


Appendix C



TEXAS WATER DEVELOPMENT BOARD
PLAN OF OPERATION GUIDELINES

As required by the Texas Water Development Board (TWDB), a Plan of Operation must be
submitted by the applicant for TWDB review and approval. The Plan of Operation should include
both a description of and a schedule of specific actions required during construction, startup, and the
first year of system operation. The Plan of Operation shall address areas of primary interest of the
TWDB, which include the development and implementation of an operating budget, administrative
procedures, staffing, training plans, an O&M manual for treatment plants and/or special pumps and
equipment and other operational activities, which may be of special interest to the applicant. Since
the dates for specific actions contained in the Plan of Operation schedule are not known at the time
of design, they may be related to a percentage of design and construction completion.

An initial draft Plan of Operation must be submitted to the TWDB at no later than 25% of the design
phase. The submittals should be in the specified format as follows, identifying a timetable and
appropriate steps required for successful project start-up and operation. A final draft of the Plan of
Operation must be approved at not later than 50% of design the phase. The final draft shall be
complete with the exception of specific manufacturer’s requirements for specific equipment and
related material that may not be known until identified by the selected contractor. The final Plan of
Operation is due when the project has reached 20% of Construction as defined by TWDB and shall
include all equipment specific information.

Please note that the chief operator for any proposed water and/or wastewater treatment plant should
be hired before construction is 50 percent complete and hiring problems, if any, should be identified
60 days before startup and resolved within the next 30 days.

The Plan of Operation will identify:

- who will perform necessary tasks;

- when and how tasks will be undertaken;

- the nature of each task;

- the time to perform the task; and

- specific “Not later than” dates when each task is to begin and be completed.

A detailed description and implementation schedule with associated task due dates, in chronological
order, must be included for each of the following major topics and in the same format.

The facility’s owner is responsible for the completion of the Plan of Operations. The owner’s
engineering consultant is primarily responsible for assembling the Plan of Operations. The parts of
the Plan of Operation for which the engineering consultant is responsible are: (a) preparation of a
detailed schedule for each task defining the beginning date and completion date of each task; (b)
preparation of a detailed organizational chart describing the staff needs by type and number and (c)
preparation of an Operation and Maintenance manual. The following information provides the
format that must be submitted for the Plan of Operations. The tasks described below are minimum
requirements and the Owner may designate additional tasks.



Plan of Operations Tasks (Minimum Requirements):

1. Administrative Functions

The section of the Plan of Operations addressing Administrative Functions should be completed
by the applicant and shall at a minimum include provisions for:

a.

laboratory testing requirements, including a quality assurance program for a water service
provider;

procedures for submission of State required operating reports for water suppliers;
purchasing procedures;
development and implementation of a maintenance management system;

procedures for start-up and continued engineering services during the 1-year performance
period,;

method and schedule for recording customer water usage;
billing procedures;

a complete and up-to-date O&M manual that is revised during the first year of operations to
reflect actual operating conditions. More detail is addressed under Item 6; and

filing system.

2. Staffing and Training

An adequate staffing plan (compatible with the size and complexity of the facilities) shall
include:

a.

b.

e.

the organizational structure;
job descriptions;

salaries;

numbers of staff; and

license requirements for operators.

Attached are the certification and training requirements for operation of a water supply system.



Employee training in safety and operations should begin 30 days prior to startup and should continue
during the life of the project. Adherence to the staffing and training plan should be reviewed prior to
the end of the first year of operations.

3. Financial Management System

Include a Financial Management System which shall incorporate as a minimum the following:

a.

an accounting of daily revenues and expenditures for project O&M, including replacement of
parts during the useful life of the project;

O&M and replacement costs and expenditures incurred during the project’s useful life for
materials, labor, utilities, and other items, which are necessary for managing and maintaining
the project to achieve the capacity and performance for which it was planned, designed, and
built.

The feasibility of the applicant performing a rate study to provide data to estimate revenues.
An accounting, invoice management, deposit/withdrawal and records system to manage

TWDB grant and loan financial assistance for applicant obligations pursuant to the Grant
Agreement.

4. Start-Up services

Start-up services must be reasonable for the project’s complexity and size. Professional
judgment should be used in determining both the duration and amount of start-up services
needed. They should consist primarily of operator assistance and training including O&M of
specific treatment processes, detailed laboratory procedures, maintenance management system,
and records management system.

5. Budget

An adequate budget is needed to provide for the efficient administration of the project. An
annual budget should include estimates for:

a.

b.

administration (personnel salaries/overhead)
supplies;

utilities;

training;

contract services;

ancillary equipment;



g. replacement parts (during the life of the project); and

h. other items necessary for efficient operation and maintenance.
Salaries and benefits to attract and retain qualified personnel, and funds for training should also be
included. The budget will form the basis for computing user charges and sewer use ordinance to
ensure that adequate revenue is available in advance of start-up to support the applicant’s budget
needs.

6. Operation and Maintenance Manual

An adequate O&M manual is needed as a day-to-day guide for operators. It is an essential part
of the plan of operation and it shall include at a minimum items such as:

a. design information, including design and peak flows, pump capacities, simple schematic
diagrams of pipe layouts, control systems and diagrams of more complicated components
and other design parameters;

b. startup procedures for each process and piece of equipment;

c. process monitoring and control information to achieve maximum efficiency;

d. maintenance management system and schedule for lubrication, oil and filter changes, and
other preventative and routine maintenance as well as a spare parts inventory;

e. laboratory tests schedules and equipment_for monitoring and controlling processes and
specific laboratory test reports to be sent to local and State agencies;

f. safety procedures, with particular emphasis on hazardous areas such as wet and dry wells,
chlorination facilities or anaerobic digesters;

g. Organizational structure, job descriptions and duties, administrative procedures for purchase
order preparation approvals and budget preparation, etc.;

h. troubleshooting procedures for problems which typically occur in treatment facilities
including problems related to specific process or to the operation of specific pieces of
equipment.

i. emergency operating plan which anticipates emergency conditions (e.g., power outage,
chlorine leak, excessive flows) and designates officials to be notified and procedures to be
followed until normal operations can be resumed.

The final O&M manual must be approved before construction is 20% complete.



General Manager Duties:

¢

*

Plans, organizes, directs, and coordinates allocating and using materials, equipment,
and personnel to provide effective, efficient, and economical water and wastewater
services.

Selecting, training, assigning and evaluating personnel;

Preparing and administering operating and maintenance budgets;

Developing operating policies and procedures involving operational procedural and
customer service problems and preparing performance and operational reports;
Issues written and oral instruction;

Assign duties and examines work for exactness, neatness, and conformance to
policies and procedures;

Studies and standardizes City policies and procedures to improve efficiency and
effectiveness of operating.

Provides for the maintenance of all system files and records including but not limited
to: operational and maintenance records, sanitary surveys, charter, bylaws, CCN,
sampling results, tariff and/or any other rules and regulations adopted by the Board,
petitions to courts, court orders, resolutions or judgments, interlocal agreements,
contracts with consultants or other third parties and minutes of Board meetings;
Maintains harmony among workers and resolves grievances;

Oversees the development of the Capital improvement Program or other programs
involving City;

Oversees the preparation of engineering plans and specifications, bidding,
competency of contractors and vendors, and the selection criteria for public contracts;
Responds to public or other inquiries relative to City policies and procedures;
Evaluates issues and options regarding the City and makes recommendations;
Ensure that all collections are made in a fair and equitable manner carrying out the
Board’s collection and service termination policies;

Maintains regular contact with consulting engineers, construction project engineers,
City, County, State and Federal agencies, professional and technical groups and the
general public regarding activities and services;

Submit monthly reports to the Board concerning system operations, financial status,
complaints, regulatory contracts and any other information needed by the Board to
fulfill its” responsibilities.

The Manager must keep the Board informed of the System’s status and its current and
projected needs and requirements.





