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This report provides a summary of the progress and accomplishments of the Capital Improvement Program (CIP) for the 
San José-Santa Clara Regional Wastewater Facility (Wastewater Facility or RWF) for the period of April 2015.  
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Project Delivery Model 
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Program Summary 

April 2015 
In the month of April, the CIP progressed on multiple fronts. We continued to advance studies and projects through stage 
gates of the Project Delivery Model (PDM) process.  In particular, the Digester and Thickener Facilities Upgrade project 
advanced through the “Establish Authorized Baseline” stage gate this month.  

Our Biosolids and Odor Control teams continued work on a revised Biosolids Transition strategy, based on the input 
received from the Treatment Plant Advisory Committee (TPAC) and City Council in November and December 2014 
respectively.  The team is currently focusing on alternative analyses of options to meet the Plant Master Plan goal to 
transition out of the open air lagoons and drying beds and to reduce odors. 

Three Requests for Qualifications (RFQ) were advertised this month.  Two separate RFQs were issued on the 
Cogeneration Facility Project to procure a design-build entity, and a consultant to provide Technical Support Services 
(TSS).   An RFQ to procure consultant services for the Headworks projects was also issued. 

The 2015-2016 Proposed Capital Budget and 2016-2020 Proposed CIP was submitted to the Budget Office for review. 

The Environmental Team prepared a draft implementation plan identifying implementation actions, schedule, and 
responsible parties to ensure project compliance with the Plant Master Plan Environmental Impact Report (EIR) 
Mitigation, Monitoring and Reporting Program (MMRP).  Work on the Initial Study/Mitigated Negative Declaration for the 
Iron Salt Feed Station Project also progressed. 

Emergency repair work began on the Pond A18 Northern Gate Structure project.  Early work focused on design, materials 
procurement and demolition to allow the new sheet pile dams to be installed next month.    

Construction continued at the RWF for a number of CIP projects including the Emergency Diesel Generators, Digester 
Gas Compressor Upgrades, and the Digester Gas Storage Replacement projects.  In addition, the Fire Main Replacement 
– Phase 3 project reached Beneficial Use on April 24, 2015.   

 

Look Ahead 
In May, we will continue to move forward on numerous efforts related to consultant and design-build procurements, 
including the Cogeneration Facility, Headworks Improvements, New Headworks, Facility Wide Water Systems 
Improvement, Filter Rehabilitation and Nitrification Clarifiers Rehabilitation.  RFQ documents will be issued on the Filter 
Rehabilitation project, and Statements of Qualifications are expected on on the Cogeneration Facility (TSS) project next 
month. 

The Approve Project Scope Stage Gate meeting will be held for the Advanced Facility Control and Meter Replacement 
Project.  

The Digester and Thickener Facilities Upgrade project will reach the 60% design stage milestone in May. 

The Biosolids Team will complete the revised Biosolids Transition Strategy and bring it back for consideration by TPAC in 
May and City Council in June.  A key recommendation of the strategy is the implementation of the Digested Sludge 
Dewatering Facility and Lagoon and Drying Bed Retirement projects.  

Work will continue on the programmatic funding and insurance strategies, including assembling Clean Water State 
Revolving Fund (SRF) loan application packages for the Digester and Thickener Facilities Upgrade project and 
investigating the applicability of an Owner Controlled Insurance Program (OCIP). 

Staff will present the 2016-2020 Proposed CIP for review by the Planning Commission, TPAC, and City Council during 
special study sessions. Staff will also present the 2015-2016 Proposed Operating Budget to TPAC and City Council for 
review. A key proposal in the operating budget includes the addition of 23 full-time positions to support the increase in 
capital improvement activities. In addition, staff will present the 10-year funding strategy to TPAC. 

Staff will initiate the Aeration Tanks and Blower Rehabilitation project. This is a key project for the CIP and will encompass 
the rehabilitation of the 24 aeration basins located in BNR1 and BNR2 along with completing blower modifications within 
the Secondary Blower Building (SBB), Tertiary Blower Building or Building 40. 

The Initial Study/ Mitigated Negative Declaration for the Iron Salt Feed Station project will be posted for public review. 
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Program Highlight – The Business Case Analysis (BCA) 
 
The Business Case Analysis (BCA) template provides guidelines for project alternative evaluation, including Net Present 
Value analysis and Triple Bottom-Line Plus analysis.  As each project progresses through the Project Alternative Stage of 
the PDM, a Business Case Analysis will be completed to identify project options and apply a consistent methodology for 
selecting the preferred option.  The ultimate purpose of the BCA is to increase the transparency and consistency of 
Program decisions.  

The BCA contains standard assumptions for project variables, including energy unit costs, labor unit rates, inflation and 
debt interest that will be used across the Program.  The Program uses a 30-year life-cycle cost as the basis for Net 
Present Value to consider more than just the upfront capital cost of a project. 

To compare and evaluate the non-monetary benefits of project options, the Triple Bottom-Line Plus tool is used.   The 
Triple Bottom-Line Plus analysis allows project alternatives to be scored against a set of qualitative criteria for 
environmental impacts, social impacts, economic impacts, and operational impacts.  These scores provide additional 
visibility to the non-quantifiable project outcomes and put emphasis on Program vision and goals. 

 

 

 
Figure 1: Triple Bottom-Line Plus tool 
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Program Performance Summary 
 

Seven KPIs have been established to measure the overall success of the CIP. Each KPI represents a metric which will be 
monitored on a regular frequency.  Through the life of the CIP, KPIs will be selected and measured which best reflect the 
current maturity of the program. The target for the seventh KPI “Staffing Level” KPI will be established as part of the 
analysis of future staffing needs. 

Program Key Performance Indicators – Fiscal Year 2014-2015 
 

KPI Description Target Actual Status Trend Measurement 

Schedule1 85% 100% 
(4/4) 

 
 

Percentage of CIP projects delivered within 2 months of 
approved baseline Beneficial Use Milestone. 
Target: 85% of projects delivered within 2 months of 
approved baseline schedule or better. 

Budget2 90% 67% 
(2/3) 

  
Percentage of CIP projects that are completed within the 
approved baseline budget. 
Target: 90% of projects delivered are within 101% of 
the baseline budget. 

Expenditure3/4 ≥$95.6M $93.1M 
  

Total CIP actual + forecast committed cost for the fiscal 
year compared to CIP fiscal year budget.   
Target: Forecast committed cost meets or exceeds 
60% of budget for Fiscal Year 14/15 (60% of $159.3M= 
$95.6M) 

Procurement5 100% 86% 
(6/7) 

  
Number of actual + forecast consultant and contractor 
procurements compared to planned for the fiscal year.  
Target: Forecast /actual procurements for fiscal year 
meet or exceed planned. 

Safety 0 0 
  

Number of OSHA reportable incidents associated with CIP 
construction for the fiscal year. 
Target: zero incidents. 

Environment/Permits 0 0 
  Number of permit violations caused by CIP construction for 

the fiscal year. 
Target: zero violations. 

Staffing Level6 TBD TBD TBD TBD Percentage of authorized staffing level 
Target: to be determined 

 
KEY: 

Meets or exceeds KPI target Does not meet KPI target 
Notes 

1. For the Schedule KPI, the number of completed projects increased from three to four. This count includes Fire Main 
Replacement – Phase III, which was accepted in April, 2015. 

2. For the Budget KPI, two out of three projects were completed within the approved baseline budget. These two 
projects are RWF Street Rehabilitation – Phase III, which was accepted in March, 2015 and 115KV Circuit Breaker 
Replacement, which was accepted in October, 2014.  Dissolved Air Flotation Dissolution Improvements project 
finished 7% over budget. 

3. FY14-15 budget excludes reserves, ending fund balance, South Bay Water Recycling, Public Art and Urgent and 
Unscheduled Rehabilitation items. 

4. The Expenditure KPI Target has been adjusted from the previous month due to liquidation of the carryover from the 
previous Fiscal Year. Further details are provided in the “Fiscal Year 2014-2015 Program Budget Performance” 
section on page 7. 

5. Initiation of the Audit Services has been delayed.  
6. Staffing level KPI measured quarterly; all other KPIs measured monthly. 
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Program Cost Performance 

This section provides a summary of CIP cost performance for all construction projects and non-construction activities for 
FY13-14 and the 2015-2019 CIP. 

Adopted 2015-2019 CIP Expenditure and Encumbrances   
To accommodate the proposed increase in expenditures and encumbrances over the next five years, the City is 
developing a long-term financial strategy to fund the needed, major capital improvements while minimizing the impact to 
ratepayers.   

 
*Expenditure defined as: Actual cost expended associated with services and construction 
of physical asset which may include encumbered amounts from previous years 
 
 

 
*Encumbrance defined as: Financial commitments, such as purchase orders or contracts, 
which are chargeable to an appropriation and for which a portion of the appropriation is 
reserved     

 

Actual 

Planned 

Actual 

Planned 
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Fiscal Year 2014-2015 Program Budget Performance 

The fiscal year program budget is $159 million. The budget amount of $159 million represents the 2014-2015 budget of 
$107 million plus carryover of $52 million.  The budget amount excludes reserves, ending fund balance, South Bay Water 
Recycling, Public Art and Urgent and Unscheduled Rehabilitation items.   

The projected year-end variance of approximately $66 million is primarily due to the following reasons: 

• Award of the Cogeneration Facility design-build contract and technical support services agreement are now 
expected in FY15-16 ($24 million). 

• Award of construction contracts for the Iron Salt Feed Station, Plant Instrument Air System Upgrade, and 
Switchgear S40/G3 Relay Upgrade projects are anticipated in FY15-16 ($18 million). 

• Award of a design contract for critical rehabilitation work in the Headworks Improvements is expected in FY15-16 
($4 million). 

• Work not yet initiated or re-programmed into later years for Secondary and Nitrification Clarifier Rehabilitation and 
Aeration Tanks and Blower Rehabilitation ($4 million) 

• Lower than expected expenditures and encumbrances in Equipment Replacement, Preliminary Engineering, and 
Program Management ($4 million). 

• Award of a design contract for the Advanced Facility Control and Meter Replacement project has been removed 
from the forecast while the project team reevaluates the scope to determine the best way to implement the project 
($2 million). 

• Lowered forecasts for consultant services for the Emergency Diesel Generators, Fiber Optic Connection to RWF, 
and Plant Instrument Air System Upgrade projects ($2 million). 

• Miscellaneous project balances across 18 projects ($8 million) 

 

*Committed costs are expenditures and encumbrance balances, including carryover (encumbrance balances from the 
previous fiscal year).   
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Project Performance 

There are currently 11 active projects in the construction or post-construction phase with a further 15 projects in 
feasibility/development, design or bid and award phases (see PDM graphic at the front of this report).  All active projects 
are listed in the tables below.  Projects in the construction phase have cost and schedule baselines established and are 
monitored using the City’s Capital Project Management System (CPMS).  These projects have green/red icons included in 
the table below to indicate whether they are on budget and schedule using the CPMS data as a source. 

Project Performance – Baselined Projects 
 

 
Project Name 

Phase Estimated 
Beneficial 
Use Date1 

Cost 
Performance

2 

Schedule 
Performance

2 

Distributed Control System (DCS) Fiber 
Optics Network Expansion 

Post-Construction May 20143   

Filtration Building B2 & B3 Pipe & Valve 
Replacement 

Post-Construction Feb 20153   

Fire Main Replacement - Phase III Post-Construction Apr 20153   

BNR-2 Clarifier Guardrail Replacement Construction May 2015   

Training Trailer Replacement Construction Jun 2015   

A5-A6 Nitrification Mag. Meter & Valve 
Replacement 

Construction Aug 2015   

Digester Gas Storage Replacement Construction Aug 2015   

Handrail Replacement - Phase V Construction Aug 2015   

DCS Upgrade/Replacement Construction Jun 2016   

Emergency Diesel Generators  Construction Aug 2016   

Digester Gas Compressor Upgrade  Construction Sep 2016   
 

KEY: 
Cost: On Budget >1% Over Budget 

Schedule: On Schedule >2 months delay 
 
Notes 
1. Beneficial Use is defined as when the work is sufficiently complete, in accordance with the contract documents, so that the City can 

occupy or use the work. Beneficial use dates are being reviewed as part of project schedule reviews. 
2. An explanation of cost and schedule variances on specific projects identified in this table is provided on page 11. 
3. Actual Beneficial Use Date 
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Project Performance – Pre-Baselined Projects 
 

  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Notes 
1. Beneficial Use is defined as when the work is sufficiently complete, in accordance with the contract documents, so that the City can 

occupy or use the work. Beneficial use dates are being reviewed as part of project schedule reviews. 

 
  

 
Project Name 

Phase Estimated 
Beneficial Use 

Date1 

Cogeneration Facility Procurement Jan 2019 

Fiber Optic Connection to RWF Design Dec 2015 

Iron Salt Feed Station Design Nov 2016 

Plant Instrument Air System Upgrade Design Nov 2017 

Digester & Thickener Facilities Upgrade Design  Sep 2018 

Construction-Enabling Improvements Feasibility/Development Oct 2016 

Headworks Critical Improvements Feasibility/Development  Apr 2017 

Adv. Facility Control & Meter Repl. Ph. 2 Feasibility/Development Sep 2019 

Outfall Bridge and Levee Improvements Feasibility/Development Feb 2021 

Headworks Improvements Feasibility/Development  Mar 2021 

Facility-wide Water Systems Improvements Feasibility/Development Aug 2021 

Digested Sludge Dewatering Facility Feasibility/Development Dec 2021 

Filter Rehabilitation Feasibility/Development Jan 2022 

Nitrification Clarifiers Rehabilitation Feasibility/Development Apr 2022 

New Headworks Feasibility/Development  Jun 2022 
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Significant Accomplishments 
 
Biosolids Package 

Digester and Thickener Facilities Upgrade 

In April, Brown and Caldwell submitted the final Preliminary Design Report. On April 9, the project successfully passed the 
Preliminary Design stage gate.  The project team expects to receive the 60% design submittal for review in May. 

Facilities Package 
Cogeneration Facility 

On April 7, the City advertised the RFQ for a Technical Support Services consultant to assist the project team with project 
management and technical reviews during design and construction.  Statements of Qualifications (SOQs) are due mid-
May.  CIP staff anticipates bringing the agreement for TPAC and City Council consideration in August. The City also re-
advertised the RFQ for a design-build entity on April 21. Submissions for this procurement are due in early June.   
Pond A18 Northern Gate Emergency Replacement 

Galindo Construction Inc. delivered equipment and materials to the project site and demolished the non-critical timber 
members of the northern gate structure.  Two sheet pile dams will be installed, one within Pond A18 and the other within 
the artesian slough. Both dams are required to isolate the work area for demolition and installing replacement materials.  It 
is anticipated that the Pond A18 dam will be installed by the week of May 18. 

Liquids Package 

Headworks Improvements and New Headworks 

On April 27, the City advertised an RFQ for planning, design, owner’s representative, and construction management 
consultant services.  The project team will conduct a site tour on May 14. SOQs are due in early June and the agreement 
is tentatively scheduled for TPAC and City Council consideration in October. 

Programmatic Studies 

Aeration Demands and Biosolids Production 

Carollo Engineers completed the modeling calibration and validation to estimate future biosolids quantities and aeration 
demands.  In addition, the consultant conducted a review workshop and two training sessions. The final workshop and 
training session are planned for May. CIP staff anticipates completing the study in June. 

Facility Wide Heating and Cooling 

On April 29, Brown and Caldwell submitted a final Technical Memorandum (TM) 1, which summarizes the existing and 
preliminary future heating and cooling systems supply and demand for the RWF. The consultant is drafting TM 2, which 
will address the alternatives available for supplying sufficient heat to the planned thermophilic digesters if the 
cogeneration facility comes online after the digesters are rehabilitated. CIP staff anticipates a draft TM in early May. The 
study is scheduled to finish in June. 

Flood Protection Study  

CIP staff finalized the draft service order with AECOM to conduct the study and anticipates issuing the Notice to Proceed 
in May. The study is expected to be completed December 2015. 

Yard Piping Condition Assessment Plan 

CIP staff reviewed a second draft of the Condition Assessment Protocol Memo, which is expected to be finalized in early 
June.  Black and Veatch is expected to submit a final draft of the Condition Assessment Plan and provide training in May. 
The study is scheduled to be completed in June. 
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Explanation of Project Performance Issues 
 
A5-A6 Nitrification Mag. Meter & Valve Replacement  

In September 2014, during startup, the project team discovered that the actuators that had been specified and installed 
were incompatible with the available power supply.  Engineering staff determined it would be more costly to modify the 
system than to order and install compatible actuators.  In addition, O&M staff requested that the actuators match those 
used in the other clarifiers.  The City continues to work with the contractor and is considering other options to resolve the 
actuator issue and complete the project. Beneficial use is expected by the end of August 2015. 
 
Handrail Replacement - Phase V  
 
For safety reasons, the contractor can only replace handrails on empty aeration basins. Typically, November through April 
is designated as the rainy season during which O&M staff need to have aeration basins available in the event of heavy 
rains. Additionally, Basin 1 is undergoing repairs to the diffusers and cannot be made available to the contractor until late 
June. As a result, the contractor has suspended work until the end of June 2015. Work is expected to resume (at no 
additional cost) when the remaining basin becomes available.  Beneficial Use is expected by late August 2015. 

 
Digester Gas Compressor Upgrade  
 
During the course of the design portion of this design build project, it was determined that some of the equipment for this 
project would need to  meet the explosion-proof classification of Class 1, Division 1 of the National Electric Code. This 
classification was more stringent than what was originally called for in the bid documents.  Cost and schedule impacts 
were received from contractor, Anderson Pacific. A provisional three-month delay has been estimated based on the 
delivery schedule for the new motors. Council approval for additional project funding due to motor upgrade is anticipated 
during its June 16, 2015 session. Beneficial Use is expected by September 2016. 
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Project Profile 
 

Filtration Building B2 and B3 Pipe and Valve Replacement 

The existing Filtration Building, constructed in 1975, has a 40 year old pipe and valve system that is in need of 
replacement due to frequent leaks and maintenance requirements.  The building is divided into two batteries (Battery A 
and Battery B), which each contain eight valves on the filter backwash pipelines.   The B2 and B3 valves were determined 
to be the most in need of replacement, based on feedback from Operations and Maintenance (O&M) staff. 

The pipe and valve replacement project included removal of B2 and B3 valves and motorized actuators, installation of 
new valves with new motorized actuators (including electrical and control wires), and installation of new pipe spools, pipe 
flanges and pipe supports.  

The City awarded the $158,900 contract to Anderson Pacific Engineering Construction in June 2014 with construction 
planned to begin in winter 2015 when there was less demand for recycled water. A critical portion of the work had to be 
completed within a 24-hour shutdown of Battery B. The small window of time required CIP staff to plan and coordinate 
shutdown procedures with O&M staff to allow the contractor to replace the valves. Therefore, the contractor completed the 
mechanical work in February 2015 and electrical work in March 2015. 

The project reached Beneficial Use on March 11, 2015 and the project team anticipates Final Acceptance in early May. 
Project Budget: $383,680. 

 
 

 
 
 

 Filter Building 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 2: Location of Filter Building 
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Figure 3: Typical Old Leaking Valve (30") 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Figure 4: Typical New Valve (30") 
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Regional Wastewater Facility Treatment – Current Treatment Process Flow Diagram 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 5—Current Treatment Process Flow Diagram 
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Regional Wastewater Facility Treatment – Proposed Treatment Process Flow Diagram
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 6—Proposed Treatment Process Flow Diagram 



 

CIP Monthly Status Report for April 2015  Page 16 of 16 

  

Active Construction Projects – Aerial Plan 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 7—Active Construction Projects 
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