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Executive Summary
In November 2022, market sounding was conducted to gauge market interest in, and capacity available to 
provide consulting engineering services for the Iona Island Wastewater Treatment Plant (IIWWTP) Upgrade 
Project, which is the largest component of the IIWWTP Projects for which the conceptual design was approved by 
the GVS&DD Board, in March 2022. The Project is required to upgrade the existing primary plant to a minimum 
secondary level of treatment. This market sounding is not part of the designer procurement process; its result will 
be used to inform the upcoming procurement.

Metro Vancouver invited consulting engineering firms with 
expertise in wastewater treatment infrastructure design to 
participate in pre-procurement market sounding discussions. 
The purpose of the market sounding was to give participants 
an opportunity to learn more about the IIWWTP Upgrade, 
share their interest in the project, and offer feedback in 
support of Metro Vancouver’s planning for procurement in 
2023. Participants were provided with an Information Brief and 
a Discussion Guide to learn more about the project and to 
prepare responses and questions of their own.

Using these materials to guide the conversations, IIWWTP projects team members held several meetings 
with participants that were focused on level of interest and marketplace capacity, indicative packaging and 
procurement approaches, terms and conditions, and risks.

Insights received from the market will help the project team inform and finalize its procurement strategy and 
timelines, which will support Metro Vancouver as it embarks on its largest infrastructure project to date. The team 
will continue to welcome and review submitted feedback from market sounding participants and the wastewater 
marketplace and incorporate input, where applicable, as it refines approach, procurement processes, and 
associated documentation related to the IIWWTP Projects.

The following report captures the key themes and findings from the market sounding and valuable input received 
to date. 

Metro Vancouver thanks everyone for their participation during this pre-procurement market sounding. Metro 
Vancouver remains committed to managing fair, transparent and competitive procurement processes for all 
projects.

http://www.metrovancouver.org/services/liquid-waste/LiquidWastePublications/IIWWTP-UpgradePreProcurementMarketSounding-InformationBrief.pdf
http://www.metrovancouver.org/services/liquid-waste/LiquidWastePublications/IIWWTP-UpgradePreProcurementMarketSounding-DiscussionGuide.pdf
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Background
The Metro Vancouver Regional District, through Greater Vancouver Sewerage and Drainage District (GVS&DD or 
Metro Vancouver), is in the process of procurement planning for Consulting Engineering Services for the IIWWTP 
Upgrade Project. 

The objectives of the pre-procurement market sounding can be summarized as follows:

• Raise awareness of the IIWWTP Projects and specifically the IIWWTP Upgrade which is the largest 
component of the IIWWTP Projects.

• Generate interest in, and inform, the upcoming IIWWTP Upgrade procurement. 

• Lay the groundwork for robust competition. 

• Gather market perspectives on approaches to managing integration and interface risk.

• Collect information on potential designers’ capacity and expertise.

• Identify potential opportunities for alternative service delivery approaches and partnering.

The existing IIWWTP is a primary treatment plant situated on xʷəyeyət (Iona Island) at the mouth of the North 
Arm of the Fraser River in Richmond, British Columbia. The plant was commissioned in 1963 and currently 
serves approximately 750,000 residents in the Vancouver Sewerage Area (VSA). Metro Vancouver’s 2011 Liquid 
Waste Management Plan (approved by the provincial Minister of Environment), and federal Wastewater Systems 
Effluent Regulation, legislated in 2012, require that the plant be upgraded to secondary treatment no later than 
December 31, 2030.

On March 25, 2022, the Greater Vancouver Sewerage & Drainage District Board approved the conceptual design 
for the IIWWTP Projects. The largest component of the IIWWTP Projects is the upgrade of the IIWWTP to a 
minimum secondary level of treatment (IIWWTP Upgrade). The IIWWTP Projects represents the largest multi-year 
infrastructure program undertaking for Metro Vancouver to date. The conceptual design for the new IIWWTP 
includes:

1. Replacing the existing preliminary and primary treatment components.

2. Constructing new secondary and tertiary treatment components to meet and exceed provincial and 
federal regulatory requirements.

3. Constructing new and incorporating the reuse of existing solids management infrastructure including 
digestion and dewatering facilities.

4. Improving the road network and utilities that connect into the IIWWTP. 

The IIWWTP Upgrade will significantly improve the treated wastewater quality being discharged to the Salish 
Sea. The IIWWTP Projects also includes the development of complementary ecological restoration projects to 
restore Iona Beach Regional Park’s (IBRP) diverse and sensitive ecosystems, build climate resilience, increase park 
visitor connection to nature, and support the integration of the wastewater treatment plant with the park and 
community.

http://www.metrovancouver.org/
http://www.metrovancouver.org/services/liquid-waste/projects-initiatives/iona-island-wwtp-project/Pages/default.aspx
http://www.metrovancouver.org/boards/Pages/default.aspx
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Market Sounding Process
Metro Vancouver invited consulting engineering firms with expertise in wastewater treatment infrastructure design 
to participate in pre-procurement market sounding discussions during the month of November 2022. Participants 
were invited based on their experience with wastewater treatment infrastructure design on projects of similar 
scale and complexity. Meetings were held virtually over two hours with each of the participant firms and project 
team members of the IIWWTP Projects. 

Pre-read materials were shared in advance to enable preparation and to facilitate robust dialogue. The IIWWTP 
Projects team shared a brief presentation at the outset of each meeting and then went through the Discussion 
Guide questions, followed by questions posed by participants. To enable an open and informal discussion, the 
IIWWTP team confirmed that findings from the various discussions would only be captured in aggregate, in 
themes, and no attribution to any individual or firm would be included in the summary report.

What follows are the key themes and findings from the market sounding discussions.

Key Themes and Findings
Market sounding participants were provided with a Discussion Guide in advance of the meetings, giving them 
time to review and prepare responses to the following questions. Responses have been captured in aggregate 
below.

1. With the information available to you, what is your level of interest in participating in the IIWWTP 
Upgrade procurement and what do you see as your primary role? 

There is a high level of interest in the IIWWTP opportunity. Most participants saw their role as suitable to lead 
the design team, or fulfill a primary subconsultant role. Some participants felt they would be best suited to 
undertake a particular package of work, or several packages of work, in a significant subconsultant capacity. 
Most participants felt having a role during Phase 1 (Preliminary Design) would be beneficial to facilitate 
continuity into Phases 2 through 4 (please see Information Brief for more information).

Some participants noted their level of comfort with being a subconsultant to larger firms would be increased 
if roles and fit - including risk, liability and culture - were clear from the outset of the procurement process. 
While some participants felt comfortable taking on the entire design scope, they recognized that broader 
participation and partnerships are a priority for Metro Vancouver.

Additional discussion around Early Contractor Involvement (ECI) ensued, with varying levels of familiarity 
amongst participants with that approach. In general, engaging a contractor during the design process was 
seen as an effective tool to mitigate interface, cost escalation and integration risk.

http://www.metrovancouver.org/services/liquid-waste/LiquidWastePublications/IIWWTP-UpgradePreProcurementMarketSounding-Presentation.pdf?Web=1
http://www.metrovancouver.org/services/liquid-waste/LiquidWastePublications/IIWWTP-UpgradePreProcurementMarketSounding-DiscussionGuide.pdf
http://www.metrovancouver.org/services/liquid-waste/LiquidWastePublications/IIWWTP-UpgradePreProcurementMarketSounding-InformationBrief.pdf
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2. Considering the scale of the project, and the packaging approach presented in the information brief, 
what approaches would you recommend to create opportunities for local firms, and First Nations, 
participation in the design of the IIWWTP Upgrade?

Participants all understood and agreed with Metro Vancouver’s commitment to developing the local 
economy through opportunities for smaller, local firms as well as partnerships with First Nations. There was 
significant discussion regarding how best to achieve capacity building in and amongst the Metro Vancouver 
marketplace. 

Participants struggled to articulate the best way to achieve the optimal split across resources and sought 
clarity for how local is defined by Metro Vancouver. Suggestions were made for Metro Vancouver to set a 
target percentage for local firms’ involvement or establish a roster of qualified firms that the lead design team 
could select from and sub-contract to fulfill its commitment to engaging with local firms and potentially First 
Nations’ businesses. Participants raised the need to find a balance between costs and benefits of engaging 
smaller and local firms, as well as the need to define how Metro Vancouver defines local. Including incentives 
for broader participation was considered a reasonable approach, whereas penalties for non-compliance were 
much less popular with participants.

When asked about resourcing with a diversity, equity and inclusion lens, most participants spoke generally to 
corporate policies and processes to increase broader participation on project teams. Some specific examples 
were given with regards to moving towards gender parity, as well as working with historically marginalized 
populations to develop more inclusive practices and to increase participation.

3. Given the substantial resources required to staff the project and the capacity risks you’re seeing in the 
marketplace, what are approaches to ensure the effective management of resources? 

All participants recognized the challenges with capacity in the current marketplace and each described 
how they generally undertake resourcing of large projects. For the most part, participants indicated they 
would draw upon expertise from across their geographical locations and either re-locate a core team to the 
Metro Vancouver region or put their Metro Vancouver-based team on the project. Most participants felt they 
would require a substantial piece of work for the long term to be able to effectively address the resourcing 
challenges of the project i.e. participation during all four phases of the project would be preferred. All 
participants noted the importance of having clear lines of accountability in place throughout the duration of 
the project. Particularly given the long-term nature of the IIWWTP Upgrade Project, having a clear resourcing 
strategy and a resourcing management plan, including succession planning, was an agreed-upon priority.

4. Having seen the indicative risk table in the information brief, what risks do you think the designer is 
best suited to navigate and what approaches could be taken to mitigate those risks?

Participants were somewhat hesitant to assume significant risk and preferred a collaborative, or shared, 
approach to defining and mitigating most major risks. 

The following table summarizes the risks that were discussed during the market sounding and the 
participants’ response to how risk will be managed.
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No. Risk Category Description of Risk Responsibility

1 Resources Based on market conditions, the risk 
that key personnel with the skills and 
experience are unavailable for the project, 
or insufficient resources are available 
to complete deliverables to meet the 
schedule.  

Participants agreed that the designer is 
responsible for managing resourcing risks.

2 Errors & 
Omissions 
(Quality Risk)

The risk that the preliminary (and detailed 
design) or other scope responsibilities 
are not undertaken in a prudent and 
professional manner leading to errors 
in downstream work. Current Metro 
Vancouver policies have no limits on liability 
for design work.  

Participants agreed that the designer is 
responsible for managing errors and omissions 
and quality risk.

3 Site and Soil 
Conditions

The risk that actual site and soil conditions 
are different from what was understood at 
the time of design and construction.   

Participants agreed that the owner is generally 
responsible for pre-existing conditions but 
could work closely with the owner during the 
design process to help mitigate.

4 Site conditions 
and Ground 
Improvements 

The risk that ground improvement work is 
undertaken by a separate contractor and 
a risk exists where the requirements of the 
design of the plant are not consistent with 
the ground improvements undertaken.

Participants agreed that the owner is generally 
responsible for pre-existing conditions but 
could work closely with the owner during the 
design process to help mitigate.

5 Design 
Schedule Risk

The risk that delays in design affect overall 
schedule.

Participants agreed that the designer is 
responsible for managing schedule risk, based 
on the assumption that the owner does not 
create significant schedule delays. 

6 Construction 
Schedule Risk

The risk that delays in construction affect 
the overall schedule.  

Participants agreed that the contractor(s) 
is responsible for managing construction 
schedule risks, based on the assumption that 
the owner does not create significant schedule 
delays. Risks could be mitigated through Early 
Contractor Involvement process.

7 WWTP 
Performance 
Risk 

The risk that WWTP does not perform 
as specified, which may be due to 
performance of equipment and/or 
integration of the systems. 

Participants agreed that the WWTP 
performance risk is shared across all parties, 
though the process design portion of the 
performance risk is primarily carried by the 
designer.

8 Interface Risk The risk of multiple designers and/
or contractors working independently 
resulting in a system that cannot operate or 
the risk that significant disputes between 
contractors result in significant cost 
overruns and schedule delays.  

Participants agreed that interface and 
integration risk is a shared risk between 
the owner and the designer, noting Early 
Contractor Involvement brings its own set of 
risks. Feedback was offered that bringing the 
contractor in as early as possible during the 
design phase is beneficial for all parties.
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5. From the timeframe and scope, we’ve shared for the procurement process, do you have feedback on 
timelines and expectations?

Generally, participants agreed that IIWWTP Upgrade Project, while understanding that the schedule has been 
designed to comply with federal and provincial regulatory and legislative requirements. Some participants 
thought there were ways to accelerate the timeline through a streamlined process. With regards to the 
procurement process, participants suggested that having early access to evaluation criteria and scoring, or 
weighting, would be beneficial to effectively developing appropriate bid and teaming strategies.

Participants suggested that Metro Vancouver create a roster, or a pre-qualified list of sub-consultants, that 
the lead design team could select from and sub-contract during the design phase of the IIWWTP Upgrade 
Project. Rather than require a stipulated percentage or amount of smaller, local firm participation at the outset 
of procurement, participants preferred having the opportunity to work collaboratively with Metro Vancouver 
to achieve broader market participation over the life of the project.

Participants anticipated a two-stage procurement process with a Request for Qualifications (RFQ) followed by 
a Request for Proposals (RFP) occurring over six to nine months, with a contract being awarded in late 2023.

With regards to pricing, most participants expected a time and materials pricing structure, with some 
openness to a cost-plus approach. Some suggested designing to a fixed maximum construction cost rather 
than designing to a particular design standard, which could result in significant construction costs escalation. 
Suggestions were made for liability insurance for an umbrella structure (i.e. – joint venture as a whole) rather 
than for individual firms. Some participants noted that the Prime team could absorb liability and not pass 
down unlimited liability to sub-consultants.

6. Is there any other information that you wish to share that may inform Metro Vancouver’s approach to 
project delivery?

Participants offered examples of similar projects and procurement processes that they felt were fair, 
collaborative and could be considered to support the IIWWTP projects team with determining the best 
process and approach. Several participants recommended that quality-based selection and collaborative 
behaviour analysis be considered for the procurement of consulting engineering services. Some participants, 
particularly those who have been less active in previous or ongoing Metro Vancouver projects, urged Metro 
Vancouver to consider more equal weighting of relevant project experience not completed for Metro 
Vancouver, but that offer similar scale and complexity. Having a level playing field was considered an essential 
element of a fair and inclusive procurement process.



Iona Island Wastewater Treatment Plant Projects 10 Pre-Procurement Market Sounding Consulting 
January 2023  Engineering Services (Designer) Summary Report

Questions and Answers
In addition to the feedback participants provided during the meetings, participants were given the opportunity to 
ask questions of Metro Vancouver. The summary below provides general responses to the most commonly asked 
questions that emerged during the market sounding.

 The responses provided below are general in nature and are not intended to provide definitive answers to the 
approach that will be undertaken for the IIWWTP Upgrade. Metro Vancouver may adapt its approach to align with 
the unique objectives and requirements of each project and procurement.

Question Response

What role will the Program 
Management Consultant play in 
relation to the lead designer?

In May 2022, Stantec was awarded a contract to be the Program Management 
Consultant for the IIWWTP Projects and has been working closely with the 
IIWWTP Projects team via an Integrated Program Management Team (IPMT) 
structure. The IPMT is made up of Metro Vancouver and Stantec staff.  The 
selected designer will have no contractual relationship with Stantec but will 
work collaboratively with the IPMT to meet the objectives of the IIWWTP 
Upgrade Project.

How will Metro Vancouver avoid 
conflict of interest throughout all 
phases of the project?

Metro Vancouver will have structures and roles in place to identify, assess 
and mitigate any conflict of interest that emerges. For example, the team is 
considering having a Fairness Advisor, Relationship Review Committee, and 
a Conflict of Interest Adjudicator in place throughout the procurement of the 
IIWWTP Upgrade Project.

Will Metro Vancouver share a high-
level summary of its evaluation 
criteria and scoring prior to the 
commencement of procurement?

Metro Vancouver continues to seek feedback from the market as to how 
best to create opportunities for a wide number of participants in the IIWWTP 
Projects. We are considering sharing a high-level summary of evaluation 
criteria and weighting in advance of procurement. Interested parties can 
check the IIWWTP Projects website for updates.

What alternative service delivery or 
public private partnership models is 
Metro Vancouver considering for any 
or all packages of work?

Metro Vancouver is seeking feedback from market participants regarding 
what packages of work may be best suited for an alternate procurement. 
While it is anticipated that the preliminary design will be completed as one 
integrate scope of work that will converge on the completion of a Preliminary 
Design Report, there are packages of work such as the Operations & 
Maintenance Building, Biogas Treatment Facility or other components that 
may be well-suited to an alternate delivery approach.

Is it a priority for Metro Vancouver 
to have the lead design team co-
located with the Integrated Program 
Management Team (IPMT)?

While not feasible to co-locate all resources given the size and timeline of the 
project, it is desirable that some resources will be in a position to co-locate 
with the IIWWTP Projects team.
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What is Metro Vancouver doing to 
contribute to building capacity in the 
marketplace? 

Metro Vancouver is committed to making the IIWWTP Upgrade Project 
a catalyst for creating local economic development opportunities in the 
region and will work with the Consulting Engineer to create capacity in the 
marketplace.

Will Metro Vancouver make its 
design standards publicly available?

Metro Vancouver makes relevant design standards available with all WWTP 
infrastructure procurement packages and will include all IIWWTP-specific 
design standards and expectations in the upcoming procurement packages 
as well.

Will Metro Vancouver be holding 
additional market soundings in 
the future to enable more market 
participation?

Metro Vancouver anticipates holding a market sounding for construction firms 
in 2023. In addition, Metro Vancouver anticipates holding information sessions 
and/or collaborative meetings with proponents during procurement.

Reference Documents 
• Information Brief

• Discussion Guide

• Video

• PowerPoint

Contact Information: If you have questions, comments or feedback you would like to share with the IIWWTP 
Projects team, please connect with us at IonaWWTPTeam@metrovancouver.org. Thank you.

http://www.metrovancouver.org/services/liquid-waste/LiquidWastePublications/IIWWTP-UpgradePreProcurementMarketSounding-InformationBrief.pdf
http://www.metrovancouver.org/services/liquid-waste/LiquidWastePublications/IIWWTP-UpgradePreProcurementMarketSounding-DiscussionGuide.pdf
http://www.metrovancouver.org/media-room/video-gallery/liquid-waste/761678950
http://www.metrovancouver.org/services/liquid-waste/LiquidWastePublications/IIWWTP-UpgradePreProcurementMarketSounding-Presentation.pdf?Web=1
mailto:IonaWWTPTeam%40metrovancouver.org?subject=IIWWTP%20Pre-Procurement%20Market%20Sounding%20Consulting%20Engineering%20Services%20%28Designer%29
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