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To: SLDMWA Board of Directors, Alternates 
SLDMWA Finance & Administration Committee, Alternates 

From: Pablo Arroyave, Chief Operating Officer 
Jaime McNeil, Engineering Manager 

Date: May 11, 2026 

RE: Ratification of Execution of Change Orders Associated With the Jones Pumping Plant Unit 5 
Leak Investigation & Repair Project and Increase in Expenditure of up to $264,898 from the FY 
2026 EO&M Budget 

Background 
The scope of the Jones Pumping Plant (JPP) Leak Investigation & Repair Project (Project) includes a full 
disassembly of Unit 5 to investigate and remediate the cause of a leak that was discovered in the concrete 
surrounding the pump casing.  The project includes a vibration analysis, a full inspection and rehabilitation 
of the pump casing, balancing of the impeller, and replacement of the impeller wear rings.  The Project also 
included additional funding to supplement budget shortages identified in the FY25 Rehabilitate Coating on 
Pump Casings & Bifurcation Project as the projects are closely related in both scope and physical proximity 
and would be completed concurrently.  Authorization of the extended outage required to complete the work 
was obtained only after ensuring the team would make every effort possible to keep the project on schedule 
to return Unit 5 to service as scheduled or sooner if possible.  

Following a formal solicitation and after receiving authorization from the Board of Directors, a Construction 
Agreement was executed on February 5, 2026 with Hartman-Walsh Painting Company in the amount of 
$1,037,350 for the JPP Pump Casings & Bifurcation Pipe Recoating Project.  In an effort to front load the 
schedule as much as possible, a $72,000 Change Order was executed on April 10th to implement double 
shifts during the blasting phase.  Blasting of the project has been substantially completed to date, allowing 
a full inspection to quantify the amount of repair work required to prepare the surfaces for coatings.  While 
the condition of the bifurcation piping was found to be in good general condition, the suction elbow portion 
of Unit 5 was found to have excessive pitting and surface damage.  The surface requires a full coating of repair 
material to create a surface that the two-part epoxy coating paint will adhere to.  Additional media blasting 
will also be required after the repair material is applied to ensure proper bonding between the repair material 
and the paint.  Hartman-Walsh provided a Time and Materials estimate to complete this work with a not to 
exceed amount. 

A Construction Agreement was also executed on February 10th, 2026 with Unico Mechanical (Unico) for the 
JPP Unit 5 Impeller Balancing in the amount of $149,500 after an informal solicitation process was followed. 
Six qualified vendors were provided the solicitation directly, with one bid received from Unico.  Once the 
impeller was delivered to Unico’s shop, Change Order number 1 was executed on April 29 in the amount of 
$28,073 to perform non-destructive testing to determine the integrity of the impeller which brought the total 
contract value to $177,573.  Once the non-destructive testing was completed, Unico proceeded with the 
balancing procedure and immediately found the outer diameter to be significantly out of round.  An out of 
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round impeller could have detrimental impacts to the operation of the unit leading to uneven or excessive 
wear and vibrational issues.  Unico provided a proposal to disassemble the impeller, shaft, and wear rings to 
inspect, take precision measurements, machine to required tolerances, and reassemble.  

JPP pumping in July through September is forecast to be close to continuous five-unit operation.  Both the 
Impeller Balancing and the Pump Casing Coating projects are considered to be parallel critical paths to the 
reassembly of Unit 5.  Any delay of Unit 5 (spare unit) availability presents a higher risk of water loss for 
communities, farms, and businesses should there be any issue with the five remaining units.  To avoid this 
risk, and to maintain the aggressive schedule to make Unit 5 available by late August, staff executed both 
emergency change orders.  The Impeller Balancing Change Order was issued on May 1st and the Bifurcation 
and Pump Casing Change Order issued on May 6th. 

Issues for Decision  
A. Whether the Finance & Administration Committee should recommend, and the Board of Directors 

should authorize, ratification of execution of change order for Jones Pumping Plant Unit 5 impeller 
balancing with Unico and increase in expenditure of up to $123,058 from the FY 2026 EO&M Budget.  

B. Whether the Finance & Administration Committee should recommend, and the Board of Directors 
should authorize, ratification of execution of change order for Jones Pumping Plant Pump Casing and 
Bifurcation Pipe Recoating with Hartman Walsh Painting and increase in expenditure of up to 
$141,840 from the FY 2026 EO&M Budget. 

Recommendation 
Staff recommends that the Water Authority Board of Directors ratify execution of the change orders and 
cumulative increase in expenditure of up to $264,898 from the FY 2026 EO&M Budget. 

Analysis 
A. JPP Unit 5 Impeller Balancing Change Order 

Unico’s cost estimate for the impeller balancing work is $123,058, which brings the total Unico contract to 
$300,631. On April 27, 2026, staff and Unico discovered the condition of the Unit 5 impeller that posed a 
threat to Unit 5 if it were not corrected; the condition could not have been discovered earlier. Delaying the 
impeller work would cause the loss or impairment of water and water delivery services, as the JPP units 
support an essential public service and the Water Authority must minimize the risk of an extended outage. 
Specifically, delaying execution of the change order (and the start of the impeller work) would have caused 
delay in the availability of Unit 5 by a minimum of two weeks, and likely more, as it would have caused the 
impeller work to lose its place in Unico’s queue.  

Delaying execution of the change order would also have resulted in increased costs, as the impeller would 
have had to move two extra times (to and from Unico storage), and Unico would have had to accommodate 
storage of the impeller while waiting to be serviced.  Furthermore, Unico was the only vendor to submit a bid 
following the solicitation process. As a result, Unico is the only vendor, and  is best qualified to complete this 
work. 
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The Water Authority’s Consolidated Procurement Policy allows execution of construction contracts that 
exceed the $200,000 threshold without prior Board authorization, and without formal procurement action, 
in the case of emergency, to prevent or mitigate the loss or impairment of property or essential public 
services. (Section 1.2; Section 4.6.) Because with execution of the emergency Unico change order the Unico 
contract total now exceeds the $200,000 threshold, Board ratification (approval) of execution of the change 
order is needed. (Section 1.2) 

B. JPP Pump Casing and Bifurcation Pipe Recoating Change Order 
Hartman-Walsh’s cost estimate to apply a filler material and to provide an additional sweep blast to all 
surfaces in the pump casing and suction elbow is not to exceed $141,840 based on Time & Materials, which 
brings the total Hartman-Walsh contract to $1,251,190. On April 27, 2026, Hartman-Walsh and the Water 
Authority’s independent third-party inspector discovered the condition of the Unit 5 suction elbow and pump 
casing and notified the Water Authority of the need for repairs. Sixty hours of repair time was estimated within 
the original contract; however, the extent of the damage was much greater than anticipated.  This repair work 
is necessary to ensure a quality finish is achieved when coatings are applied.  It was imperative for the Water 
Authority to immediately authorize Hartman-Walsh to proceed with the Change Order work as they had to 
procure the repair material that has a lead time and to plan their staff accordingly to prevent any further 
delays.  Hartman-Walsh estimates this work will take six (6) days beginning on May 12th.   

The Water Authority’s Consolidated Procurement Policy allows the Water Authority to take immediate action 
required to prevent or mitigate the loss or impairment of property or essential public services. (Section 1.2; 
Section 4.6.) The increase in cost associated with execution of the emergency change order exceeds ten 
percent (10%) of the original contract amount with Hartman-Walsh. Consequently, Board ratification 
(approval) of execution of the change order is required. (Section 4.8.) 

As noted above, delaying the work proposed in either of these Change Orders would have directly delayed 
the Unit 5 return to service date, leading to a higher risk of water loss for communities, farms, and 
businesses.   

Budget Implications 
The Fiscal Year 2026 EO&M budget included $1,800,000 for the JPP Unit 5 Leak Investigation and Repair 
Project, which included $500,000 for Impeller Balancing and $650,000 to supplement the existing JPP 
Bifurcation & Pump Casing budget of $948,000.  Both Change Orders are within the budgeted amount. 

Attachment 
1. Unico Corporation Change Order 
2. Hartman-Walsh Change Order 
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