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REGIONAL WASTEWATER RECLAMATION DEPARTMENT 

201 NORTH STONE AVENUE 
TUCSON, ARIZONA  85701-1207 

JACKSON JENKINS                   PH: (520) 724-6500 
        DIRECTOR                                             FAX: (520) 724-9635 

January 26, 2016 
 
 

TO:  John Sherlock, Deputy Director - Treatment 
 
FROM: Jackson Jenkins, Director – RWRD  
 
SUBJECT: Tres Rios WRF Temporary Changes 

  

I have been extremely pleased with the way you and your team have worked diligently and thoughtfully 
as we began the startup of the post-ROMP facilities at Tres Rios.  You and your team have worked 
extremely well in the midst of the contractor chaos, the start-up challenges, the design flaws and 
construction miscues.  Now, after we have been able to move beyond most of those historic issues, I 
look forward to getting back to the basics of operating our facility in a stable and consistent manner 
while still maintaining the necessary flexibility to address unplanned breakdowns or process upsets 
common to any large wastewater utility. 
  

Over the past two weeks, Tres Rios has failed its weekly E.coli permit requirements.  It appears that, 
over some extended period of time, parts of the process have gotten out of control and the biology 
associated with these processes shifted to an undesirable condition.  In recent months, digester #3 has 
had sporadic gas production, digester feeding was not consistent and we have barely satisfied the 15-
day-503 requirements.  The centrate tank for THM control has either run empty or overflowed, digester 
gas vented when condensate filled the gas lines and the East plant ammonia levels climbed beyond 
acceptable levels, and increased influent loading to the plant was not responded to in a timely manner 
by putting the proper number of reactors in service.  These issues cause me to believe that we need to 
redirect our focus and insure that each person understands their respective roles and responsibilities.  
  
Effective February 1, 2016 and likely to continue through the end of June 2016, I would like to divide 
the Tres Rios WRF into two main processing units:  Liquid and Solids Teams.  I would like to form a 
Liquid Processing Team consisting of: Jim Doyle, Tom Berry and Chris Grant who will be responsible for 
process decisions and activities including recycle rates, wasting rates, mixed liquor concentrations, the 
number of trains and clarifiers in service, etc.  The Solids Processing Team will include: Art Norzagaray, 
Tim McGarry and Houssam El Jerdi.  Similarly they will need to establish digester feed requirements, gas 
activities, area 58 and 70 operating parameters, etc.  This last task will be critical with the likelihood of 
ending the Agua Nueva WRF flow split and converting back to the original combined flow scenario.  
  

While these two teams focus on their respective process areas, I would also like them to clearly define 
Post orders for the Posts identified at Tres Rios.  We have invested significant time and money in 
developing and training our O&M Technicians and Supervisors.  Supervisors need to ensure that the 
O&M Techs are fulfilling their post orders and that field training and coaching occur for those who need 
assistance.  Furthermore, I expect that all Tres Rios field staff spend the majority of their time in the 
field performing respective post orders and observing the facility’s performance.  This field criteria 
includes Plant Manager and Assistant Managers and/or current processing teams.   



John Sherlock, Deputy Director – Treatment 
SUBJECT: Tres Rios WRF Temporary Changes 
January 26, 2016 
Page 2 of 2 

 

J Sherlock re: Tres Rios WRF Temporary Changes-2068.jj 

 

  

I am already aware that Dave Bartos and Scott Weiler work four 10-hour shifts.  I would like to modify 
their schedules so that one of them covers a Saturday and the other covers a Sunday to ensure that 
Tres Rios has management involvement and oversight 7 days per week.  For brevity and due to the 
numerous list of details, I am sending this as a general plan and expectation.  However, you will need to 
fill in many details and answer many questions that will likely be asked as a result of this memo. 
  

I also request that you focus the majority of your time on the day-to-day operations at Tres Rios.  You 
can be excused from any meeting that I schedule should you determine that your presence at such a 
meeting would negatively impact your Tres Rios priority assignment.  The remainder of your senior staff 
can continue to assist with the needs of your Division as long as everyone understands that the primary 
focus is to ensure that Tres Rios returns to predictable and stable performance and that all operations 
and maintenance staff develop a renewed understanding of their respective roles and responsibilities.  
  

I would also like to form a third team including: Jack Van Riper, Bruce Gura, Joe Gonzales and Alan 
Anthon to review and prepare a detailed list of process equipment and instrumentation concerns and to 
identify flawed or failed instruments and equipment that need to be repaired and/or replaced and will 
develop a list of critical instruments that must be kept in calibration.  I would also like a list of post 
orders for I&C, as well as process control SCADA responsibilities including preventative maintenance and 
calibration activities.  This is especially critical for instruments that O&M staff depend on to make 
decisions.  The Liquid and Solids processing teams should also help develop calibration confirmation 
protocols to ensure that instruments are performing as intended.  This would entail regular and frequent 
manual field checks and confirmations of blanket levels, DO values, etc.  
  

I hope these directed temporary changes are not viewed as punitive, but rather as an opportunity to 
renew the daily “back to basics” (B2B) operating criteria and parameters.  The intent of the B2B 
operating focus is to develop consistency of methods and results.  Too many of our critical measures 
have been observed to vary widely from one period to the next.  Chemical usage, gas production, 
energy use, and time spend doing rounds or completing work orders all have been seen to vary by 
amounts that cannot be justified in a well-run business.  I want to ensure that no one gets complacent 

with the importance of achieving regulatory permit compliance and safe job practices and behavior.  I 
would also request that you work with your team to determine how best to use SCADA and Inteletrac to 
show important process trends over extended periods of time that are readily available and easily 
monitored on a daily shift basis so that we can identify potential process changes in a timely manner. 
  

I am available to you and your team if additional discussion is necessary.  I have also identified 
additional resources from Planning and Engineering, CRAO and other areas within the Department 
should you determine such resources may be needed.  
 


