engineering could utilize
specific system information obtained during the implementation of the program.
•

The current hydraulic modeling software is capable of developing improved
flushing sequences and staff has already utilized it to respond to localized water
quality issues within the system.

•

Expanding this capability system wide for the flushing program would take a
significant amount of internal time and labor resources. Preliminary estimates
indicate that approximately three months of design time would be needed from
the Authority’s Engineering Tech. Supervisor (+/-$25,000).

•

While the model creates purely theoretical values, actual field data and values
recorded during flush sequences could be helpful in improving the theoretical
accuracy of the modeling software.

Appendices:
Unidirectional Flushing Program – Cost Comparison (P:\Transfer\Golder\2018-19
Unidirectional Flushing Program Assessment\2018-09-17 Flushing Program Cost
Comparison.pdf)
Unidirectional Flushing Program – Outreach Plan (P:\Transfer\Golder\2018-19
Unidirectional Flushing Program Assessment\2018-07-18 Outreach for 2018
Flushing.pdf

Page 8 of 8
17

This page intentionally left blank.

18

ATTACHMENT 2
OPERATIONS COMMITTEE
MINUTES
DATE: Wednesday, January 16, 2019
1.

CALL MEETING TO ORDER AND ROLL CALL
The meeting was called to order at 10:02 a.m. Present were Director Josie CalderonScott and Director Hector Martinez, with Director Alejandra Sotelo-Solis absent. Staff
members present: General Manager Tish Berge, Assistant General Manager Jennifer
Sabine, Interim Director of Water Quality Justin Brazil, Distribution Manager Nathan
Golder, Program Manager Sue Mosburg, Director of Engineering Ron Mosher, Public
Affairs Manager Leslie Payne, Director of Distribution Greg Snyder, and Director of
Administrative Services Dina Yorba.

2.

ITEMS TO BE ADDED, WITHDRAWN, OR REORDERED IN THE AGENDA
(Government Code Section 54956.5)

There were none.
3.

OPPORTUNITY FOR PUBLIC COMMENT
(Government Code Section 54954.3)

There were no comments from the public.
4.

ACTION AGENDA
A. Construction Update (Information Item) (No Enclosure):

Director of Distribution Snyder provided a summary of the activities conducted by the
Authority’s Distribution Department, including reactive maintenance, coordination with other
utilities, capital investment projects, water system maintenance, and fleet equipment
maintenance and repair.
No action is required by the Governing Board.
B. Consideration to Award a Contract for No-discharge System to Flush All
Distribution Piping 12-inch and Smaller:
Director of Distribution Snyder described two types of unidirectional flushing (UDF); (1)
traditional and (2) no-discharge flushing, and provided an overview of the proposed outreach
on future flushing programs to maintain water quality. Traditional flushing has been used by
the Authority in the past and consists of a methodical progression of selectively closing valves
in the water distribution system and flowing water through strategic fire hydrants. General
Manager Berge added that there was substantial concern raised during the more than 20
public outreach events last summer regarding the perceived wastefulness of flowing water into
the street, only to have it drain into the storm drainage systems. By contrast, the no-discharge
flushing method consists of isolating a portion of the water distribution system by closing
valves and pumping the water from one fire hydrant to another through a truck-mounted pump
and filtration system using 1-micron disposable filters. This type of flushing virtually eliminates
any water loss during the flushing process.
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A request for proposals was issued for companies to propose on implementing the nodischarge flushing process on a selected portion of the Authority’s water distribution system. It
is anticipated that approximately one-third of the pipelines 12-inch and smaller can be cleaned
in this initial program. Two proposals were received, with Reliable Water Solutions being the
lowest at $233,087.80. Director Calderon-Scott asked how much had been budgeted for this
program. General Manager Berge indicated that at the time the budget was prepared in the
spring of 2018, the no-discharge flushing option had not been evaluated and that any flushing
activities to be conducted this fiscal year were planned to be accomplished using existing staff
with support by temporary staff. As such, there is not a dedicated budget allocation for this
work. Staff’s recommendation is to utilize funding from the Expense Contingency Fund along
with reallocated funds from the Distribution Department’s Operating Budget.
Director Martinez asked if purchasing the equipment used to pump, filter, monitor, and
chlorinate the water was considered. Mr. Snyder indicated that the cost of this equipment is in
the $400,000 - $500,000 range or more. Director Martinez requested that the potential for
purchasing the equipment be investigated and asked about the water quality control
requirements for this process. Mr. Snyder replied that an operations plan has been submitted
to the Department of Drinking Water (DDW) for approval and that all required monitoring,
testing, and oversight required by DDW will be implemented. Director Martinez asked that
detailed budget information showing how the project is to be funded be provided in the Board
Packet.
Director Calderon-Scott recommended that the Public Affairs Department prepare a
Frequently Asked Questions sheet to help with public outreach on this project. Public Affairs
Manager Payne indicated that they are drafting materials now and will create videos that can
be used on social media and the Authority’s website (in English and Spanish). Ms. Payne also
indicated that staff has plans for direct mailings (bilingual) to focused areas in the work zone.
In addition, work crews will be provided with hand-out materials to provide to the interested
public during the cleaning activities.
The Operations Committee recommends that the Governing Board award a contract in
the amount of $233,087.80 to Reliable Water Solutions, Grand Terrace, CA, for no-discharge
system flushing of distribution piping 12-inch and smaller and recommends that the
Governing Board direct staff to initiate the evaluation of purchasing the equipment in the
future.
C. Request to Approve Easement Quitclaim – 416 Broadway, Chula Vista:
Director Martinez recused himself on this agenda item due to his business relationship
with the applicant. Since there were only two Operations Committee members present, there
was not a quorum to continue with this item.
The Operations Committee defers to the Governing Board for a decision.
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D. Strategic Plan Reporting - Bi-annual Detailed Work Plan Status Report (Information
Item):
Assistant General Manager Sabine provided background on:


How the Authority’s Strategic Plan is updated every five years,



That the Strategic Plan was last updated in 2017, and



How a Strategic Plan Work Plan is developed annually to guide and direct staff’s
efforts.

The Work Plan is divided into seven goal areas, with the Operations Committee
reviewing objectives and performance measures related to Water Quality, System and Water
Supply Reliability, Administrative Effectiveness, and Environmental Stewardship. For
reference, the Finance and Personnel Committee reviews objectives related to Financial
Viability, Customer Service, and Staff Development. Ms. Sabine provided highlights of the
four goal areas under the purview of the Operations Committee and indicated that
approximately 90 percent of the tasks identified in the Work Plan are on target at this
midpoint of the current fiscal year.
No action is required by the Governing Board.
5.

CLOSED SESSION
There was none.

6.

NEXT MEETING
The next regularly scheduled Operations Committee meeting will be held on
Wednesday, February 20, 2019 at 10:00 a.m.
7.

ADJOURNMENT
The meeting adjourned at 11:20 a.m.
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ATTACHMENT 3
SWEETWATER AUTHORITY GOVERNING BOARD
MINUTES OF THE REGULAR MEETING
January 23, 2019
The Governing Board of Sweetwater Authority held a Regular meeting on Wednesday,
January 23, 2019, at the Sweetwater Authority Administrative Office,
505 Garrett Avenue, Chula Vista, California. Chair Castaneda called the meeting to order at
3:30 p.m.

•

Roll Call
Directors Present:

Directors Absent:
Management,
Staff and Others
Present:

Josie Calderon-Scott, Jerry Cano, Steve Castaneda,
Jose F. Cerda, Hector Martinez, *Jose Preciado (4:15 p.m.),
and *Alejandra Sotelo-Solis (3:32 p.m.)
None
General Manager Tish Berge, Assistant General Manager
Jennifer Sabine, Legal Counsel Paula de Sousa Mills, and
Board Secretary Ligia Perez. Staff members: Interim Director
of Water Quality Justin Brazil, Engineering Manager Erick del
Bosque, Administrative Assistant Michael Garcia, Distribution
Manager Nate Golder, Director of Engineering Ron Mosher,
Director of Distribution Greg Snyder, Senior Public Affairs
Representative Gwyneth Shoecraft, Director of Finance Rich
Stevenson, and Director of Administrative Services Dina
Yorba. Others present: Ron Morrison, Mike Sampsel, and Jess
Van Deventer

•

Pledge of Allegiance to the Flag

•

Opportunity for Public Comment (Government Code Section 54954.3)

Mike Sampsel distributed a document to the Directors titled "Beer Cans" and
challenged the Board to think about the ratepayers when making monetary decisions.
(Note: Director Sotelo-Solis entered the meeting at 3:32 p.m.)

•

Chair's Presentation
A. Comments from the Public Regarding Agency Staff and Agency Recognition in the
Press
B. ACWA/JPIA President's Special Recognition Award for Sweetwater Authority's
Liability and Property Programs

ACTION CALENDAR AGENDA
1.

Adoption of Resolution 19-02 of the Governing Board of Sweetwater Authority
Honoring Ron Morrison for His Service as a Director
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Upon a motion made by Director Sotelo-Solis, seconded by Director Cano, the
following resolution:
RESOLUTION 19-02
RESOLUTION OF THE GOVERNING BOARD OF SWEETWATER AUTHORITY
HONORING RON MORRISON FOR HIS SERVICE AS A DIRECTOR

was passed and adopted by the following vote to wit:
Ayes:
Noes:
Absent:
Abstain:

Directors Calderon-Scott, Cano, Castaneda, Cerda, Martinez, and
Sotelo-Solis
None
Director Preciado
None

Chair Castaneda read the resolution of recognition into the record.
2.

Adoption of Resolution 19-03 of the Governing Board of Sweetwater Authority
Honoring Jess Van Deventer for His Service as a Director

Upon a motion made by Director Sotelo-Solis, seconded by Director Cano, the
following resolution:
RESOLUTION 19-03
RESOLUTION OF THE GOVERNING BOARD OF SWEETWATER AUTHORITY
HONORING JESS VANDEVENTER FOR HIS SERVICE AS A DIRECTOR

was passed and adopted by the following vote to wit:
Ayes:
Noes:
Absent:
Abstain:

Directors Calderon-Scott, Cano, Castaneda, Cerda, Martinez, and
Sotelo-Solis
None
Director Preciado
None

Chair Castaneda read the resolution of recognition into the record.
Chair Castaneda presented Messrs. Morrison and Van Deventer with a copy of their
resolution and tokens of appreciation for their service.
Mr. Van Deventer stated it was very important to him to represent National City and
thanked the Board and the Authority.
Mr. Morrison thanked Jess Van Deventer for his years of service to the Authority and
National City; spoke to the Authority's stellar reputation with regard to infrastructure
maintenance and employee talent; and that it was a pleasure serving on the Governing
Board.
The Board thanked Messrs. Morrison and Van Deventer for their service.
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Items to Added, Withdrawn, or Reordered on the Agenda
There were none.

4.

Approval of Minutes - Regular Meeting of January 9, 2019

Director Sotelo-Solis made a motion, seconded by Director Cano, that the
Governing Board approve the minutes of the January 9, 2019 Regular meeting. The motion
carried unanimously, with Director Preciado absent.
Consent Calendar Items
Director Sotelo-Solis made a motion, seconded by Director Cano, that the
Governing Board approve consent items 5, 7, 9, and 11. Director Calderon-Scott pulled
items 6, 8, and 10 for discussion. Director Castaneda recused himself from
consideration of warrant numbers 150376 and 150416 due to his contract with Sempra
Energy, parent company of SDG&E, which Director Castaneda disclosed on the
record. The motion carried unanimously, with Director Preciado absent.
5.

Approval of Demands and Warrants -Check numbers 150347 through 150424 and
electronic fund transfers 25693 through 25936

7.

Strategic Plan Reporting - Bi-annual Detailed Work Plan Status Report (Information
Item) (Operations Committee Meeting of 1/16/19, Item 4. D.; Finance and Personnel Committee
Meeting of 1/16/19, Item 4. A)

Recommendation: No action was required by the Governing Board.

9.

Award of Contract for Information Systems Master Plan Consultant (Finance and
Personnel Committee Meeting of 1/16/19, Item 4. C.)

Recommendation: Award a contract in the amount of $54,720 to Clientfirst
Technology Consulting, Corona, CA
11.

Quarterly Report of One-time Water Bill Adjustments for October through
December 2018 (Information Item)
Recommendation: No action was required by the Governing Board
Items Pulled from Consent Calendar for Discussion

6.

Consideration to Award a Contract for No-Discharge System to Flush All
Distribution Piping 12-inch and Smaller (Operations Committee Meeting of 1/16/18, Item
4. B.)
Recommendation: Award a contract in the amount of $233,087.80 to Reliable Water
Solutions, Grand Terrace, CA

Director Calderon-Scott requested clarification of Fiscal Impact. Director Cano asked
for metrics of the project. General Manager Berge replied that this budget will cover
approximately one-third of the distribution system; future budgets will include funds to flush
the remaining parts of the system; this is a three-year program; and other metrics include
monitoring water quality to evaluate effectiveness.
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Director Calderon-Scott made a motion, seconded by Director Sotelo-Solis, that
the Governing Board award a contract in the amount of $233,087.80 to Reliable Water
Solutions. Grand Terrace. CA. for no-discharge system flushing of distribution piping 12-inch
and smaller. The motion carried unanimously, with Director Preciado absent.

8.

Sweetwater Reservoir Wetlands Habitat Recovery Project - Approval of
Consulting Contract Amendment (Finance and Personnel Committee Meeting of 1/16/19, Item 4.
B.)

Recommendation: Authorize ESA's contract amendment in the amount of $51,711.85.
Director Calderon-Scott requested clarification of Fiscal Impact. Ms. Berge stated that
this project is fully-funded by grant funds.
Director Castaneda made a motion, seconded by Director Cano, that the
Governing Board authorize ESA's contract amendment in the amount of $51,711.85 so that
work may continue on the Sweetwater Reservoir Wetlands Habitat Recovery Project as
funded under the Integrated Regional Water Management Proposition 84 Round 4 grant
program. The motion carried unanimously, with Director Preciado absent.
10.

Award of Contract for Bulk Print and Mail, and Electronic Bill Payment and
Presentment Services (Finance and Personnel Committee Meeting of 1/16/19, Item 4. D.)
Recommendation: Award a five-year contract to lnfoSend Inc., Anaheim, CA.

Director Calderon-Scott requested clarification of Fiscal Impact, specifically referring to
how impacts were shown historically. Ms. Berge replied that she will research previous
memos and how Fiscal Impacts were presented.
Director Cano requested information on total contractual costs. Ms. Berge and Legal
Counsel De Sousa Mills clarified that the contract includes unit costs and actual expenditures
will be based on usage.
Director Cano made a motion, seconded by Director Cerda, that the Governing
Board award a five-year contract to lnfoSend. Inc .• Anaheim. CA for bulk print and mail
processing at $0.133 per unit, and $800 per month for electronic bill payment and
presentment services for utility bills. The motion carried unanimously, with Director
Preciado absent.
Action and Discussion Items
12.

Request to Approve Easement Quitclaim - 416 Broadway, Chula Vista (Operations
Committee Meeting of 1/16/19, Item 4. C.)

Recommendation: Defer to Governing Board for decision.
Director Martinez informed the Board that he knows the owner and therefore recused
himself. (Note: Director Martinez left the dais at 4:14 p.m.)
Director Calderon-Scott made a motion, seconded by Director Sotelo-Solis, that
the Governing Board approve the quitclaim request of the Kimball Brothers blanket
easement. with the Owner paying all costs associated with processing the quitclaim. The
motion carried unanimously, with Directors Martinez and Director Preciado absent.
(Note: Director Martinez returned to the dais 4:15 p.m.)
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New Business
A. Reservoir Pipeline Feasibility Study (No Enclosure)
(Note: Director Preciado entered the meeting at 4:15 p.m.)

Director Martinez requested that the Board look into how to maximize value at
Loveland Reservoir.
Director Martinez made a motion, seconded by Director Cano, that the Governing
Board refer Strategic Plan Objective SR1 .1 to the Operations Committee for discussion of an
RFP to study how to maximize value of Loveland Reservoir. including funding for such a
study in the near future. The motion carried unanimously.
B. Creation of Ad Hoc Committee to Explore Citizen Engagement (Information Item)
Chair Castaneda established an ad hoc Citizen Engagement Committee; appointed
Directors Cano, Martinez, and Cerda; and directed the committee to meet within 30 days.
14.

Approval of Directors' Attendance at Meetings and Future Agenda Items
A. Per diem approval for Directors who wish to attend the California Special Districts
Association 2019 Special District Leadership Academy, San Diego, CA - April 7-10,
2019 (Note: Early registration deadline is 318; Conflict with 4/1 O Board meeting) Directors who
wish to attend this event will contact the Secretary.
B. Per diem approval for Directors who wish to attend the Urban Water Institute 2019
Spring Water Conference, Palm Springs, CA- February 27-March 1, 2019 (Note:
Limited amount of hotel rooms available; Conflict with 2127 Board meeting) Directors who wish
to attend this event will contact the Secretary.

Director Preciado made a motion, seconded by Director Castaneda, that the
Governing Board approve a per diem for Director's who wish to attend the CSDA 2019
Leadership Academy in San Diego. CA and the Urban Water Institute 2019 Spring Water
Conference in Palm Springs, CA. The motion carried unanimously.

REPORTS AND INFORMATIONAL ITEMS
15.

Committee Minutes

16.

December 2018 Financial Reports

17.

Quarterly Report of Directors' Expenses - Second Quarter FY 2018-19

18.

Management Report
A. Report of Assistant General Manager
• Quarterly Performance Measurement Report (October 1 - December 30, 2018)

Ms. Sabine reported that the Quarterly Performance Measurement Report is available
in the agenda packet; rainfall totals at Loveland and Sweetwater Reservoirs; the history on
water releases from Loveland Reservoir; and the current unfavorable conditions for a water
transfer from Loveland Reservoir.
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B. Report of General Manager
Ms. Berge introduced Michael Garcia, the Authority's new Administrative Assistant;
thanked the new Directors who attended the onboarding orientation; and thanked the Board
for its support of the Authority's participation at the Women in Water symposium.
19.

Report of Representatives to the San Diego County Water Authority

Director Preciado reported on the Colorado River water management by the federal
government; our significant dependency on the water transfer from the Colorado River;
closed session regarding the settlement agreement with Metropolitan Water District; and a
potential administrative change for CWA to send a non-appointment member as a
representative.
20.

Reports by Directors on Events Attended
Council of Water Utilities Meeting - January 15, 2019

The following Directors provided a report: Directors Castaneda and Martinez. Director
Cerda provided a written report.
21.

Directors' Comments
Director Sotelo-Solis thanked the Board for their support during a family emergency.

Director Preciado requested for the board to reexamine its meeting times and access
to the public. Chair Castaneda asked General Manager Berge to include this topic in a future
agenda.
Director Martinez is looking forward to the first meeting of the ad hoc Citizen
Engagement Committee.
Director Sotelo-Solis requested that the Board consider having meetings in other
locations. Legal Counsel de Sousa Mills replied that there is flexibility with meeting locations.
CLOSED SESSION - There was none.
22.

Adjournment

With no further business before the Board, Chair Castaneda adjourned the meeting at
5:26 p.m.

Attest:
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TO:

Governing Board (Operations Committee)

FROM:

Jennifer Sabine, Interim General Manager
Carl Quiram, Interim Director of Distribution

DATE:

April 30, 2021

SUBJECT:

Discussion of the Replacement of Authority Vactor Truck

SUMMARY
This is an informational report providing the rationale for the replacement of the current
2006 Vactor truck. The objectives are to demonstrate how staff utilizes the truck, the
consequences of not having the truck, the condition of the current truck, and a summary
of repair costs to date.
Vehicles and equipment are primary tools used by Authority staff to perform the
emergency response and maintenance activities necessary to provide uninterrupted,
long-term water supply reliability. The Vactor truck is a severe duty vehicle essential to
the Authority’s construction and maintenance activities. Its primary function is working at
job sites to evacuate mud, dirt, and rocks during reactive maintenance or planned
activities. The Vactor truck is also used for cleanup after water-main breaks.
Pursuant to EPA National Pollutant Discharge Elimination System (NPDES) regulations,
there are very stringent rules about discharges into a stormwater system. The Authority
is required to collect and dispose of mud and debris without discharging into the
stormwater system during planned and reactive construction and maintenance work.
Without the support of this equipment, staff would spend countless hours deploying
more advanced best management practices to ensure compliance with NPDES
regulations.
The Authority’s Vactor truck has a mileage reading of 151,769, although wear and tear
on this type of equipment are generally measured by hours of use which is 8,340 hours.
The majority of this usage is at high Revolutions Per Minute (RPM) with a high engine
load. During use, the truck operates at or near maximum RPM to operate the hydraulic
system that drives the rotary blower creating a vacuum. The hydraulic system also
powers the water pump to provide high-pressure water for soil removal. In addition to
high engine load, the hydraulics and high-pressure water system experience
comparable load and wear. The Vactor truck is equipped with a telescopic boom
assembly that rotates 180 degrees to position the vacuum nozzle in the desired
position. During operation, the truck chassis is subjected to longitudinal twisting, as well
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as the boom assembly is subject to flex due to the characteristics of vacuuming dirt,
mud, and debris. Items of wear include but are not limited to debris tank, articulating
boom assembly, blower assembly, the hydraulic system including electric solenoid
valves, and dual-action water pump. This vehicle has considerable rust damage and will
require extensive future repairs. The manufacturer reports an average equipment
lifespan of eight years; the Authority’s Vactor truck is 16 years old. Over the 16 years,
the Authority has incurred a total cost of $165,940 to maintain and repair the Vactor
truck, which by the Board’s approved policy for analysis puts the cost ratio at 71
percent.
PAST BOARD ACTIONS
May 27, 2020

The Governing Board directed staff to modify the Vehicle Fleet
Budget and reduce it from $1,500,000 to $500,000 for the purchase of
lease buy-backs, two electric vehicles, and other high priority items;
and place the $1,000,000 in a Vehicle Equipment Replacement Fund
that may be used mid-budget year.

April 22, 2020

The Governing Board directed staff to return to the Authority's prior
replacement plan approach of evaluating fleet vehicles that are
nearing, or have met, the following minimum criteria:
• Age - 10 years or older
• Mileage - 100.000 miles or greater
• Repair/Cost Ratio - repair costs equal to or greater than 50
percent of the original purchase price

FISCAL IMPACT
Funds for this vehicle are included in the Fleet Replacement Fund established by the
Board at its May 27, 2020 meeting. For budgeting purposes, staff received a quote from
Haakar Equipment in the amount of $457,676.55 for a replacement Vactor truck, with an
expected salvage value of approximately $17,392, for a net fiscal impact of
approximately $440,000.
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Below are the historical maintenance costs of the current Vactor truck:

POLICY / STRATEGIC PLAN
The Authority’s Vehicle and Equipment Replacement Policy (Attachment 1) requires
staff to assess a vehicle proposed for replace in accordance with the following criteria:
o If the age of the unit is 10 years or older; 15 years for Heavy Equipment.
o If the total miles is 100,000 or greater; 5,000 Hours for Heavy Equipment.
o If the cost ratio is 50 percent or greater (total repair cost/original price).
All three criteria are met with the 2006 Vactor truck.
Strategic Plan Goal 2: System and Supply Reliability (SR) – Achieve an uninterrupted
long-term water supply through investment, maintenance, innovation and developing
local water sources.
•

Objective SR4 002.00: Evaluate replacement of the Vactor truck and bring to the
Board for consideration and approval.

ALTERNATIVE EVALUATION
Though the Board has established criteria for evaluating vehicles and equipment, based
on past Board and ratepayer comments, staff evaluated the replacement through a
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different lens. With the advent of advanced asset management, fleet managers have
substantially more data available to make replacement decisions. One of the most
common fleet evaluation methods is to use a total life cycle cost analysis to evaluate.
The evaluation methodology is fairly simple. The capital cost (or value) of a truck
depreciates over time, and the first few years experience the highest amount of
depreciation. Depreciation affects the resale value. The other factor in the calculation is
the cost to own a truck (maintenance). Generally, the older a truck is, the more it costs
to maintain. If you calculate the two factors, resale value and maintenance, you get the
total cost of ownership in any given year. Other factors that go into the total life cycle
cost, such as insurance, registration, and fuel; however, the impact is typically not
significant enough to change a decision.
The total cost of ownership graph is generally shaped like a “U,” wherein the beginning
the costs go down over time as the capital investment is spread over several years of
service. Later in the vehicle’s life, the capital investment is mostly depleted, but the
cumulative maintenance cost continues to rise. The ideal time to replace a vehicle is
when the total cost of ownership reaches the bottom of that curve. Below is a graph of
the life of the Authority’s Vactor truck.
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[NOTE: In 2011, the Authority changed tracking software from RTA to Maximo. Staff used best
efforts to combine all data from both systems.]

Based on the life cycle cost approach, the data indicates that the ideal time to replace
the Vactor would have been in 2014. At this point, every additional year the truck is in
service, the Authority is at risk of a catastrophic failure or a potential safety risk to staff,
the environment, and the passing public.
RECOMMENDATION
This is an information item. Staff is requesting feedback from the Board on additional
information needed to determine the necessity for replacement of the Vactor truck.
ATTACHMENT
SOP Vehicle and Equipment Replacement Assessment
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ATTACHMENT 1

To provide its current and future customers with
a safe and reliable water supply.

DISTRIBUTION
Vehicle and Equipment
Replacement Assessment

Vehicle and Equipment Replacement Assessment
Control ID:

4533

Policy Owner(s):

Director of Distribution

Policy Expert(s):

Equipment Mechanic Supervisor

Approval Date:

09/25/2018

Approved By:

Management

Policy
Prior to proposing the replacement of a vehicle or piece of equipment, an
assessment shall be performed by Sweetwater Authority (Authority) staff. The
assessment considers vehicle age, mileage/hours, maintenance cost, cost of
downtime, depreciation, salvage value and cost of capital. It ensures a simple
method of determining which vehicle and equipment should be recommended for
replacement. The assessment process shall begin by generating a Vehicle
Assessment Summary (VAS) report through the Vehicle Asset Management System
(Maximo) based on the following criteria approved by the Governing Board of
Directors:
o If the age of the unit is 10 years or older; 15 years for Heavy Equipment.
o If the total miles is 100,000 or greater; 5,000 Hours for Heavy Equipment.
o If the cost ratio is 50 percent or greater (total repair cost/original price).
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Other considerations include Federal and State regulations, efficiency, utilization
and environmental impacts of vehicles and equipment being used by the Authority
in order to make informed, justified decisions regarding vehicle and equipment
replacement.
If the vehicle or piece of equipment being requested by a Department is different
from the existing specifications, including the addition of accessories, the request
shall be reviewed and approved by the Oversight Ad Hoc Committee (OAHC)
before being proposed for replacement.

Purpose
To optimize fleet performance by achieving effective and accountable fleet
management practices that produce value for the Authority and its users. The goal
is to find and maintain the most cost effective balance of fleet composition,
utilization and the proper replacement of the Authority’s vehicle and equipment
assets.

Scope
This policy is directed to all Authority staff responsible for recommending and
purchasing and/or lease of vehicles and/or equipment. The following procedures
shall outline the process of evaluating vehicles and equipment for replacement that
involves input from the End User to the Department Head.

Procedure
1. Responsibilities
1.1.

Department Heads, Managers and Supervisors must:

A. Make informed, justified decisions regarding vehicle replacement
including accessories before recommending the purchase or lease.
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B. Department Heads shall consider developing a Job Use Plan (JUP)
for the vehicles or equipment being recommended for
replacement. The JUP would identify the activities, tasks and
transportation needs with details identifying how often the need or
use occurs, alternative transportation and alternative work
processes to help determine the efficiency for the vehicle or
equipment selection.
For example: A JUP may indicate that a vehicle is not being used
efficiently and may have low or infrequent use or the task or job
has changed over time, requiring a change in transportation or
equipment and accessories.
It may also indicate that tasks or jobs may be best suited for
support from an outside Vendor, because of the need to perform
tasks is infrequent, or special vehicles or equipment are required
for the task needed and its more efficient to use the Vendor, than
to make a long term purchase commitment.
1.2.

The Equipment Mechanic Supervisor must:

A. Provide a VAS report flagging all vehicles and equipment that meet
the minimum criteria for replacement. This report will be generated
twice a year on or around July 1st and January 1st of each year.
B. Coordinate and schedule all meetings pertaining to the VAS review.
1.3.

The Vehicle and Equipment OAHC:

A. The OAHC is comprised of the Assistant General Manager (AGM),
the Department Head(s) for the vehicles and equipment in review,
and selected staff.
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B. The purpose of the OAHC is to assist in defining the Department’s
and the Authority’s needs by meeting, and reviewing the
Department’s JUP in order to justify, support and approve the most
efficient approach for vehicle and equipment selection.
C. The OAHC must make informed, justified decisions regarding
vehicle or equipment replacement, accessories needed and
methods used before approving the request for purchase or lease.
2. Process for Vehicle or Equipment Replacement
2.1.

July 1st:

A. On or around July 1st of each year a VAS report of all flagged
vehicles and/or equipment will be reviewed by the Director of
Distribution and the Equipment Mechanic Supervisor from a “whole
fleet” perspective, for the benefit of the Authority taking into
account current Federal and State regulations, current utilization
and the latest industry trends and standards.
B. During this review, vehicles and equipment will be shown in the
order of recommended replacement with a brief description of
identified issues. These recommendations will be made for the
replacement of the asset in order to give Department Heads the
information required to assess their assigned vehicles.
2.2.

July 31st:

A. On or around July 31st of each year, the VAS report will be broken
down by department and sent to the appropriate Department Head
for review and comments. The Department Head shall assist in
determining how the asset is being utilized and what accessories
are required for the new asset.
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B. No later than August 31st, the Equipment Mechanic Supervisor will
email each Department Head to discuss departmental needs and
specifications. Department Head shall respond within three (3)
weeks.
C. If the Department’s vehicle or equipment needs are different than
the recommendations made by the Equipment Mechanic
Supervisor, the OAHC shall review the department’s
recommendations to ensure that the vehicle, equipment or
accessories are justified and cost effective. If approved by the
OAHC, the Equipment Mechanic Supervisor shall incorporate the
changes into the specifications.
2.3.

January 1st:

A. On or around January 1st, the Equipment Mechanic Supervisor will
draft vehicle or equipment specifications in preparation for the
budget.
B. The Equipment Mechanic Supervisor will draft the documentation
required for the budget and submit them to the Director of
Distribution.
C. The Equipment Mechanic Supervisor shall finalize vehicle and
equipment specifications by June 1st.
D. Upon Board approval, the Equipment Mechanic Supervisor shall
provide approved specifications to the Procurement Specialist.
E. The Procurement Specialist shall develop a Request for Quote
(RFQ) for all vehicles and equipment approved for purchase by the
Governing Board in adherence with the Sweetwater Authority
Procurement Policy and Procedures.

Page 5 of 6

Approved: 09/25/2018

39

ATTACHMENT 1

To provide its current and future customers with
a safe and reliable water supply.

DISTRIBUTION
Vehicle and Equipment
Replacement Assessment

Reference Documents
American Public Works Association
Job Use Plan
Procurement Policy and Procedures
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