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A MESSAGE FROM MAYOR PERKINS

Citizens of Shreveport,
One of my first actions as Mayor was to review the ongoing Clean Water Shreveport
Program. I was deeply concerned about the cost to ratepayers, the quality of the work,
and the excessive disruptions to daily life as a result of the project. In April of 2019, I
decided to change Program Managers, selecting Burns & McDonnell to oversee
Shreveport's federally mandated consent decree project.
The new program management team implemented significant changes immediately.
These changes reduced inefficiencies and redundancies, improved financial transparency,
and better-leveraged technology, yielding a substantial amount of progress for the
program. Unfortunately, we also learned that the project had become unaffordable for
Shreveport residents. This is certainly not what we wanted to hear, but the transparency
and the candor enabled us to pursue a different course of action.
In December of 2019, my administration and the program management team presented
this information to the Shreveport City Council, and with their support, my administration
notified the Environmental Protection Agency and the Department of Justice that the
increased costs associated with this program are not bearable by the citizens and
ratepayers of our community. We are working to identify a more sustainable path that is
affordable and addresses the needs of our century-old sewer system.

Sincerely,

Adrian D. Perkins

Executive Summary
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"SMART DECISIONS &
PROGRESS MADE"
In 2014, the Environmental Protection Agency (EPA), the
Department of Justice (DOJ), and the City of Shreveport
(COS) entered into a Consent Decree to address
violations of the Clean Water Act caused by degradation
of the City's sewer system resulting in sanitary sewer
overflows. The Consent Decree mandated the COS to
find and fix all defects in the sanitary sewer system with
the goal of reducing sanitary sewer overflows.
The City's understanding of the financial resources
required to accomplish a project of this magnitude
have grown significantly since its inception. The initial
estimate for the overall cost associated with the
Consent Decree was estimated at $350 million dollars.
However, further investigation of the sewer system
found substantially more defects and costs associated
with repairs than originally imagined.
Today, the forecast to complete the Consent Decree is
well over $1 billion dollars. This substantial growth in
costs has led the COS to take a hard look at the
trajectory of the program logistically, technically and
financially. A comprehensive review was completed in
2019 and culminated with the recommendation to
restructure the program, management, operations and
overall approach to the Consent Decree so that the
COS could meet its regulatory responsibilities in a more

A NEW PATH

FORWARD

affordable

and

sustainable

manner.

This

report

provides highlights of changes in direction the COS has
taken since making that change.
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Program Activities

A SUMMARY OF SIGNIFICANT CLEAN WATER SHREVEPORT ACTIVITIES
COMPLETED SINCE JULY 2019 IS PRESENTED BELOW.

UPDATED STANDARD OPERATING PROCEDURES
To provide better oversight and improved communications with City staff, a weekly
leadership meeting was established to review program activities, priorities, and progress
updates. As part of this update, the program team implemented a rolling action item list
(RAIL) to document, track and resolve priority work activities. The team extended efforts to
benefit the City of Shreveport over the long-term by recommending updates to Standard
Operating Procedures for the Department of Engineering and Environmental Services.

DATA MANAGEMENT ACTIVITIES
Consent Decree programs generate significant amounts of data. Unfortunately, much of the
time, that data is generated in a format that is not readily accessible or usable by City staff.
Data management activities focused on creating platforms which allow quick access to data
in easy to understand formats. A significant effort was also expended to get information
from the previous program manager into the City’s established data management platform
(Primavera Unifier). Improvements in data management activities include:
Establishment of an ArcGIS Online application to compile and present geospatial data
sources in a collaborative environment.
Establishment of a new program portal to provide central online access for City staff to view
program and reporting data.
Development of standardized activity codes for project-specific and program-level schedule
tracking.
Recommended improvements for closed-circuit television (CCTV) data management and use
of the City’s asset management software (Cityworks).
Recommended short-term enhancement and long-term application of the City’s current
project management information system (Primavera Unifier).
Development of an improved Fair Share Form 5 and an enhanced tracking mechanism to
report monthly Fair Share participation by contractors and engineering firms.
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Program Activities

PROJECT FINANCIAL REVIEW
As part of developing a new regulatory strategy with the City, the program team reviewed
the City’s existing water and sewer capital budget general ledger accounts to evaluate
funding availability for Critical Infrastructure Priority Projects. This activity indicated
significant challenges in managing capital projects across a number of general ledger
accounts. As such, program staff defined funding requirements for Critical Infrastructure
Priority Projects and drafted a budget amendment to sweep existing accounts and establish
a new general ledger account for tracking expenditures for these projects.
One significant complaint from the contracting community in Shreveport involved slow
payments due to the pay application submittal and approval process. To improve this issue,
program staff implemented workflows and mechanisms for tracking, processing, and
reporting of contractor and consultant pay applications. The team also prepared a template
for standard billing rate structure by consulting engineering firms which the City can
evaluate and implement in future phases of the program.

LONG-TERM FINANCIAL PLAN &
FINANCIAL CAPABILITY ASSESSMENT
In support of the City’s new regulatory strategy, the program team reviewed the City’s
financial rate model data to assess affordability of remaining Consent Decree obligations.This
review indicated that the rate structure originally developed to pay for the entire Consent
Decree program was insufficient to pay for project expenditures that had grown from an
original budget of $350 million to well over $1 billion in projected program costs.
The program team went on to draft the City's Long-Term Financial Plan and Financial
Capability Assessment, required by the EPA when evaluating affordability issues related to
the Consent Decree. The program team also conducted workshop meetings with City staff,
the Mayor’s office, City legal counsel, and outside legal counsel to provide overviews of rate
impacts and affordability associated with a variety of go-forward strategies.
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Program Activities

STAGE / GATE DESIGN DELIVERY PROCESS
To ensure that City staff were included in key decision-making elements of design projects,
the program team established a structured stage/gate review process for design delivery of
Critical Infrastructure Priority Projects following approval of the projects by the City. The
stage/gate process utilizes best practices from private sector capital programs, following a
defined protocol for design development and City approval at various stages of design
completion.

UPDATED BID AND PROCUREMENT DOCUMENTS
The program team completed a full review of the City’s front-end bidding and procurement
documents. As a result, new front-end documents based on standards developed by the
Engineers Joint Contract Documents Committee (EJCDC) are planned to be incorporated into
the City’s procurement process. The EJCDC is a coalition of stakeholders in the project
delivery process who have developed a set of engineering and construction contract
documents with a specific focus on horizontal infrastructure in the United States. Member
organizations include the American Council of Engineering Companies, the American Society
of Civil Engineers, and the National Society of Professional Engineers.

UPDATED CITY STANDARDS
To improve construction activities and long-term infrastructure investments, program
staff completed a full review of existing City standard specifications and plan details,
recommending over 450 changes to the City’s standard documents. These changes
have been submitted to the City for review and are anticipated to be incorporated into
a new 2020 Standard Specification manual.

REGULATORY MEETINGS & REPORTS
In conjunction with City legal staff and outside council, the program team prepared
written summaries and status updates associated with update meetings and requests
from the EPA and DOJ. To support data gathering, a questionnaire was developed for
City staff to document information about the City's Capacity, Management, Operation,
and Maintenance (CMOM) program. The program team analyzed the City’s Sanitary
Sewer Overflow (SSO) database, categorized causes, and developed a web-based
geospatial dashboard to present that data.
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Future Projects

CRITICAL INFRASTRUCTURE
PRIORITY PROJECTS
One of the challenges in complying with a Consent Decree so focused on repairing

Where
w are
you in the face.
Rather than continue forward with another massive investment to
underground defects is that you often overlook infrastructure investment that is staring

repair underground infrastructure in 2020, the COS instead shifted its focus to address
known facility and operational issues that affect both utility operations and the longterm viability of its water and wastewater systems. These "Critical Infrastructure Priority
Projects" will be funded with capital funding already obtained by the City and used to
address important deficiencies in the in the City's water and sewer infrastructure over
the next few years. The repair of lift stations, citywide sinkhole restoration and the
rehabilitation of ultraviolet disinfection systems at our treatment plants are some of
the featured projects to roll out this year. There is still much work to be done and we
will continue to collaborate and invest in the future of Shreveport making our
environment safe and sustainable for our community.

Infrastructure Reinvestment Needs
at the Southern Trace Lift Station

Bypass Pumping Occurring at
the Boat Landing Lift Station
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Program Updates

CRITICAL INFRASTRUCTURE
PRIORITY PROJECTS
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Program Updates

HYDROLOGIC & HYDRAULIC MODELING

A hydraulic model is a powerful planning tool used by wastewater utilities to evaluate sewer
system capacity, collection system response to rainfall events, expected flow conveyance, and
reduction of overflows due to potential sewer system improvements. By simulating the actual
system, projects can then be developed which better convey flows through the sewer
collection system, helping to eliminate bottle necks and prevent sewer overflows.
A well calibrated model is also fundamental to successful execution of a Consent Decree
Program. Here a model can be used as a tool to guide engineers to problem areas of the
collection system that need to be improved. Proposed projects can be developed and then
modeled to help determine their effectiveness in meeting Consent Decree requirements,
both before and after construction.
In 2019, the program team evaluated Shreveport's hydraulic model, first developed during
Consent Decree planning work in 2012. This review indicated that the model was not
accurately representing actual flows measured in the sewer system. Discrepancies between
modeled flows and actual flows present a risk that projects targeted at reducing sanitary
sewer overflows could be sized incorrectly.
Evaluation results were summarized at the December 19, 2019 City Council meeting. Based
on the results of this evaluation, the program team recommended that the Hydraulic Model
be updated and recalibrated to provide the City with an effective tool for future design
projects.
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Program Updates

HYDROLOGIC & HYDRAULIC MODELING
"IMPLEMENTING SMART SOLUTIONS"
Update and recalibration of the City's model is underway. The first stage of
preliminary calibration using available flow data from 2012, 2018 and 2019 is nearly
complete. The model can soon be used to evaluate areas of the City’s sewer system
where good data exists.
Additional data is required to further update and expand the model into other
areas of the collection system. The next stage of the update will include collecting
additional flow data in late 2020. After additional data is collected, the model will
undergo a final calibration in the Spring of 2021.

CITY OF SHREVEPORT'S
HYDRAULIC MODEL

SPRING 2020 REPORT

PAGE | 12
CLEAN WATER SHREVEPORT

Program Updates

COMMUNICATIONS & PUBLIC OUTREACH
"PUTTING CITIZENS FIRST"
Because stakeholder engagement is vital to the program's success, the development
of a constituent issue reporting and resolution platform was paramount in addressing
the massive amount of reported issues from previous work, including restoration,
construction, debris removal, road inconveniences and sanitary sewer overflows.
Supporting the successful resolution of these issues is a new Issue Resolution Team,
dedicated to customer service, issue investigation and follow through in resolving
constituent issues in a timely manner. To date, our team has resolved over 550
reported constituent issues.
The new digital platform provides multiple channels to report an issue including email,
phone and webform. Data tracked includes construction photography, geospatial data,
project information and advanced messaging options.
Analytics and data mining allow the program staff to focus on high priority issues and
increase efficiency. Data metrics such as issue type and volume attributed to both
contractors and projects help guide program staff on improving contractor
performance and customer satisfaction, while open tracking of active issues result in
quality assurance and timeliness of repairs.

This chart presents the number of
reported issues completed and in
progress in each City Council
District.
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Program Updates

COMMUNICATIONS & PUBLIC OUTREACH
GEOSPATIAL MAPPING TOOLS
Geospatial mapping tools have been made available to provide visibility into program
activities. Stakeholders can locate active and future projects, check the status of a
reported issues and identify road inconveniences. These maps are available on the
Clean Water Shreveport Website.

PUBLIC OUTREACH EVENTS
With a new focus on the Critical Infrastructure Priority Projects the program team will
also enhance public outreach efforts with the citizens of Shreveport. Project specific
outreach will help affected stakeholders learn about projects in their neighborhoods
and provide communications information so that contractor concerns can easily be
reported and resolved. Social media campaigns will also help inform the public of the
future projects and phases of the program.
SPRING 2020 REPORT
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Consent Decree Project Status

PHASE 1
Project close out activities continued for Phase 1 projects. To date, 29 of the 30 Phase 1
projects have reached final completion and are being closed-out. One remaining open
project, Project 175.177.178.179 Jewella & Greenwood, includes approximately 800 feet of
sewer installed with reverse slopes. The contractor has acknowledged responsibility and is
planning to resolve the issue.
The City has undertaken an effort to perform final warranty inspections on completed Phase
1 projects prior to the 2 year warranty period expiration. For this effort, program staff
coordinated the warranty inspections process, including providing direction and oversight to
City inspectors involved in warranty inspections. Thus far, City inspectors have now
completed warranty inspections on 20 Phase 1 projects.

PHASE 2
Construction continues for Phase 2 projects with 14 of the 17 projects having reached
functional completion. Six of those 14 projects have achieved final completion and are being
closed out. Because this phase of the program is late, which puts the City at risk of stipulated
penalties defined in the Consent Decree, a detailed analysis of Phase 2 projects has been
performed to reconcile outstanding time-related issues necessary for project closeout and
potential for assessment of liquidated damages.

PHASE 3
Program and City staff completed design reviews on all Phase 3 design packages and those
packages have been updated and submitted to the City. Procurement activities for Phase 3
projects has been placed on hold due to funding availability. One Phase 3 project,
constructed during a previous phase of the program, has reached functional completion.

PHASE 4
Sewer investigation activities were completed by CES. In March 2020, BKI completed the
Phase 4 Remediations Measures Plan with recommended repairs and enhancements and
submitted the recommendations to EPA for review. The report is expected to be amended
after updating the City's hydraulic model. Design activities for Phase 4 projects have been
placed on hold due to funding availability.

PHASE 5
Sewer investigation activities were completed by CES for approximately one-half of Phase 5
project areas. Video documentation of those investigations has been provided to the City for
use in future system evaluations. Investigation activities for the remainder of Phase 5 areas
have been placed on hold due to funding availability.

The status of each Phase 1 & 2 project are presented in the following pages.
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PHASE 1 PROJECTS
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PHASE 2 PROJECTS
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