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DATE: February 13, 2009

TO: Farid Saffar, Director of Auditing
Office of Controller

SAon
FROM: Enrique C. Zaldivar, Director W’%ﬁ'
Bureau of Sanitation '

SUBJECT: RESPONSE TO FINAL AUDIT REPORT OF THE “PERFORMANCE
AUDIT OF THE WASTEWATER COLLECTION SYSTEMS”

This memorandum is our official response to the findings and recommendations in the final audit
report entitled “Performance Audit of the Wastewater Collections Systems™ provided by your oftice on
January 13, 2009. The Burcau has reviewed your findings and reccommendations and has initiated the
ctfort to incorporatc them into our programs where appropriate and feasible. Attached are our
responses and action plan.

The Burcau of Sanitation appreciates the acknowledgement in the Audit Report of our excellent
progress and results. As indicated in your report, the Bureau has been *....extremely effective in
reducing sanitary sewer overflows over the past eight years, and delivers a high level of service in the
maintenance, inspection, and repair of the sanitary scwer system.” We are very proud of the hard
work and commitment of our staff in serving our residents and protecting the public health and
environment.

The Bureau has implementcd eftective and a success{ul collection system managemcnt program and
complied with all of the regulatory mandates and permits including the Collection System Settlement
Agreement. (Agrcement) The most telling indicator of the City’s success in the management of its
collection system is the 71% reduction in Sanitary Scwer Overflows (SSOs) as compared to the
baseline year of 'Y 2000/01. This is approximately three (3) SSOs per 100 miles of sewers per year.
which is well below the National and State average. Root-caused SSOs during I'Y 2007/08 totaled
103, almost 65 percent less than the 290 occurring in FY2002/03 when the City began a
comprehensive chemical root treatment program and overall root control program. The City’s Fats,
Oils, and Grease (FOG) Control Program continucs to be very effective. The City had just 31
FOG-related SSOs in FY 2007/08, a significant decrease of 89% from 290 SSOs occurring in the
baseline FY 2000/01 when the City began the Program. The City continues to refinc and optimize its
cleaning ctforts and root and FOG control outreach programs, resulting in a steady decline of root
intrusion and discharge of FOG into the sewers.

Our regulatory agencies and cnvironmental organizations have applauded the Burcau for its successcs,
achievements and results. Below arc some quotes and testimonies:

“A 71% reduction in sewage spills is significant; 1 applaud the City of Los Angeles in partnering
with the Regional Board in our efforts to protect human health and water quality.” - Francine
Diamond, Chair of the Los Angeles Regional Water Quality Control Board.
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3. Once the master N 4.The Bureau of Sanitation should The implementation of this recommendation premature at this time.
plans for the primary ensure that once the master plans
drainage basins have been updated for peak wet To date, we have completed 62 of the 210 secondary sewer plans
have been updated weather flow data and completed for | with the remaining to be completed at about 10 plans a year and in
for peak wet the high priority secondary sewer the process of updating our 26 primary sewer master plans using the
weather flow data drainage basins, reduce and . wet weather calibrated dynamic model.
and master plans reallocate the staff and engineering
(r:]pmplgteq for the consu_ltants_allocated to master The first planning cycle involves not only the planning effort but also

igh priority planning primary and secondary o . i ) .
secondary sewer sewer systems. A “core” staff should building the planning tools, i.e., hydraulic model, planning
drainage basins, the be retained to update the model, use | Protocol/guidelines, database systems, GIS tools, etc.
frequency of further the model as needed, etc.
updates of these Once the plans are complete, the frequency of updating will be
master plans should evaluated to ensure cost effectiveness. It should be noted that many
be evaluated to large and extensive capital projects were either deferred or
ensure cost eliminated as a direct result of the review and updating of the master
effectiveness. .
plans using the latest data and tools.

4. Sanitation spends U 5. The Bureau of Sanitation should The Bureau of Sanitation has been in communication with the
about $1.1 million coordinate with the Bureau of Street | Bureau of Street Services regarding this recommendation. We have
annually to uncover Services to modify its street overlay conducted field visits to evaluate the operations of the paving crews
maintenance holes work practices to include uncovering and the contractor. We agree that there may be potential
that are paved over maintenance holes and raising N . . L
by the Bureau of maintenance holes to grade in the effnqenmes ahd savings that can be achieved b;_/ maximizing the .
Street Services. most cost effective manner for the raising of maintenance hole to grade by the paving crews. Adjusting
Paving over the City. the maintenance holes to grade by the paving crews may be limited
maintenance holes by the height to be adjusted to grade. It looks like using 2 plastic
prevents the access rings of 1-inch may be the limit to be done by the paving crews.
to mains by the Anything beyond that will require extensive rebuilding of the
r;ﬂi;”;gg:;;j; crews maintenance hole and will be referred to the Bureau of Sanitation.
impedes their ability We have a tentative understanding with the Bureau of Street
to effectively Services to proceed this way.
respond to
overflows.

5. Sanitation lacks an The Bureau of Sanitation should: The Bureau agrees with the assessment of the limitations of EMPAC
effective N 6. Modify its Management Systems to

computerized

enable the identification of the

and the elements required to implement a comprehensive
maintenance plan. In spite of the limitations of EMPAC, the Bureau
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maintenance services provided, the leveis of has been able to implement all elements of a comprehensive
management service, the outputs of each of these | maintenance plan. The Bureau has identified the shortcomings of
system to enable services, and the costs of those EMPAC and plan to address those very soon (by FY 2010/11)
Waslewater Division services in terms of the total cost and through upgrade or replacement. The replacement system will allow
management to the cost per unit of output. e
effectively contro! the Bureau to eliminate several stand-alone systems and greatly
workload, resources reduce the planning and reporting workload while providing
and staffing in the 7. Coordinate the planned improved cost accounting. In the meantime the Bureau is working on
maintenance and N replacement of its Management improving the reporting process to allow greater management
the repair of the Systems with ITA and assure the new | oversight of maintenance activities.
sanitary sewer system adheres to the City's
system. information technology standards.

6. Sewer maintenance N 8. The Bureau of Sanitation should In the past six months, the Bureau has taken delivery of 6 news

equipment is not
always available due
to excessive use
and high downtime,
reducing work
output by
Wastewater Division
staff.

ensure backup or “spare” vehicular
equipment is available so that
Wastewater Division maintenance
and repair crews can continue to
provide service while their primary
equipment is in the Fleet Services’
repair shop. Individual crews should
be assigned their own specific
equipment.

cleaning equipment and has ordered 3 new Compressed Natural
Gas (CNG) High-Velocity Cleaners. Once the new CNG equipment
has been tested, 7 additional units will be ordered.

The Bureau is working with the Department of General Services
(GSD) to purchase additional new vehicles and improve equipment
availability. Twenty four percent (24%) of our Hydroflushers and
thirty eight percent (38%) of the Sewer Cleaner Combos are
overdue for replacement, which causes increased maintenance and
downtime. This coupled with the mandates to perform increase
sewer cleaning has placed an extra burden on this equipment. In
addition, high vacancy rate of mechanics working in this area of 18%
(54 vacancies of 298 positions) along with another four positions that
are on long term leave. Similar to other departments, given the
City's hiring freeze, GSD and the difficult in backfilling these position,
the turnaround time to repair equipment has exceeded their normal
out of service rates for this equipment. The Bureau implemented
procedures to repair auxiliary equipment on site to minimize
downtime.

This issue has been further exacerbated by changes in air quality
regulations. The new strict air quality requirements in the basin
restricted the Bureau from purchasing diesel equipment. The sewer
cleaning industry had been lacking in producing adequate and
sufficient number of clean fuel equipment, which resulting in
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equipment being utilized long after its normal service life expired.
This resulted in even more equipment downtime.

7. The number of The Bureau of Sanitation should The Bureau agrees that the maintenance plan and the frequency of
priority sewer N ensure: maintenance for the sewer pipes must be evaluated and optimized
locations, or "hot 9. "Hot spots” are evaluated annually | annyally. The Bureau is currently following this procedure. Since
spots’, is high and to determine _whether the problem that the major driver for the Bureau and the City is to reduce overflows,
needs to be caused the pipe reach to be placed L ) . .
reevaluated on an on the “hot spot” list has been abated, the Bureau has been very aggressive in sewer cleaning especially in
ongoing basis to and the frequency of cleaning can be | areas prone to blockages (“hot spots™). The cleaning need and
ensure appropriate reduced or the main can be removed | frequency for the “hot spots” are adjusted based on field findings but
cleaning frequency from the “hot spot” list altogether. the evaluation by Closed Circuit Television ({CCTV). In addition, the
and effective use of decrease in frequency or elimination is done with extreme caution
resources. , and requires more than one field finding to enact. The Bureau is

10. A formal written process and . . - . . o
policy to review and remove or modify pgrsunng options to optlmlze thls process. Thlg o_pUmnzahon progess
U “hot spots” is developed and will focus on developing algorithms for determining the most optimal
implemented by the Wastewater maintenance methods and frequencies for all sewer pipelines. Upon
Division. completion of this effort, a formal written policy will be implemented.
The Bureau has already hired an engineering consulting firm to
evaiuate and optimize the Bureau’s root contro! program.
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8.

The productivity of
Wastewater Division
staff in the
maintenance and
repair of the
wastewater
collection system is
lower than other
sanitation agencies.
In addition, staff
does not meet the
Wastewater
Division’s own work
output guidelines
resulting in some
instances of lower
work output.

The Bureau of Sanitation should
ensure:

11. Wastewater Division utilizes its
Management Systems to report the
productivity of crews and the unit cost
of work activities.

12. Managers and supervisors of the
Wastewater Division utilize reports
regarding the productivity of
Wastewater Division crews and the
unit cost of work activities to assure
that their crews meet appropriate
work output and unit cost targets.

The Bureau agrees that all employees must meet desired performed
standards and is currently improving the reporting process to allow
greater management oversight of maintenance activities and
encourage peer competition.

The Bureau has implemented performance standards for sewer
cleaning crews in FY 2000/01. These standards contain strict quality
requirements that require more time to complete cleaning activities.
Every sewer that is cleaned has to be proofed to ensure that 95% of
the pipe diameter has been restored. No other agency, that we are
aware of, such high quality assurance practices. As a result, our
cleaning crew's productivity is slightly less than that of other
agencies. The Bureau found a huge reduction in sewer spills after
the implementation of the quality assurance program.

The Wastewater
Division is unable to
demonstrate the
value of “inspection”
crews that seek out
possible wastewater
collection main
blockages
potentially resulting
in increased
maintenance and
operations
expenditures.

The Bureau of Sanitation should
ensure:

13. Wastewater Division quantifies
the results of the wastewater
collection inspection crews.

14. If no appreciable work results can
be demonstrated, the practice of
inspecting wastewater collection
mains is eliminated.

Although this practice has been identified by industry reports as a
best practice, the Bureau agrees that if no appreciable work results
can be demonstrated, the practice of inspecting wastewater
collection mains should be eliminated.

The Bureau's maintenance plan includes a biennial inspection of all
maintenance holes. As a part of the maintenance plan a total of
73,242 MHs are scheduled for inspection this year and the planned
crew allocation is four 3-person crews, The Bureau will implement a
policy to track the number of defects found by this activity in
EMPAC. Based on the results, the frequency of this activity will be
adjusted accordingly or eliminated if necessary.
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10. The levels of u 15. The Bureau of Sanitation should As stated in the response to finding # 7, the Bureau will review all

services for evaluate the benefit of continuing the | maintenance schedules to determine the optimal frequency for all

maintenance of the existing levels of service for the activities. Beginning in FY 2009/10 the amount of CCTV inspection

wastev.vater. . proportlon of‘mams that are cleaned, is being reduced to more closely coincide with the CSSA

collection utilities are inspected using CCTV, and .

high relative to other chemically treated for roots each requirements.

Zizlt:;?:e?j%igfles year. The Bureau implemented a comprehensive maintenance plan

required by the beginning in FY 2000/01. This plan focuses on system needs by

Agreement resulting identifying a maintenance frequency for each pipeline The bureau

in higher costs for disagrees that a fixed number of spills are acceptable and to plan

Wastewater Division resources around it is very risky and will expose the City to

maintenance and regulatory actions or third party lawsuits. The law (Clean Water Act,

operations. the Porter Cologne Act and all associated permits) prohibits all
overflows. The driver for the Bureau was to reduce sewers pilis and
sustain them at a low level. The timing of maintenance frequency
optimization is not in the first 4 years of the CSSA. Also, the closed
circuit television inspection workload was necessary to support the
planning effort and o allow identifying sufficient sewers in need of
rehab in adequate time to meet the 60 miles per year renewal
requirements.

11. The identification of U 16. The Bureau of Sanitation should The Bureau agrees with this recommendation and has implemented

wastewater
collection mains not
included in the
Wastewater Division
asset inventory is
reported by
Wastewater Division
crews inconsistently,
potentially resulting
in the failure to
document these
assets and provide
for their ongoing
maintenance and
repair.

establish a formal written policy for
reporting newly discovered mains by
Wastewater Division crews.

a formal policy on how to report and reconcile any inventory issues.
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12. Information The Bureau of Sanitation should Contrary to the report’s assertions, only designated supervisors and
technology internal ensure: office management staff can delete work orders. The Bureau is
controls for u evaluating the feasibility of modifying EMPAC In the meantime, all
Management 17. Internal controls are developed staff have been instructed not to cancel work orders. Additionally, a
Systems are lacking. within its Management Systems to monthly report that logs and tracks any cancelled work orders has
require supervisory approval for the been developed.
cancellation or deletion of any work
u order.
18. A database within Management
Systems is developed that logs all
cancelled and deleted work orders,
and exception reports are generated
monthly.
13. A key Wastewater N 19. The Bureau of Sanitation should The Bureau recognizes that this is a key position that supports a
Division work ensure Wastewater Division critical function. As of FY 06/07, we began cross training of staff to
planning and management identifies backup perform duties and responsibilities of this position. For example, an

scheduling position
lacks backup.

engineers to be trained in the
fundamentals of the Microsoft Access
database utilized by the Wastewater
Division for work planning and

scheduling including database design,

maintenance and operation.
Wastewater Division management
should have the backup engineers
adequately trained to succeed the
incumbent on an interim or a
permanent basis.

Environmental Engineering Associate Il is assigned full-time to
support/learn the functions of the maintenance planner. Another
Environmental Engineering Associate Il is assigned to the Project
Development Team, another is assigned to the Chemical Root
Control program and (2) Office and Engineering Technicians are
assigned to manage the CCTV program. In addition, the Division
Manager is training WCSD management staff on the maintenance
planning functions and the maintenance optimization process.
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14. The management of u 20. The Bureau of Sanitation should In response to recommendation #20, the City wilt prepare an

the specific
segments of the
Agreement is
fragmented
potentially resulting
in failure to
implement
recommendations
contained in the
Agreement.

document the recommendations
contained within these reports — the
Capacity Report and Plan, the

Rehabilitation and Replacement Plan,

the Sewer Odor Control Master Plan,
and the other reports prepared to
address the requirements of the
Agreement and report the status of
the implementation of these
recommendations on a
recommendation-by-recommendation
basis on a periodic basis.

Implementation Tracking Table to track and document the status of
the recommendations on a periodic basis for the Rehab and
Replacement Report/Plan, the Capacity Plan (pending completion of
the wet weather model), and the Odor Master Plan.

The management of the specific segments of the Agreement is not
fragmented and the Bureau has fully complied with the CSSA. The
City met the requirements of all of the 127 deliverables in the
agreement except for the construction of the 7 permanent air
treatment facilities (ATF) and most of the deliverables have been
completed ahead of the schedule. Meeting the CSSA requirements
requires partnership which involves coordination and contributions
from Contract Administration, Engineering, Sanitation, the City
Attorney’s Office, Councit Offices and General Services and the
CSSA Committee (SAC) was formed in September 2004 to ensure
the CSSA compliance. The CSSA initiated an MOU with Con Ad,
Engineering and Sanitation to define and delegate respective roles,
responsibilities and milestones. in order to effectively track the
progress of each deliverable, a table of all deliverables was
developed which tabulates the following information: SA #,
Deliverable Requirement, Lead Agency, Reporting Frequency, SA
Due Date, Status, Plaintiff Response or Special Requirement, SA
Completion Date.

The responsibilities for an implementation of any specific
recommendations in any CSSA reports resides on each Task
Manager (i.e. Capacity Plan, Rehab Plan, Odor Master Plan, etc.) to
track, monitor and deliver the implementation plan and report their
progress at the quarterly SAC meeting. Progress Report is
presented to the Board of Public Works on a quarterly basis.
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15. Sanitation has The Bureau of Sanitation should: As pointed out in the Audit Report, there were extensive delays in
experienced delays N 21. Evaluate opportunities to reduce the processing and the execution of the contract beyond the
in the construction of the amount of time required for Bureau’s control. The Bureau evaluated opportunities to reduce the
permanent odor issuance of requests for proposal for amount of time required for issuance of requests for proposal for
control facilities as consulting engineers, evaluation of consulting engineers, evaluation of those proposals, and
part of the odor those proposais, and development of | development of proposed contracts by establishing the Pre-Qu alified
control requirements proposed contracts. On-call Contract in place in August 2008. Pre-qualifying the firms will
of the Agreement, expedite the hiring process by having the reviewing and selection
which presents a process completed in advance, eliminate the need to repeat the
potential risk of non- selection process for every individual project and will streamline the
compliance with the contracting process to ensure the timely delivery of needed services.
Agreement. The Bureau will also initiate the establishing of future On-call
Consultant Contract List early to allow sufficient overlap with the
current On-call Consuitant Contract List.
22. Formally request an extension to | We disagree with Finding #15. The Bureau has been in full
U the terms of the Agreement from the

EPA and the RWQCB as soon as the
practical after Sanitation is aware that
an extension to the terms of the
Agreement will be required.

compliance with the CSSA. The CSSA provides provision for delays
as long as the Bureau communicates that as early as possible with
the Plaintiffs. If the delay in schedule was communicated with the
Plaintiffs, then the delay is not considered a failure to comply under
the CSSA. In the case of the ATFs construction schedule, the
Bureau has been in direct communication with the plaintiffs and the
community as soon as we were aware of the need to re-evaluate the
effectiveness of the ATFs and the potential delays. The Bureau had
several meeting and field visits with EPA and the RWQCB to notify
them of these issues.

As communicated with the Plaintiffs, the construction of the 2 ATFs
were delayed due to several reasons including permitting issues with
AQMD and the unavailability with the vendor (BIOWAY) to provide
the biotricking filters due to a patent dispute. Extensive testing and
redesigns were necessary to accommodate those changes. In
addition, new findings were discovered as part of the operation of
the carbon scrubbers that required us to re-evaluate the need for the
ATFs at 5 remaining locations. Since the investment is estimated
to approximately $100 million for the 5 ATFs, the Bureau
strongly believes that it is our responsibility to ensure that this

11
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huge investiment is needed and/or will be effective especially
current economic climate.
It has been the Bureau's practice to formally request an extension to
the term of the Agreement from the EPA and the RWQCB as soon
as practical after the Bureau is aware that an extension to the terms
of the Agreement will be required.
16. The Wastewater The Bureau of Sanitation should The Bureau has revised the Spill Response and Reporting

Division policies and N ensure; Procedure manual so the reporling timeframes are more closely

procedures for 23. Waslewater Division’s policy aligned with the regulatory requirements. The revised procedures

reporting overflows manual for reporting overflows to the | have clearly defined time requirements and are much easier to

are more stringent regulatory is modified so that its follow.

than required by reporting requirements are not more

regulatory agencies stringent than the requirements of the

and difficult for regulatory agencies.

Wastewater Division

staff to administer. U 24. The Wastewater Division's policy

manual provides a specific timeframe
regarding when to notify stakeholders
that might be affected by a Category
1 overflow.
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