City of San Marcos
Work Session - Final
City Council
Tuesday, April 20, 2021

3:00 PM

Virtual

Due to COVID-19, this will be a virtual meeting. To view the meeting please go to
http://sanmarcostx.gov/421/City-Council-Videos-Archives or watch on Grande channel
16 or Spectrum channel 10.

I. Call To Order
II. Roll Call
PRESENTATIONS
1.

Receive a Staff presentation and hold discussion on the Resource Recovery Request for
Proposal - 3 month update, and provide direction to the City Manager.

2.

Receive status reports and updates on the 2021 Winter Storm; and provide direction to the
City Manager.

III. Adjournment.
POSTED ON FRIDAY, APRIL 9, 2021 @ 4:00PM
TAMMY K. COOK, INTERIM CITY CLERK

Notice of Assistance at the Public Meetings
The City of San Marcos does not discriminate on the basis of disability in the admission or access to
its services, programs, or activities. Individuals who require auxiliary aids and services for this meeting
should contact the City of San Marcos ADA Coordinator at 512-393-8000 (voice) or call Texas Relay
Service (TRS) by dialing 7-1-1. Requests can also be faxed to 855-461-6674 or sent by e-mail to
ADArequest@sanmarcostx.gov
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City of San Marcos

630 East Hopkins
San Marcos, TX 78666

Legislation Text
File #: ID#21-278, Version: 1
AGENDA CAPTION:
Receive a Staff presentation and hold discussion on the Resource Recovery Request for Proposal - 3 month
update, and provide direction to the City Manager.
Meeting date: April 20, 2021
Department: Neighborhood Enhancement
Amount & Source of Funding
Funds Required: N/A
Account Number: N/A
Funds Available: N/A
Account Name: N/A
Fiscal Note:
Prior Council Action: Click or tap here to enter text.
City Council Strategic Initiative: [Please select from the dropdown menu below]
Sustainability
Choose an item.
Choose an item.
Comprehensive Plan Element (s): [Please select the Plan element(s) and Goal # from dropdown menu
below]
☐ Economic Development - Choose an item.
☐ Environment & Resource Protection - Pro-active policies that encourage recycling, resource, and energy
efficiency
☐ Land Use - Choose an item.
☐ Neighborhoods & Housing - Choose an item.
☐ Parks, Public Spaces & Facilities - Choose an item.
☐ Transportation - Choose an item.
☐ Core Services
☐ Not Applicable
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File #: ID#21-278, Version: 1

Master Plan: [Please select the corresponding Master Plan from the dropdown menu below (if applicable)]
Solid Waste Master Plan

Background Information:
When City Council approved the 5-year extension to the TDS contract, Resource Recovery was asked to start
the RFP process and provide updates every 3 months.
Council Committee, Board/Commission Action:
Click or tap here to enter text.
Alternatives:
Click or tap here to enter text.
Recommendation:
Click or tap here to enter text.
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April 16, 2021

Bert Lumbreras
City Manager
San Marcos, Texas
DEAR CITY MANAGER LAMBRERAS,
I am writing this letter to provide additional information to City Staff and City Council members of
San Marcos that I hope will be beneficial for your discussion in the upcoming City Council
Workshop on April 20, 2021.
Texas Disposal Systems, Inc. (TDS) is very proud of our long, storied partnership with the City of
San Marcos (City). We appreciate the opportunity to serve the City for more than twenty years.
Together we have worked to make the City a cleaner and more sustainable place.
TDS and the City launched the first single stream recycling program in the Austin MSA years ago.
TDS integrated our ECO Academy into the schools in both San Marcos ISD and Hays CISD
educating all students on recycling with TEKS approved curriculum and cafeteria composting.
TDS has helped coordinate the recycling programs for the events located in the City to increase
landfill diversion rates.
These items tie together the residential, commercial, multi- family, schools, and events into a
community wide recycling and composting engine that helps to continually make San Marcos a
much greener community than most any other in Central Texas.
I am writing this letter to address two areas of interest that are involved in the agenda for the City
Council workshop on April 20, 2021 regarding a possible Request for Proposal (RFP) for the
contract we have with the City.
The City entertained offers from several companies with an RFP a little over five years ago. TDS
was the company chosen as the best value for the City after the solicitation. The contract has an
initial five-year term with two five-year optional renewal terms. Typically, cities do not conduct

RFP’s at the end of each contract term due to the cost and time required to complete such an
endeavor. Often, cities will renew for one or more renewal options unless there is an issue with
the service provider or the service package desired by the City.
In September of last year the first renewal option in the contract between the City and TDS was
signed, a five year renewal option. The comments made by some City Council members at that
time asked City Staff to immediately prepare an RFP for these same services and invoke the
option to terminate without cause in order to move forward with a new RFP. It is my understanding
that the reasoning behind this action was to see if there was a better deal for the City in the
marketplace at that time.
It is highly unusual to break a contract for no service reason, or any reason, for that matter just to
see if there is something better in the marketplace. I have been employed by TDS for over fifteen
years and I have never witnessed this happen in any city in the Austin MSA during that time. I
believe this could set a precedent for contractors who partner with the City for long-term
agreements by sending an unintended, but nevertheless strong message that contracts with the
City can and will be broken early, even without contractual shortcomings on behalf of the
contractor. This may have more far-reaching effects than are currently foreseen.
I would pose this question to City Staff and to City Council Members.
What has TDS done to the City to deserve having our contract terminated early?
I have enclosed a comparison of contractor rates for curbside residential landfill, single stream
recycling, and green waste services of the four cities in the Austin MSA who have a similar service
level as the City. This service level includes the three-cart program for landfill, single stream
recycling, and compost.
In the attached rate comparison, you will see the contractor rate to the cities listed in the
comparison. The City of San Marcos currently has the lowest cost as well as the most services of
any city in the survey. I hope this analysis gives some additional context to the discussion. If the
City is wondering about the value of the TDS service I would encourage you to revisit the survey
results of the residents and review the attached cost comparison for similar services. If the City is
interested in an overall lower cost approach, some services may be removed and the cost would
be reduced to the City accordingly.
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Additional Information Concerning Texas Disposal Systems, Inc. Material
Recovery Facility Inventory
Texas Disposal Systems (TDS) is aware that a few voices in the community have stated that the fact that
TDS maintains a large inventory of certain recovered materials is evidence of a lack of a commitment to
proper recycling. Those who would make such arguments are either uninformed, confused or dishonest.
TDS has always had a zero tolerance policy toward the disposal of any recoverable material that is
collected in our recycling operations. The vast majority of commodities recovered at our single stream
material recovery facility (SSMRF) are baled and sold to secondary processors and remanufacturers soon
after they are recovered. However, on occasion, TDS intentionally accumulates certain recovered
materials for a number of different reasons.
TDS frequently speculates on commodity markets and will choose to hold material during times when
prices for a particular commodity are low. We find it beneficial to our business to sell material when
prices are highest, and when we are able to contract for the delivery of many loads at a time. This is by
design. TDS has the unique ability to store materials due to the large size of our facility.
TDS also chooses to hold certain materials that we know we will use in our own secondary materials
processing and remanufacturing operations in the future; and when currently available external markets
do not meet our standards as legitimate secondary processors or remanufacturers.
TDS has invested millions of dollars in research and development and in the construction of our Ecoindustrial park. The purpose of our Eco-industrial park is to co-locate material recovery operations with
secondary processing and remanufacturing of recovered materials. Co-location eliminates transportation
between these stages of recycling, creating and environmental and economic advantage for both stages
of the recycling process. TDS has chosen to initially focus the efforts of our secondary processing and
remanufacturing operations where they are most needed, specifically on glass and low value plastics.
Development of operations that process these materials requires us to possess large volumes of these
materials, accordingly, TDS maintains a large inventory of them.
The storage of glass on TDS’ permitted facility has nothing to do with its market value, nor has our glass
become contaminated due to its storage.
TDS has continued to collect glass in our single stream recycling efforts while many of our competitors
have discontinued this process due to the low value of the material and the freight considerations to send
to glass recycling facilities once the glass is sorted in the TDS single stream MRF. Additionally, TDS has
always been concerned about the total amount of glass recovered by traditional downstream
processors. The typical glass “recycling” process practiced by other SSMRF operators involves hauling
recovered glass long distances to cullet manufacturers, where 50 to 60% of the glass is immediately
screened out and disposed of as waste due to the processors inability color sort small pieces of glass.
TDS has always looked for local, alternative options that eliminate the inefficiency long hauling this very
heavy material, as well as the incredible wastefulness of the traditional glass “recycling” process.
TDS has made significant investments in research and development in order to develop a system that
utilizes 100% of the recovered glass through the production of cullet grade large glass, various sizes of
glass aggregate, engineered sand products, as well as pozzolonic cement replacement.
Page 1 of 2

In 2020 TDS opened a large scale concrete plant that is providing concrete precast products for gravity
retaining walls, light pole bases, bollards, and may expand into underground utilities, bridges, and
buildings in 2021.
TDS will utilize recycled glass from our stockpile in in our wide variety of new precast concrete products.
Some of these products could be utilized in building projects for the city of San Marcos where glass
recycled from the city could be repurposed into new, useful items made from precast concrete.
TDS welcomes all City Staff and City Council to tour our recycling operations, our new concrete plant as
well as our crushing and screening operations.
The presence of our inventoried materials is evidence of our commitment to processing all recovered
materials in a manner that maximizes the amount recovered for beneficial use, minimizes the amount
that must be disposed, and is fully consistent with our commitment to be “Noticeably Different,
Noticeably Better”.
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Monthly Rate Comparison - Austin MSA for Cities with Three Carts (Landfill, Single Stream Recycling, Composting)
San Marcos
61,980

Kyle
39,060

Sunset Valley
548

Austin
947,890

# of Homes Serviced
Service Provider

23,725
TDS

11,481
TDS

260
TDS

190,594
City

Expiration Date
Includes Commercial
Waste Collection

9/30/2025
No

3/31/2031
Yes

6/30/2021
Yes

N/A
No

City Bills Residences
Rates
65 gal. Trash 1x/Week

Yes
Contractor Rate
$21.78

Yes
Contractor Rate
N/A

Yes
Contractor Rate
N/A

Yes
Contractor Rate
$27.55

96 gal. Trash 1x /Week

$21.78

$22.14

$27.02

$48.00

EOW

EOW

Weekly

Four call-in bulky
pickups per year

Two call-in bulky
pickups per year

Two call-in bulky
pickups per year

EOW
$8.95 Clean
Community Fee per
residence, plus
$4.00 per trash bag
with tag, $9.60 per
trash bag without
tag
Two scheduled
bulky pickup days
Ttwo scheduled
large brush pickups
days.

City
Est. Population (2016)

96 gal. Recycling
Notes and Additional
Related Fees
not included above

Service/Pickup

MEDIAN CONTRACTOR RATE $
$
AVERAGE CONTRACTOR RATE

April 14, 2021

22.14
25.51
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City of San Marcos
City Council Work Session
April 20, 2021
sanmarcostx.gov
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Purpose
3-month update on the Garbage
RFP process
Receive input on research
questions from January

sanmarcostx.gov
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Progress since January
•

•

•

Completed survey evaluation (see attached report)
– Random Sample from each service area
– Postcard in English and Spanish mailed to the sample
– Survey was in English and Spanish
– People could call our office to speak with someone for help in English and
Spanish
Started RFP
– Basic services are updated from 2003 RFP
– Creating evaluation criteria
Gathered information for sustainable practices to add to RFP
sanmarcostx.gov
– Working with SWEEP
3

Council Input
•

Do we want to go out to bid, or honor the 5-year extension
– TDS waived the first year increase of the extension
– If we honor the 5-year contract, will go out for RFP May 1, 2024

•

Length of contract
– 5 years with 2-5 year extensions
– Looking at other cities: first term: 3-5 years; extensions: 1-5 years; number of
extensions depends on the extension term

sanmarcostx.gov
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Council Input- continued
•

Sustainable practices
– Facility design
– Equipment emissions
– Company policy
– Data reports

•

Valet recycle service at apartment complexes
– Verify to go out for RFP

sanmarcostx.gov
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Timeline
•
•
•
•
•
•

Data Collection: January2020-January 2021- completed
Create RFP: 30-60 days- almost complete
Issue RFP/Out for Public Interest: 30-45 days
Receive Proposals/Evaluate Bids: 30-45 days
Interview Short List: 2 weeks
Negotiate with Finalist: 30-60 days
–
–
–

•
•

Council Award: 30 days
Implementation if TDS is not awarded: 30-60 days
–
–

•

Clarifications/Understanding
Contract terms
Project approach/schedule

Order carts (~35,000)
Distribute carts; Remove carts

Operational: Anticipate early October 2021

sanmarcostx.gov
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Questions

7

City of San Marcos

630 East Hopkins
San Marcos, TX 78666

Legislation Text
File #: ID#21-265, Version: 1
AGENDA CAPTION:
Receive status reports and updates on the 2021 Winter Storm; and provide direction to the City Manager.
Meeting date: April 6, 2021
Department: City Manager’s Office
Amount & Source of Funding
Funds Required: N/A
Account Number: N/A
Funds Available: N/A
Account Name: N/A
Fiscal Note:
Prior Council Action:Click or tap here to enter text.
City Council Strategic Initiative: [Please select from the dropdown menu below]
Choose an item.
Choose an item.
Choose an item.
Comprehensive Plan Element (s): [Please select the Plan element(s) and Goal # from dropdown menu
below]
☐ Economic Development - Choose an item.
☐ Environment & Resource Protection - Choose an item.
☐ Land Use - Choose an item.
☐ Neighborhoods & Housing - Choose an item.
☐ Parks, Public Spaces & Facilities - Choose an item.
☐ Transportation - Choose an item.
☒ Core Services
☐ Not Applicable
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File #: ID#21-265, Version: 1
Master Plan: [Please select the corresponding Master Plan from the dropdown menu below (if applicable)]
Choose an item.

Background Information:

Council Committee, Board/Commission Action:
Click or tap here to enter text.
Alternatives:
Click or tap here to enter text.
Recommendation:
Click or tap here to enter text.
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WINTER STORM URI: AFTER ACTION REVIEW
CITY COUNCIL
WORK SESSION
APRIL 20, 2021

Photo Credit: https://www.universitystar.com/multimedia/gallery/a-night-of-snow-in-sanmarcos/article_9f76a129-eb14-5c77-af01-c4a8c3ceca8a.html

Introduction
On February 13, 2021, Mayor Hughson issued an emergency declaration
for Winter Storm Uri, also known as the President’s Day Weekend Winter
Storm.
A real-world incident that tested:
• Infrastructure Systems;
• Logistics and Supply Chain Management;
• Situational Assessment;
• Operational Coordination;
• Operational Communication;
• Public Information and Warning.
sanmarcostx.gov
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Infrastructure Review

Strengths:
• Both Electric Utility and the Water department responded diligently to restore
power and water to residents often before many of the surrounding areas.
• Both the Police Department and the Fire Department assisted in delivering
meals as well as bottled water to City residents.
Improvements:
• Power and water outage information
• Internet/ Network Capabilities
• Generator and A/C malfunctions
• City Facilities
Recommendations:
• Outage tracking system
• Redundant ISP
• Redundant A/C for servers
• Generator maintenance and fuel source
• Winterize City Facilities

sanmarcostx.gov
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Logistics and Supply
Chain Management

Strengths:
• Non-governmental Organizations (NGO's), Faith Based Groups & Community Volunteerism
• Warming Stations
• City Personnel Care
Improvements:
• Emergency Fuel
• Fuel Purchasing/ Transport
• Employee Resources
Recommendations:
• Fuel partnerships
• Bulk fuel storage
• Emergency Contingency contracts/ contacts

sanmarcostx.gov
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Mass Care Services
Strengths:
• Identification of local vendors to provide food and water
• Identification of hotel services for employees
• Warming Centers
• Water distribution
Improvements:
• Food and Water Distribution by SMPD and SMFD
Recommendations:
• Training Sessions on City’s Emergency Operations Plan (EOP)/ Review task assignments
• Develop SOP for warming centers
sanmarcostx.gov
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Operational Coordination
Strength:
• Good working relationships between City Departments and CBOs
(community-based organizations)

Improvement:
• Virtual EOC Operations

Recommendation:
• Design, develop, and establish a virtual Emergency Operations Center
sanmarcostx.gov
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Planning
Strength:
• City’s EOP
Recommendation:
• Incident Briefing for EOC staff upon Declaration of Emergency

sanmarcostx.gov
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Public Information & Warning

Strengths:
• Detailed plans for activation and managing public information and
warning activities;
• Highly trained and experienced Communications staff;
• Multiple information dissemination platforms;
• Successful social media and Everbridge use.

Recommendation:
• Continue to build partnership with Hays County and develop a plan
for a Joint Information Center (JIC).
sanmarcostx.gov
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Situational Assessment
Strength:
• Early mobilization of key personnel.
Improvement:
• Centralized organization/management of information to support
decision making.
Recommendation:
• Conduct local exercises that include situational assessment as a
tested capability.
sanmarcostx.gov
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Operational Communications
Strengths:
• Utilization of TEAMS;
• Staff volunteered to call 30,000 citizens.
Improvements:
• TEAMS;
• Coordination between staff callers and Everbridge.
Recommendation:
• Advanced TEAMS training.
sanmarcostx.gov
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Communications Efforts

sanmarcostx.gov
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Communications Team

Timeframe: Saturday, Feb. 13 through Sunday, Feb. 21
•
•
•

More than 1/3 of collective hours spent without power
Worked out of cars and used internet hotspot services
Workdays began as early as 3 a.m., ended as late as 10 p.m.
sanmarcostx.gov
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Social Media Communication
•
•
•

Completed 217 weather posts on nine social media accounts
from Saturday, Feb. 13 to Sunday, Feb. 21 – double from prior week
Responded to resident messages & reported to City team
Sent 355,000 WarnCentralTexas/Everbridge alerts to residents

sanmarcostx.gov
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Website, Press Releases, FAQ
•

Utilized Alert Bar & Developed Winter Weather Resources page

•
•
•

Provided Spanish Translation for Resource Info
Later named Winter Weather Recovery Resources & Updates
Created Winter Weather Event Utility FAQs to support hotline staff and posted
FAQs to website pages in English & Spanish
sanmarcostx.gov
Sent 14 press releases that tracked City’s and community’s efforts

•

14

sanmarcostx.gov

15

Electric Operations

sanmarcostx.gov
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Winter Storm Uri SMEU Timeline
Monday, February 15 – Wednesday, February 17

Feb 15 @ 01:51:00 CST
•

First impact to San Marcos when LCRA de-energized McCarty Lane Substation

Feb 15 @ 20:15:00 CST
•

37,000 customers without power

Feb 17 @ 21:15:00 CST
•
•
•

Rolling and Extended Outages due to grid conditions end
112 Substation Operations in 60 hours
Approximately 40,000,000 customer-minutes without power - 5X more than
last 9 years outages combined

sanmarcostx.gov
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Winter Storm Uri SMEU Timeline
Thursday, February 18 – Saturday, February 20

Feb 18 @ 07:00:00 CST
•

2,000 customers estimated still without power due to localized outages

Feb 19 @ 07:00:00 CST
•

400 customers estimated still without power due to localized outages

Feb 20 @ 11:57:00 CST
•
•

All known SMEU outages resolved.
End of Winter Storm Uri event
sanmarcostx.gov

18

sanmarcostx.gov

19

Monday Feb. 15
Tuesday Feb. 16

20

Wednesday, Feb.
17
sanmarcostx.gov
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SMEU Employees
Distribution
Maintenance

• 1311.5 hrs. worked
• 17 personnel

Metering

• 412.5 hrs. worked
• 12 personnel

Electrical Engineering

• 376.5 hrs. worked
• 8 personnel

Operations

• 162 hrs. worked
• 3 personnel
sanmarcostx.gov
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Materials and Equipment

Materials

Equipment

Fuses

Transformers

Cutouts

Arrestor

~$32K

~$23K

676

11

16

8

sanmarcostx.gov
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Safety & Financial Impacts
0 vehicle accidents or injuries!
• Over 2,200 staff hours worked providing 24/7 coverage

No financial impact to customers!
• No utility rate increase
• No pass through energy costs
• Stabilization fund unused
sanmarcostx.gov
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Transportation Operations

sanmarcostx.gov
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TRANSPORTATION DIVISION
MITIGATION ACTIVITY

•

Implemented 24 hour operations to include sanding
streets and snow removal

•

Transportation utilized and shared real-time traffic
monitoring system and camera feeds with Fire, Police,
and EOC to manage and communicate roadway issues

•

Assist other departments with stuck vehicles

•

Traffic crew repaired multiple traffic signals due to power
outages

•

Provided vehicles with fuel tanks to aid in fueling backup
generators

•

Installed message boards on I-35 warning of icy conditions

sanmarcostx.gov
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TRANSPORTATION OPERATIONS SUCCESSES
•
•
•
•
•
•
•

Pre-treatment (lane-miles) – 112
Sanding (lane-miles) – 302
Staff hours –1614
Equipment hours-1991
# of road closures – 21
Brine applied – 3000 gallons
Tons of Sand used – 185 tons
sanmarcostx.gov
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Water/Wastewater Operations

sanmarcostx.gov
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Water & Wastewater Challenges
•

High Water Demand

•

Reduced Pressure in System

-

Frozen pipe breaks and running faucets caused 14 million gallon a day usage (7 normal Feb.)
Caused by water supply reduction due to power outages and heavy demand

•

Citywide Boil Water Notice Required

•

Water Service Loss to Some Areas

•

Wastewater Release Adjacent to River

•

Extended fuel use by all generators

-

Lasted for 4 days (2/17 to 2/21)

Customers at highest elevations & farthest from plant had low or no pressure
1 million gallons released due to power loss & generator failure
5000 gallons of fuel transported by staff in 100-200 gallon tanks

sanmarcostx.gov
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Summary of Water/Wastewater System
Adverse Events - 2/14 to 2/21

System pressure losses were caused by the specific failures shown:
• Intermittent and lengthy grid power outages
• 3 generators of the 22 available at water/wastewater facilities failed
• Control and monitoring equipment frozen, damaged or no power which
monitor and control our pumps, wells and tanks, at multiple locations.
• Valves and piping froze/broke in system, at water facilities, and private
properties causing loss of pressure
• Raw water pipeline outages, water treatment issues, clarifier rake arm failures
affected water delivery from the Surface Water Treatment Plant
• Wastewater plant screen equipment broke with frozen screenings
sanmarcostx.gov
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Water/Wastewater Operations Successes
•
•
•
•
•
•
•

Maintained water production throughout event (reduced volumes)
Communications Dept. pre-communicated winter freeze precautions
Everbridge precautionary boil notice to all customers
Performed all turn off requests same day received
Resolved site problems as quickly as conditions allowed
Strong teamwork with whole organization and GBRA/Jacobs staff
Great staff dedication under tough conditions

sanmarcostx.gov
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Recommended Improvements
• Weatherization (insulation, heat tracing) of tank valves, piping and
instrument supply lines
• Back up power supply on modems and communications equipment
• Fuel tankage, transport tanker trucks and direct supply contracts
• Enhanced generator equipment testing
• Enhanced traction for vehicles (chains, winter tires., 4X4s)

sanmarcostx.gov
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Thanks to all who assisted!
•
•
•

•
•
•
•

Mayor and Council
Austin Interfaith and Community
Resilience Trust (water distribution)
Hays County Office of Emergency
Services and Community Emergency
Response Team (warming centers and
food/water deliveries)
HEB (water supply)
HOME Center (housing for homeless)
Niagara Water (water donation)
Sams (food and water supply)

•
•
•
•
•
•
•
•

San Marcos CISD (warming buses)
San Marcos VFW (food and water
distribution)
Salvation Army (housing for homeless)
Seguin Electric (line crew)
Soulful Creations Food Truck
Southside Community Center (housing
for homeless and food distribution)
Splash Coworking (food and water)
And many more!
sanmarcostx.gov
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Questions and Discussion

sanmarcostx.gov
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Public Services
W/WW & SMEU
Additional Information

sanmarcostx.gov
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Winter Storm Uri SMEU Timeline
Monday, February 8 – Sunday, February 14

Feb 08 2021
18:53:55 CST
At 17:15, ERCOT
issued OCN for
an extreme cold
weather system
approaching
Thurs. Feb 11 –
Mon. Feb 15,
2021 with
temperatures
anticipated to
remain 32°F or
below

Feb 13 2021
16:51:00 CST

Feb 14 2021
10:02:26 CST

Feb 14 2021
12:55:21 CST

SMEU
08:30 ERCOT
First major
encourages
has issued an
outage in San
conservation appeal through Marcos when a
efforts through the public news
substation
Tues as part of
media for
breaker
COSM News
voluntary
operated to
press release
energy clear overload
conservation
condition

sanmarcostx.gov
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Winter Storm Uri SMEU Timeline
Monday, February 15

Feb 15 2021
00:17:45 CST
EEA Level 1: At
00:15, ERCOT at
EEA 1 - Reserves
below 2,300
MW. No rotating
outages at this
time

Feb 15 2021
01:12:06 CST

Feb 15 2021
01:25:40 CST

EEA Level 3: With
EEA Level 2: At 01:07,
ERCOT at EEA 2 - Firm Load Shed: At
01:20, Rotating
Reserves below 1,750
MW. Load resources outages in progress
to maintain
are being deployed.
May need to frequency. ERCOT is
asking consumers
implement rotating
and businesses to
outages. ERCOT urging
reduce electricity
consumers and
use
businesses to reduce
electricity usage

Feb 15 2021
01:51:00 CST

First impact to
San Marcos
when LCRA deenergized
McCarty Lane
Substation

sanmarcostx.gov
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Winter Storm Uri SMEU Timeline
Monday, February 15 – Thursday, February 18

Feb 15 2021
01:51:00 CST
First impact
to San
Marcos
when LCRA
de-energized
McCarty
Lane
Substation

Feb 15 2021
12:45:00 CST

Extended
outages
begin as
Canyon
Substation is
de-energized
for 14 hours

Feb 15 2021
20:15:00 CST

37,000
customers
without
power

Feb 17 2021
21:15:00 CST
Rolling and
Extended
Outages due to
grid conditions
end. 112
Substation
Operations in
60 hours.
Approximately
40,000,000
customerminutes
without power5X more than
last 9 years
outages
combined

Feb 18 2021
07:00:00 CST
2,000
customers
estimated
still without
power due to
localized
outages

sanmarcostx.gov
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Winter Storm Uri SMEU Timeline
Friday, February 19 – Saturday, February 20

Feb 19 2021
Feb 19 2021
09:06:59 CST
07:00:00 CST
400 customers
EEA Level 3 to
estimated still
Level 2: At
09:00, ERCOT
without power
moving from
due to localized
EEA 3 to EEA 2.
outages
System
recovering

Feb 19 2021
10:02:29 CST
EEA Level 2 to
Level 1: At
10:00, ERCOT
moving from
EEA 2 to EEA
1. System
recovering.
No rotating
outages at
this time

Feb 19 2021
10:36:33 CST

Feb 20 2021
11:57:00 CST

Return to
All known
Normal: At SMEU outages
10:35, ERCOT resolved. End
moving from
of Winter
EEA 1 to
Storm Uri
Normal. Grid
event
reserves
restored.
Normal
conditions Conservation
encouraged
sanmarcostx.gov
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Outages
•
•
•
•
•

Pre-Outage Peak Load: 143 MW - Mon. 2/15 at 12:15 a.m.
During Outage Peak Load: 134 MW - Mon. 2/15 at 7:00 a.m.
Lowest Recorded Load: 40 MW - Tue. 2/16 at 4:15 a.m.
Substation Operations: 112 in 60 hours
Outages measured in customer-minutes: 40,000,000 (5X more
than last 9 years outages combined!)

sanmarcostx.gov
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Staffing
• >2200 SMEU staff hours worked Sat. Feb 13 – Tue. Feb 23
o

Field

• 16 hour shifts with 24 hour/day coverage
• 3 in-house crews; 2 contract crews; 1 mutual aid crew (11 hrs.)

o

Call centers manned 24/7 beginning Feb 15 at 6 p.m.
• >20K calls went to voicemail
• 445 calls after rolling outages ended

sanmarcostx.gov
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SMEU Employees
• Distribution Maintenance
o

1311.5 hrs. worked; 17 personnel

• Metering
o

412.5 hrs. worked; 12 personnel

• Electrical Engineering
o

376.5 hrs. worked; 8 personnel

• Operations
o

162 hrs. worked; 3 personnel
sanmarcostx.gov
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Materials and Equipment
• Materials cost: ~$ 32K
• Equipment cost: ~$ 23K
• Repairs during event included approximately
o
o
o
o

676 Fuses
11 Transformers
16 Cutouts
8 Arrestors

sanmarcostx.gov
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SMEU Triage
• SMEU TEAMS monitoring and dispatch
• Metering Technicians responding to outage reports
• Use of AMI (where possible)
• Purchase of stock on Tuesday and Wednesday

sanmarcostx.gov
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Potential Corrective Actions
•
•
•
•

Complete Outage Management System implementation
Utilize Triage earlier in event
Stand up SMEU TEAMS prior to event start
24/7 Operations Center implementation

sanmarcostx.gov
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24/7 Operations Center Implementation
• Local control improves
o
o

parity across service area
coordination of on/off time durations

• Enables improved communications to customers on
timelines and event expectations
• Increased response time when in control of “cold load
pickup”
• New Public Service Center includes:
o
o

Dispatching Center
Operations Center

sanmarcostx.gov
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2/11/21
2/12/21

 Street Crews pre-treat roadways and ready equipment for winter storm
 WWTP Staff insulate piping and prepare for freezing weather
Street Crews re-apply Brine Spray to roads and sand throughout event
WWTP staff fuel portable heaters to ensure consistent chemical feed to
centrifuges and begin to drip non-potable hydrants through plant
Governor Abbott issues disaster declaration for all 254 counties in Texas

2/13/21

Transportation begins 24-hour rotating shifts of all available personnel
 Mayor issues disaster declaration

2/14/21

 First reports of water leaks called in from the public

2/15/21

 ERCOT implemented Load Shed Program, WWTP starts generators 300 & 400 staff
begin to manage solids handling due to power outage
 Exposed non-potable piping at the headworks grit pumps and raw pumps burst
 Lift Station 24 @ Cottonwood Creek generator develops temperature issue
 Lift Station 30 @ Linda Lane communication failure
 Soyars generator block heater failed-wouldn’t start

2/16/21

2/17/21

 Soyars Water Station communication and Oakridge pneumatic tank
drain valve freezes and breaks
 WWTP screening compactor drive shaft failed when bar-screenings
froze in the conveyor, local vendor welded drive shaft until a
replacement could be ordered
 Oakridge has broken flange and broken valve on Hydro-pneumatic
tank
 Oakridge generator blows a turbo-generator out of service-no power
 Soyars frozen transducer and pipes
 Kingswood well frozen and power is fluctuating
 Comanche well on hand operation due to comm. control failure







City Issues Boil Water Advisory
WWTP pipe burst on irrigation pipe to biofilter #1
McCarty transducer goes out and tank level offline
LBJ Lift Station controller failed, pumps out of service, restored quickly.
Ranch Road Tank and Booster/La Cima dropping with demand high

2/17/21

 Main Lift Station supervisory control and data acquisition software
communication failure
 River Ridge LS transformer fails and is replaced
 Spring Lake generator circuit breaker fails- no power to pumps and wells
intermittently

2/18/21

 Power was restored to the WWTP
 LaCima transducer failed, frozen feed line from bowl
 Opened zone valve between McCarty and Kissing Tree to increase Kissing Tree
pressure
 Main Lift Station Generator out of service, Automatic Transfer Switch failure
 Cottonwood Tank Chlorine analyzer feed line freezes and breaks

2/19/21

 Main Lift Station off line, 1 million gallons overflowed to river early AM
 Soyars compressor belt failed, replaced
 Rattler tank feed line to Chlorine analyzer freezes and breaks
 ERCOT grid service fully restored

2/21/21

 Boil water advisory lifted

WATER TREATMENT PLANT
-Generator powered
throughout event
- Raw water pipeline
down for 16 hours
-Generator capacity
powered maximum of
one COSM pump
-Experienced
clarification/filtration
issues due to water
temperature
- TCEQ violation for
sampling interval

WASTEWATER TREATMENT PLANT
-Powered plant on
generators from Feb
13th to Feb 17th
-$7,823.60 in repair cost
from storm, $2460.58
was used to run
generators
-Broken drive shaft for
screenings separator

SPRINGLAKE WELL & BOOSTER
ADVERSE EVENTS:
- Lost power and generator power
- Highest discharge 98.5 PSI
- Lowest discharge 33.2 PSI

COTTONWOOD TANK
ADVERSE EVENTS:
- Lost power
-Low hospital pressure several hours
- Highest pressure 70 PSI
- Lowest pressure 4 PSI for 72 hrs

COMANCHE WELL & BOOSTER
ADVERSE EVENTS:
-1 pump of 4 out of service for repair
-Generator powered entire storm event
-Frozen transducer prevented monitoring
of tank level
-Manually operated due to
communication failure
-Highest pressure 79 PSI
-Lowest pressure 56 PSI for 46 hours

MCCARTY WELL & BOOSTER
ADVERSE EVENTS:
-

-Transducer froze, couldn’t monitor
tank levels

-

-Lost power and ran on generator
power, never lost pressure

-

- Used zone stability to balance out
other pressure zones

-

-High pressure: 84 PSI

-

-Low pressure: 35 PSI

SOYARS/KISSING TREE WELL & BOOSTER
ADVERSE EVENTS:
-Station went offline 2/16/21 Generator
failed
-Pressure Tank valve froze/broke
replaced drain valve 2/20/21
-Highest discharge 68 PSI
-Lowest discharge 3 PSI

OAKRIDGE WELL & BOOSTER
ADVERSE EVENTS:
- Flange on hydro pneumatic tank
frozen, installed new one
- Generator failed- turbocharger
- Highest pressure 140 PSI
- Lowest pressure 5 PSI for 84 hours

KINGSWOOD WELL & BOOSTER
ADVERSE EVENTS:
-Meter froze solid impeding flow from
well
-Intermittent power with no backup
generator
-Highest pressure 70 PSI
-Lowest pressure 7 PSI for 96 hours

CITY MANAGER’S OFFICE

MEMO
TO:

Hon. Jane Hughson, Mayor

FROM:

Chase Stapp, Director of Public Safety
Kelly Kistner, Interim Emergency Management Coordinator

DATE:

March 29, 2021

SUBJECT:

Review of President’s Day Weekend Winter Storm

The City of San Marcos President's Day Winter Storm Event was a real-world incident that tested local agencies
Public Information & Warning, Situational Assessment, Operational Coordination, Operational Communication,
Infrastructure Systems, and Logistics and Supply Chain Management capabilities in response to a localized
severe winter storm event affecting the City.
The purpose of this report is to review actions, analyze results, identify strengths to be maintained, identify
potential areas for further improvement, and support development of corrective actions. The suggested actions in
this report should be viewed as recommendations only. In some cases, departments may identify alternative
solutions that are more effective or efficient. Each department should review the recommendations and complete
actions in alignment with internal strategies, current program objectives, local, state, and national goals and
related frameworks and guidance.
The State of Texas including the City of San Marcos faced a winter storm event that was unparalleled in Texas.
The entire state saw temperatures below freezing, windchills below zero, snow, freezing rain and sleet.
This event caused statewide power outages including rolling outages initiated by the Electric Reliability Council
of Texas (ERCOT) to prevent a statewide power grid failure. Additionally, there were loss of water services in
many areas due to power interruptions, damaged water lines, supply system equipment failure, and damaged
pipes in private residences. These utility failures were felt State wide as well as within the City of San Marcos.
The high water demands from broken pipes and running faucets exceeded the reduced production/supply capacity
and resulted in low to no pressure in the areas in the western and southern reaches of the water system for
extended periods of time.
Various departments of the City responded to approximately 30,000 calls for service between the 13 of February
and the 20th of February. The City’s Electric division received over 20,000 calls and voicemails. The City
Water/Wastewater division responded to approximately 3,500 calls for service during the same period. The City
of San Marcos Fire and Police Departments responded to a total of 7, 262 calls for service and the Hays
County/San Marcos EMS responded to 268 calls for service during this event.
The City provided Hays County with assistance in opening warming centers and arranged for three school district
buses daily in strategic locations within the City to be utilized for the same purpose.
The City also distributed approximately 36,000 bottles (1,125 cases) of water and 1,500 meals & food bags to San
Marcos residents in need.
The City assisted the following organizations via a voucher system in housing people without shelter in hotels:
•

Salvation Army
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•

Southside Community Center

•

HOME Center of Central Texas

Combined these three organizations with assistance from Code Compliance and SMPD provided motel rooms for
approximately 150 people for the duration of the weather event.
The Everbridge Notification System was utilized to send various public information messages to the citizens of San
Marcos. A total of 355,741 messages were sent. City personnel also called 8,000 San Marcos customer accounts
(30%) confirming that they had water and electric services restored, while the call center received 2,280 phone
calls from residents answering any questions that they posed.
The Transportation division treated and sanded a total of 415.19 miles of city roadways on a 24-hour basis
throughout the event. The effort required 3000 gallons of brine solution and 185 tons of sand. Also, 21 road
closures were performed, traffic signals were repaired, message boards were placed and the traffic
camera/monitoring system was used to provide real time data on road conditions. The group also conducted
fueling support and assistance in recovering vehicles that were immobilized.
The following sections provide an overview of the performance related to each response objective and associated
core capability, highlighting strengths and areas for improvement.

Infrastructure Systems
Mission Area: Response, Recovery
Description: Stabilize critical infrastructure functions, minimize health and safety threats, and efficiently restore
and revitalize systems and services to support a viable, resilient community.
Strengths
• Strength 1: Both Electric Utility and the Water department responded diligently to restore power and
water to residents often bef or e many of the surrounding areas. T he se ef f or t s wer e su bj ect t o
p r e va i l i n g e vent c ondi t i ons . Wat e r pr od uct i o n t o t he s yst e m wa s ma i nt ai n ed
t h r ou gh out t he e vent b ut at r edu ced a mo unt s i n so me p er i o ds .
•

Strength 2: Transportation Division proactively addressed road/travel conditions and maintained
throughout event.

•

Strength 2: Both the Police Department and the Fire Department assisted in delivering meals as well as
bottled water to City residents.

Areas for Improvement
➢ Power and Water emergency and work request reporting
The outage information for these two utilities utilize two different methods for reporting outages and
work requests. This requires citizens to call two separate numbers to provide outage information for
power and water issues respectively. This event affected both utilities service which made it difficult to
monitor overall scope of outage calls. The co-location of the utilities in the new Public Service Center
will allow for centralized call taking and will facilitate serving the public. Note: we do not have a
person-to-person solution for events where incoming calls reach these volumes.
➢ Power System Status Monitoring.
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The customer report-based tracking of outages did not provide accurate and timely information on extent
of power outages due to local equipment failures. The Outage Management System (OMS) previously
budgeted and approved by council has been awarded and will be complete by fall 2021. With additional
weatherization and improved City network infrastructure and facilities, it will provide the needed level of
granularity and accuracy in near real time.
➢ Internet/Network Capabilities
Internet capabilities were challenged due to dependency upon one ISP to provide internet services.
Network services were interrupted due to a A/C unit failure within the server room with no redundant
system in place.
➢ Generator malfunctions
As with any event, machinery may fail as well as other services. This was experienced with the loss of
three of 24 of the utility site generators and the air conditioner malfunctioning to the server room located
at the Hopkins Street address. While professionally maintained and run under load weekly, failures did
contribute to water supply deficiency. Refueling the generators was also labor intensive and inefficient.
➢ City Facilities
While the fact remains that this storm was an unusual occurrence, preparedness is still key to any success.
The City facilities need to be winterized to withstand multiple days of subzero temperatures.
Recommendation(s):
1. Complete the OMS centralized system for electric outage tracking and reporting.
2. Develop a redundant internet service provider network.
3. Provide redundant A/C system for server room at Hopkins Street Facility.
4. Develop a generator maintenance schedule where lacking, including testing under load.
5. Replace natural gas generators with diesel powered generators at Fire Stations 1 & 3 due to their inability
to function properly in extreme temperatures.
6. Develop a plan to allow the City to have extra parts on hand for generators, A/C units and other
essential needs during an emergency.
7. Winterize City facilities and equipment to withstand subzero temperatures.
8. Conduct facility assessments on designated city facilities to determine generator requirements to meet
warming center/sheltering needs.

Logistics and Supply Chain Management
Mission Area: Response
Description: Deliver essential commodities, equipment, and services in support of impacted communities and
survivors, to include emergency power and fuel support, as well as the coordination of access to community
staples. Synchronize logistics capabilities and enable the restoration of impacted supply chains.
Strengths
• Strength 1: Non-Governmental Organizations (NGO)'s, Faith Based Groups & Community Volunteerism –
Many members of the community came to the aid of their neighbors delivering water and food to the
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public.
•

Strength 2: Warming Stations- The City provided the locations of the warming centers that Hays County
had established and provided three warming buses in key locations in the City daily.

•

Strength 3: City Personnel Care- The City ensured that first responders were provided with hotel rooms,
food, and water so they could report to duty on time and refreshed.

•

Strength 4: City electrical personnel recognized early on that additional replacement parts, primarily fuses,
would be necessary and were able to work delivery through our vendors from out of city locations.

Areas for Improvement
➢ Emergency Fuel
While the City partnered with local fuel owners to ensure access to fuel for City personnel, this
partnership may not be guaranteed in future incidents, necessitating the need for either contingency
contracts or memorandum of agreements to make dedication of fuel to the City.
➢ Fuel Purchasing/Transport Capability
Multiple City generators needed to be refueled and the City faced limited transportation capabilities as
well as limits placed on City purchasing cards that created multiple challenges. Contracts with some fuel
service delivery providers did not ensure timely deliveries under the travel conditions.
➢ Responder/Essential Employee Resources
Although many responders received food, water and lodging during the event, the City was identifying
vendors “just-in-time” to meet these needs.
Recommendation:
1. Establish partnerships and agreements with area fuel providers to make pumps, delivery and fuel available
during declared emergencies.
2. Establish contingency contracts with various vendors to ensure that City personnel are properly cared for
during an emergency.
3. Evaluate and determine the cost effectiveness of bulk fuel storage facilities as well as a larger capacity fuel
transport for emergencies or adding the capability to pre-position fuel. The new Public Service Center is
adding two additional 1000-gallon fuel cells to facilitate availability.
4. Formalize relationships with local providers such as HEB, Sam’s, Wal Mart and restaurants who can
provide logistical support when the regular supply chain is interrupted.

Mass Care Services
Mission Area: Response
Description: Provide life-sustaining and human services to the affected population, to include hydration, feeding,
sheltering, temporary housing, evacuee support, reunification, and distribution of emergency supplies.
Strengths
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•

Strength 1: City of San Marcos personnel were quickly able to identify local vendors that provided both
water and food that could be obtained and distributed to the public.

•

Strength 2: City of San Marcos personnel were able to quickly find hotel services for personnel and
assisted with placing homeless people in hotels as well.

•

Strength 3: City of San Marcos personnel assisted Hays County with the operations of warming centers
within the City and provided three warming buses daily in various locations.

Areas for Improvement
➢ Food and water distribution
Fire and Police personnel were primarily tasked with transportation and distribution of food and bottled
water to the public, which could have been handled by non-emergency response departments.
Recommendation:
1. Schedule training sessions to review the City’s EOP Annexes to review task assignments for primary
and support departments.
2. Develop standard operating procedures to mobilize and activate warming centers based on an established
set of criteria.

Operational Coordination
Mission Areas: All
Description: Establish and maintain a unified and coordinated operational structure and process that appropriately
integrates all critical stakeholders and supports the execution of core capabilities.
Strengths
• Strength 1: Good wor ki ng relationships between City Departments and CBOs (community- b a s e d
organizations) helped facilitate good inter-agency cooperation and coordination to meet the public’s
needs.
Areas for Improvement
➢ Virtual EOC Operations
The city activated a virtual Emergency Operations Center. While this is not the first time the city has
operated in a virtual EOC, this is the first time that the EOC was activated virtually for an imminent
short-term incident. At times vital information, when posted on the MS Teams Chat, was buried in the
chat system itself.
Recommendation:
1. Using currently available resources, design, develop, and establish a virtual Emergency Operations Center
that establishes workflows for information, resource management, and other information required to
maintain a situational awareness/common operating picture.

Planning
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Mission Areas: All
Description: Conduct a systematic process engaging the whole community as appropriate in the development of
executable strategic, operational, and/or tactical-level approaches to meet defined objectives.
Strengths
• Strength 1: The City of San Marcos has a written emergency operation plan that establishes a framework
to coordinate and manage an incident.
•

Strength 2: Officials with the City of San Marcos were aware of the impending winter storm
event. Discussions were conducted where weather reports were disseminated and this
storm’s severity and potential affects upon the community were noted.

•

Strength 3: Winterization activities were commenced early related to infrastructure but proved inadequate
in the face of the extended power interruptions, and record low temperatures.

Recommendation:
1. Upon the decision to declare an emergency, conduct an incident briefing of current situations and activities
to ensure EOC staff understand roles and responsibilities.

Public Information and Warning
Mission Areas: All
Description: Deliver coordinated, prompt, reliable, and actionable information to the whole community through
the use of clear, consistent, accessible, and culturally and linguistically appropriate methods to effectively relay
information regarding any threat or hazard, as well as the actions being taken and the assistance being made
available, as appropriate.
Strengths
• Strength 1: The City has detailed response plans outlining processes for activating and managing Public
Information & Warning activities. to include the use of the Everbridge System, Local Media Sources and
Social Media.
•

Strength 2: The City has a highly trained and experienced staff within its Communication’s Division that
fulfill the role of Public Information Officers during events to assist in messaging, monitoring media outlets
and social media, rumor control and public push-back and criticism.

•

Strength 3 : T h e C i t y h a s a c c e s s t o m u l t i p l e p l a t f o r m s t o disseminate timely information
and warnings including targeted notification through Everbridge, social media pages controlled by city
agencies and good working relationships with local media outlets.

•

Strength 4 : Information was successfully distributed via social media and there was extensive use of the
Everbridge system.

Recommendations:
1. Continue to build and strengthen our partnership with County Public Information Team to review and/or
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establish policy and procedures in activating/managing/staffing a Joint Information Center.

Situational Assessment
Mission Area: Response
Description: Provide all decision makers with decision-relevant information regarding the nature and extent of the
hazard, any cascading effects, and the status of the response.
Strengths
• Strength 1: The City administration recognized the potential threat that the storm posed and began
mobilizing key personnel in anticipation of the event.
Areas for Improvement
➢ Incident Information
The winter storm produced a significant amount of incident information, much of which was not stored in
a central system for evaluation to support decision-making or ensuring access to such information.
Decentralized management of information situation reports, and to a lesser extent spot reports, were
limited in supporting a snapshot of the incident status.
Recommendations:
1. Conduct more local exercises that include Situation Assessment as a tested capability.

Operational Communications
Mission Area: Response
Description: Ensure the capacity for timely communications in support of security, situational awareness, and
operations by any and all means available, among and between affected communities in the impact area and all
response forces.
Strengths
• Strength 1: City staff utilized the TEAMS platform to allow for virtual operations between the various
stakeholders during the event.
•

Strength 2: Inclusion of community partners in the EOC. These partners included Christus Santa Rosa-San
Marcos hospital and Texas State University. Regular communication was also maintained with Hays
County.

•

Strength 2: City personnel volunteered to call 30,000 citizens to ensure that they had power and water
services.

Areas for Improvements
➢ The TEAMS chat became overwhelming for many stakeholders who were assigned to various streams or
“chat rooms” causing them to overlook information.
➢ The TEAMS platform allowed for documentation posts but various stakeholders reported that they could
not gain access to them.
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Recommendations:
1. Ensure that personnel are aware of what chat streams they are assigned via the TEAMS platform.
2. Ensure that any documents that are posted for stakeholders are accessible by all stakeholders.
3. Re-evaluate best practices for dissemination and receipt of information from the public for future events.

Conclusion
While many strengths were observed, numerous areas for improvement were also identified.
This incident revealed many of the challenges facing the City of San Marcos in responding appropriately and
effectively to an incident of this type. The incident tested plans and procedures regarding response and
coordination. The participants demonstrated that their commitment and intent to support the response community
and cooperate with one another was impressive. This provides a strong foundation for future coordination,
planning, and overall emergency preparedness improvement.
Based on the identified deficiencies and the recommendations in this AAR, local agencies, as well as regional
partners, should consider forming working groups to tackle many of the concerns and issues noted in this report.
Following corrective actions, additional training and exercises should be planned in upcoming months for each
agency to re-evaluate their capabilities.
The contents of this After-Action Report are For Official Use Only. This AAR/IP may not be used without
consent from the City of San Marcos.
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