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Woodsville Water World
A water system
adventure game

| Purpose

o build. ozerate, and maintain a viable water system for Weodsville

<<=o m:o:_n _u_m<

Anv elected or appeinted official interested in providing wate vice to

Rules of the Game

¢ Divice the group into three team

¢ As you move ‘from place to place fellow alorg in your workbook

¢ Be ready te share whart you have learnge ; slong the way.

¢ Each team starts the "game’ withk 560 000 in water cucks and may
have the opoortur Ty to acce:t & check in the amount ¢f 51,000 £00 t¢
CONSIYUCT @ community water system, if they fellow the right path an
leave little to ckance

¢ There is notime limit; in fact for mest communities this car take year
or ever decades. This is not a race to the Enish: it's a challenga to build
cperate, and maintair a viatle water system

How to Win

¢ Ccnsider alternative

. .ﬂ ¢. ﬁ:d e alK * ﬁ :— ~— () :—..T ...~;. .w...,n..“v.. ..*‘.-.....|.... may —....:. mor2 to _.__:-w.,”...—
than vou realize

e Seek inzut from ozh

e Yater is nol free; remember who ultimately pays for the svstem

Mistakes to Avoid

¢ Be careful before yvou start: the game may never end

e Be careful when presented with bargain solutions
e Be careful to include community involvement
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Getting Started: Needs, Alternatives, and Planning

The residents of Woodsville, population of 2,500, are dealing wilh a recurring
waler crisis. During the last drowaht, even more homeowners lost their well waler
supply and needed to haul water through the suntmer. Seme of the fhiomeowners
are drilling newer, deeper wells, while others cannel afford to.

Unfortunately, the deeper wells, while they provide vlenty of water, are high in
iron. The local elected officials are considering a new communily waler system o
seyve the fomes, businesses, and industries in the area.

,+* There are two choices. .,

L]
Initiate Community Involvement Process (pay $200)
invelvement process (CIP)

. .
Hire a Design Consultant (pay $5,000)
The conventiona! cholce is 1o hire a design consultan: right away 10 begin Ancther approach !s to initiate a commul
clanning a system tc serve the commurity, Remer ser these professionals  to betier define needs ard concerns. Elected and appointed officials water
comimunity representatives. residential. commercia.. and

are expails at selecting equipment ard designirg infrasructure. They, plan: empioyees o R
edia all skould be pan of the community

industrial water users; and lccal

however, are ne: charged with the responsibility of knowing what is oest for
a community .o. nvolvemert process. For expensive community projects a prefessicnal
oo. ‘acilitator can help guide the inputs into the CIP The faciiitator wil! Ekely
o’ organize small, focused greup discussions, communily surveys and expert
Conduct a Public Hearing (pay $100 parels to identify the followirg:
Controversy and corflict often emerge cnce the design is completed e Key community vaiues
and is oresented to the public for the Frst time in a public hearing Putlic o Imnortant public pelicies

nearings are required by law to ensure that public decis'ors are not made o Relevart facts
in secret. They are also intended to show that public support exists for the This infermation from all interests in the commurity, forms the basis for
“ect. This tvpe of meeting is supposed to provide an opperiunity for selecting the appropriate approach to solving the communitys proslemis).
the puklic te evaluate the plans and urderstand the rationae behind a

maior capital expendizure. Unforturately, pr
gathering public inpu:. People who have strorg opinions for or against the

oroject, tend to dem!nate the meeting.

¢ meetings are & poor way of

Read #7—Information presented at z . . - .
After the information is gained,

public meeting enrages local opposition .
group. Yard signs against the local elected community leaders face two more
officials spring up all over town. You are choices.

voted out of office. Water system project is Lot

halted. GAME OVER. =
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Hire Design Consultant (pay $5,000)
The information from the cemmunity invelvement process can be shared
with a design engineer to aid in the development of a water system. A

system is designed te meet the community's needs. but mav not be the best

alternative

Conduct Public Hearing (pay $100)
community involvement, without examining altematives, a
system plan at a pudlic meeting
arell of the

Even with
design consultant can efficiently present a
The cutcome of this approach often depends on chance or*
dice

Roll #1 or #2—Local residents object to system as
designed and refuse to grant easements for construction.
Without public support, project is abandoned. GAME OVER.

Roll #3 or #4—Proposed system as designed is too
expensive for most citizens. System rejected. START OVER.

Roll #5 or #6—Lucky you! Affordable alternative was
selected and designed; you are the hometown hero. GO TO
NEED FINANCING (pages 9-12).

Hire Consultant to no:n:oa Alternative Analysis
(pay $2,000)

Armed with the information from the community involvement process
the lccal officials can begin to consider alternatives. A professional will
need to help with the technical aspects of an alternative analysis

The major oenefit of this step is to consider a variety of approaches to
solve an identified problem in an appropriate way that fits well with the

va.ues policies, and facts expressed during the community involvement
Drocess

An alternative analvs
facilities plan, considers .jm ?.w
¢ Detailed prejections of water use
¢ Alterrative aralvsis immm: source of water (including water chemistry

hydrogeology ard engireering to treat and distribute water)

* Cost estimates for every alternative | oroken out by obzaining yield
and operation and

s also known as a feasibility analysis or general

owing

transmission. treatmert, sterage distribution,

maintenance;
e Comparisons of ___m. ycle costs
¢ Consideration of financing options
e Estimation 2 rates and charges

'.
* Hire Design Consultant [pay $5,000)

Using the information from the CIP and the detailed alternative
analysis, the design engineer is able to match the public policies with the
community’s values and design the most alfordable system to provide

the necessary capacity, adequate treatment, ease of operation and
maintenance, and system viability oo

Conduct a Public Hearing ?2 $100)

A public hearing at this stage should be to merely fulfill the legal obligation With adequate public
involvement and detalled alternative analysis, all explanation, discussion, and exchange should have
been resolved ahead of time The public hearing Is the opportunity to announce the final decision
before the expenditure of public funds and to confirm public support for the project

Read #8—Public meeting is a success because of initial community involvement
process. The most feasible and economic alternative is selected, project design
plans are presented, residents know what to expect during the construction

process and a financing strategy can be developed. GO TO NEED FINANCING

(pages 9-12).



Lessons Learned
Ar outside facilitator should guide a community invelvement process.
Professionals skilled in gathering information from people with a wide
range of irterests can e found through local colleges. courty extensior
cffices, technical assistance providers, professional associations, and even
the humar rescurces departments of nearby companies

An alternative analysis that ‘ncludes detailed, separate cost
informatien for developing differert water scurces treating water to

different _evels of gualizv, and districuting water to differert areas ir
ard around the community wil enable community leaders te match the
developmen: of water system components with impoerant community

values ard policies

Efficient design will save the community time, money. ard frustration

and will eocur when design prefe wals know what the commurity really

wants in order o sclve & water supp.y preblem. Design prefessionals are

experts in making techinical decistons. It s unfair tc ask them to make

community value and pelicy cecisions. Woodsville residents value their ?&«v«:&«:& and 8352::& E«:RG. Water
fardness is not a big concern. They want water that is safe to drink and free of
iron. If the waler is hard, some people are willing to install and operate household
water softeners. Some residents were also worried about providing fire protection
for the century-old fiomes in town. The alternative analysis gave them the
information they needed on the cost of buying high quality waler from a nearby
town, drilling wells five miles away that are free of iron bul hard, or drilling ten
wells in towit Lhat have high iron and hardness. The residents also liked the idea
of a community water tower with the name of the town lo give their communily
recognition.
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It is tempting to app

Obtaining Financing and Financial Packaging

After bringing together all differenl interests as a part of the community
involvement process, several additional issues emerged. The community has
three distinct housing areas with different needs. The oldest part of town fas
homes from the late 18008 with shallow wells. Owners on fived incomes have litlle
resources to develop a new water supply. A maobile fome park that was developed
25 years age has a waler well to serve the trailers, The park is continually ciled

Apply for Financing (pay $100)

Once a water syste

m cesign is proposed, a community needs the money to make the plans a realty.
v e & large number of funding sources to try to find a single financirg entity.

Unforturately, apelyirg for Enancing in this manner can be a “ro’] of the dice.” Each financing source
wil. have its own application orocess, project activities, ard project and reporting requirements |of

S

wrings attached !
Fundirg sources als

following

Create jobs
Elimirate blight
Improve heath ard safety

Serve specia. populations (such as low-ircome h

Roll #1—Project is not eligible.
Pay $500 for time wasted, Return to
beginning of NEED FINANCING.

Roll #2—Application rejected
because instructions were not followed.
Pay $500 for time wasted in making the
corrections. ROLL DICE AGAIN.

Roll #3—Project requires
environmental review. Lose a turn and
pay $1,000, ROLL DICE AGAIN,

o have their own missions to fJlfill: some agencies previde fungs to do the

wsehelds elcerly nersons, migrant workers etc |

Roll #4—Funding compliance
guidelines increase costs making
project unaffordable. Pay S1,000 for
additional compliance guidelines.
ROLL DICE AGAIN.

Roll #5 or #6—Lucky you! Financing
is acquired, Accept $1,000,000 check
at the Woodsville Heritage Day Festival.
PROCEED TO IMPLEMENTATION
(pages 13-16).

by the OEPA for bacteria violations on its communily water system. A group of
large execulive homes have recently been built on large lots on the edge of town.
Their deep wells are high in iron. A nursing home in the communily has an
opportunily lo expand, doubling the number of jobs, but cannot do so because of
an inadequate well. A food processing plant ten miles out of fown is considering
relocating lo @ nearby fown wilh a public waler susten,

.. There are two choices.,

.O.
o

Community Involvement in
Financing (pay $200)

The community in

prings cut community values, policies and

facts. This tyoe ef information s needed when

considering proiect financing. Some of the

items ta be considered in financing irc ude the

following:

* Pay-as-you-go

o Collecting eligizility data since some funding
sources have income requirements

* Listing the commurity's current cbligaticns
re_ative tc cbtaining future financing, suck as
other cutstandirg loans or obligations

¢ The community's administrative capacity to
manage the project through the accentance
of funds payirg bills supervising contractors,
repaying loans, and preparing for audits

LR R
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o
Use Financing Coordinator (pay $500)

Financirg cocrdinators are professionals who have expertise in matching
communrity neeas with funding sources They are familiar with the goals
ard recuirements of many funding sources and can package a number of
fund:ng options together to leverage the necessary funds. Cnee several
financirg opticns are identified, they can help a community work through
the application process. Seme financing coordinators can also aid in setting
up the acministrative system to administer the funds

Your community may already have someone with this expertise This
can be supplemented by someone else in a nearby community with similar
needs Technical assistance providers also exist with these capabilities
Cepending on their organizaticnal mission and time commitments,
such services may be available at a subsidized rate In addition some
engineering consuiting firms employ Anancing coordinators

L

Apply for Financing [pay $100)
Matching the community values, pelicles, and facts with the sources
of funding, the commurity. with the aid of a financing coordinator, can
azply for funds, Since appiving for funding takes time. the community can
target the sources that share its mission. With the facts it has on hand. the
aopplication process is straightforward and more accurate. Understanding
the funding programs allows a community to more easily package funds
from multiple sources and leverage resources. Keeping community values
ir mind is critical—loans must te repaid by the water system users, so the
residents must see the value in the services they receive

Read #7-—Funding package is put
together from several sources; keeps
interest rates low and includes external
grants to make project affordable. Accept
$1,000,000 check at Woodsville Heritage
Day Festival. GO TO IMPLEMENTATION
(pages 13-16).

et
-\:



Lessons Learned

Community involvement in projec: financing is a continuation of the
process started under facilities planning. The ::;..mﬁz”.q.x_ facilitator can
help a commurity idenzify its values regardirg the cos: of service delivery,
infrastructure, and community am.,_m_vuamg q m. onal ‘acilitator
can be feund through local o«
assistance providers, professional associazions, and even the kumar
resources departments of rearby companies

eges county extensien offices, technical

Financing coordinators have speca knowledge and =ki'ls relative
to matching furding scurces to community needs values, and policies.
They can be found through techrical assistance service providers
funding agencies, and seme charitable organizations. [n Chic, the Small
Commurizies Environmental Infrastruciure Group has developed & list of
funding scurces and has crgan!zed a financing committee that will meet
with leaders of small communities to help identify and package funding

sources

Grant funds are limited ard nore will pay the entire project costs

Water sunply and treatment projects are interded to be self-supportirg

through rates and charges. Althcugh some grant funds are available, loans

are more commren and rmust ultimately be nald back oy the users Whenever

possible, it is best to pay as vou go in order to minimize deb: ard inte

payments Woodsville has a variety of users in different categories. These cafegories
match well with the missions of several funding sources. By galhering
the facts, they can more easily apply for funding programs that help low-
income residents, support the elderly, and create new jobs. Some of the
residents are in a position lo pay-as-they-go, reducing interest rales for the
community. Working together with the nursing home as it plans to expand,
the community was able lo share a compuler program to manage the funds.
Since the community values its independence and community identity, it
sold bricks at a communily festival to build into the new water plant. The
proceeds will go to provide grants o elderly, low-income residents.
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Implementing a Water System Project
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Implementing a Water System Project
Woodsville was successful in oblaining a low-interest loan for 60% of ils project:  is expected to pay 10% of the tofal project casl up-frond lo cover design services.
the 30-year loan will be repaid throuah user fees and charges. Two granfs were An additional grant will be available fo assist low-income and elderly households
received totaling 30% of the total profect cost. One was granted o allow the directhy with the cost of extending laterals.
mobile home park to properly abandon its contaminated well and connec! to the The conmunity musl now hire a conlractor to construct the treatment plant
community system. Another granl was awarded because it was demonstrated and distribution systent and hire an operator fe run the systen.
that he project would result in job retention and/or creation. The community
_..+* There are two choices..,,
" o b ey
Hire Construction Contractor (pay $1,000,000) Continue Community Involvement
Contractors are often selected based on the lowest bid Unferiunately rot every issue regarcing —u-......ommm (pay S200])
system censtructior car be idertified in a bid cocument. Cortracters are working in residents The community involvement process shouid
lawns and in front of their homes. Easements must be cbtainea to construct on private property. nct stop after the project is Fnanced. Facts about

Permits must be cbtained to ensure the preject meets all regulatory requirements Unforeseen

costacles car 31 encountered that create delays. Withou: a mechanism in the community to facilizate

communication Delween the contractor and re
centracter can sometimes oe a ‘rell of the dice.”

sidents. misuncerstardings can arise. Hiring a

Roll #1—Cost overruns of $50,000; RETURN TO NEED FINANCING.

Roll #2—Construction delays, contractor defaults; IMPLEMENTATION
PROCESS STARTS OVER.

Roll #3—Complaints about construction nuisances; mayor and council voted
out; GIVE YOUR GAME PIECE TO THE NEXT PLAYER.

Roll #4—Failed to obtain necessary permits; PAY FINES AND PENALTIES OF
$1,000 BEFORE YOU PROCEED WITH IMPLEMENTATION.

Roll #5—Hire attorney to enforce construction contract; PAY LEGAL FEES OF
$1,000 and GO TO "SET UP CONSTRUCTION TEAM.'

Roll #6-—Lucky you! PROCEED TO OPERATION (pages 17-20), repeat for 20
years, then PROCEED TO NEED SYSTEM UPGRADE (pages 21-24).

the community and its infrastructure can greatly
aia ir the corstruction process. Policies _.mm.. ardirg
when construction can occur impact simelings
Y'hen reads and _,4..24 are excavated. people's
cencerns abeut access and landscaping must ra
censicered. The commurizy involvement nrocess

vields important communlty information for the

centractor to :::; ep the project on time, on
buceget, and to aveid conflicts 2
Es
o0 ® =
o0?® e
Select _Sm:muo:..o:« Structure [pay
S200)
While it may seem early, a management

structure ‘or the water systemr should be outlined.
IF @ water svstem _...5_,,"._.,3._,‘.3 structure is
already in place. this is a good time 1o re-evaluate
Acditioral Bi.axc..:‘.....z respensibilities may
come with an upgrace, requiring more stalfl or
at least more stafl training By establishing a
manragement structure early. a chain of command
can be outlined, staff training can be identiied
and procedures can be laid out belore too

many “irreversible” decisions are made during

construction u
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Identify Operator (pay $200)
A qualified operater s critical to providirg water and protecting the

health and well-being of the citizens in a community. The size and level
of treatment &t a plant will determine what class of operator is necessary
In addizion to the required certification, it is impeortant for the qualified
operator 1o have geod organizational and communication skills, be
resourcefal, and oe able to work as part of a team. Finding a qualified

operator can be accomplished through placing a iob advertisement in a
local or regioral paper and by cortacting a water professicnal association
or crganization. It is important for the operater to be identified early so that

he ¢r she is azle t¢ do the fcllowirg:
* Krow the reasons why the svstem was developed a particular way
o Xrow where all of the svstem components are before they are burled
* Guide the imp.ementatior. of the system tc make it easier 1o onerate

ene*?® e

Set _._v Construction Team
It is impertart to continue [oca. oversight of the censtructior process to

assure that everything runs smoothly and according to schedule. [n addition
o the design engineers and the contractor a construction t2am might
include the superirtendent and operater, as well as represenzatives from
community leaders. community members, and maijor water users. At the
veginning of the implementation phase it may be necessary to meet weekly
in order 1o share information. After that, monthly meetings may be more
appropriate A local official should be named who can attend every meeting

and has the authority to make decisions regarding the contract, because
matters such as change orders and partial payment orders may arise (and if

Council meets once a month, delays can be avoided)
seet’
ene?®

Hire Construction Contractor (pay $1,000,000)
The design engineer will help develop the bid specification documents
and assist in the evaluation of bids. It is important that the selection of a
construction contractor be based on the qualifications of the firm (anc

subcontractors), not just price. Factors to consider are the reputation of

the firm, its ability to keep on time and on budget, and small community
experience

Read #7—Congratulations on a job well done; proceed to OPERATION (pages 17-20), repeat for 20
years, then proceed to NEED SYSTEM UPGRADE (pages 21-24). "



Lessons Learned

Cost controlis importan: in maintainirg community support for the
project and cenfidence in the local eleczed officials and the managing
authority. Cost overruns and fines are often not covered by grant or loar
agencies and usually have t¢ be covered by already tight local budgets.

Hire the superintendent and operator carly inthe process to
represent community interests anc save the community money in ¢esign
and construction It also contributes to their commitment to the project

Managemaent structure selection s crical to the successiu
operation cf a water treatment system. It is important to start thinking
anout this in advance of corstruction

Selecting a contractor that will build the system as cesigred by
the engineers with ‘nput from the supenntendent and operater will also
enzure the successful operation of the system. This iz a critical element in
imzlemertation because it will pretect the significant capital investment of
the community.

Once the contraclor was selected and an operalor fired, the construclion
management leam began meeting weekly. This made it possible to foresee
any problems early and respond to them before construction delays occurred.
Especially imporlanl was coordinating road closings and excavations on fronf
lawns to minimize inconvenience in the community. The superintendent and
operalor also noliced thal a ladder in the original plan would have restricted
the ability to move chemicals and suggested that stairs would be more

appropriale.
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(pay $100) _
Read #2 on page 15

Operating a Water System



«18.
o ti ter System
perating a Water Sy
Woodsville had a big ribbon-cutling cerenony for the vew water plant. The
local elected officials, water board members, the new superinlendent, and the
aperator were all in atlendance. Special guests were Ohio EPA regulafors,
funding agency representatives, consultants, and the lechnical service providers
that advised the community. Now thal the waler is flowing to the homes. it is
time to send oul the first waler bills, .
_....++ There are two choices..,
ee?® te,
Set Low Rates 29
The water board is very concerned about low-ncome and elderly ) Develop Budget (pay $100) ) »
customers and does not want to impose a hardship on aryere. They set low The water board. operator, and .r...:.,::_E_......_n_..i PR DRl _,u.”._._.:.\,.
Sler s for R Konitr 5 all costs of the water system. They also recognize the nzed to establish an
. emergercy contingency fund and begin building up a fund for equipment
rexlacement Based cor the detailed budget, they set appropriate water rates
Read #1—Low rates are, at first, popular; and send out the first bills

however, costs exceed revenues and loan

payments are late. Low salaries result in There are two choices.

turnover of staff; lax operation results in s Cges

violations and fines. Poor quality water service S % >

generates complaints. Water board members Y ‘ o' 5

are not re-elected. GAME OVER. s Lo *

L] » s i L] s f
. o' Include Budget Briefing with First Bill (pay $200)
Send Out First Bills (pay $S100) - & Water 2ills are sent oul te custemers along with a brief explanatior of
The warer bills are sent ous to customers with ne explanations, with rates  what they are paying for and how it is calculated. While some complain

higher than they expectec about the higher rates they appreciate knowing where the money is goirg

Lelters to the ecitor in the local paner are favoracle

Read #2—Customers complain about high
rates so board lowers them. Board members
don't approve any O & M expenditures
and pray that no emergencies happen until
things cool down. Employee morale suffers.
Operator and superintendent quit; Ohio EPA
cites water system for violations. GAME OVER.

"TEEEENRE NN R R LR
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Penalty Briefing with Second Water Bill (pay $100)
When the second water bill is sert to customers, a brief explaration is

included cn peralties and late fees for celinquent payments

ooooﬁooooooo“

ocooooooo.oo .

Penalties and Fines Are Not Enforced * s

VWater board is reluczart te impose late fees anc peralties when .
customers den't pay their water bil's Penalties and Fines Are Enforced [collect $1,500)

water board erforces fines and penalties ard cellects additional revenue
Thev are acle to balance the 2

dzet and keep water rate increases low the

Read #3—Many customers pay bills at first,

.
3l ves
but learn that overdue fines and shut-off el ’
policy are not enforced and some stop paying Prepare Annual Consumer Confidence Reports [pay
their water bills. Soon costs exceed revenues. $1,000)
One of the pumps breaks down with no 'n oreparirg the regquired anrua. censumer confidence repert, a bucget

update is included. Customers learn what their money was usec for what
portion stays in the communizy, and can plan for small rate increases in the
future.

money to fix it, so the operator is unable

to keep the water tower filled to capacity.
Town hall burns to the ground when the fire
department drains the water tower. GAME

OVER. Read #4—Water system runs smoothly

and maintains a contingency fund. Lightning
strikes, ruining one of the well pumps.
Contingency funds are used for a quick
replacement to reduce service interruption
while waiting for the insurance company to
settle the claim with the electric utility. GO
TO NEED SYSTEM UPGRADE (pages 21-24).

.”._._



Lessons Learned
Low water rates, while popular, cannot sustair a viable water system

Involve the water system staff when selling water rates. They are
in the best position to judge the need for emergency contingencies and
upcoming equipment replacement

Keep the customers informed about Fow their morey is being used
to maintain water service. Most pecple appreciate knowing why their water

rates are set at a certain level

Fines and penalties for delinquent payments ensure that everyone
pays his or her fair share. Late fees can be an additional source of revenue
for a water system

Consumer confidence reports present a good epportunity to update
customers cn the budget and future needs of & water system

High quality water at a reasonable price is now available fo all Woodsville
residents and businesses. As a result, property values rise and public health
improves. Fire insurance rales are now lower, which helps offset the new water
bills. While some people in town still complain about having lo pay for water,
most residents are happy to have a reliable supply when the next drought hits.
Others are removing their lome water treatment equipment. The fown council
is re-elected. Everything runs smoothly until new federal regulations require
additional treatment to meet stricter waler quality standards.
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Need System Upgrade



Need System Upgrade

Woodsville has been operating ils waler suslem now for 15 years, The older
| Gth-century homes have been restored and are now on the area walking lour,
bringing tourists info the town's businesses. The mobile home park has been
stowly replacing old traifers with new mobile homes and has planted trees and
landscaping now that water is available for a sprinkler syslem. The nursing home
expanded as expecled and the improved housing in the community has allowed
them to attract new employees. The food processing plant hasn't relocated yel
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Adequate Reserve Funds Exist
The superintendent anc operator do their research 1o estimate the cost
of the needed upgrade. Because of careful budgeting, the commurity has

and they are now falking to Woodsville officials about access to the waler syslem.
Even wilh careful maintenance, waler system components wear ouf and

need replacement. Advancing technology also introduces new and improved

ways to treat and deliver waler lo cuslomers. Alse, chanaes in federal and state

regulations require water sysfems fo upgrade to improve the safety and reliability

of the wafer supply.

There are two n_._omnmm.

-
. .
Not Enough Reserve Funds Exist
After researchirg the cost of the needed upgrade, the superintendert and

adequate funds on kand to upgrade the system without raising water rates ~ CPefator estimate that the cost will exceed the furds on hand
o? ®*e, . .
o’ fee, . N
L]
Form nozma..:onmoz._sm:uuoao:n : _I....m no:m:._nm_...a (pay $5,000) %
Team (pay $100) Te design the awﬁ:_m of the needed upgrade, a ()
The superintendent, cperator water board consultant is retained %
.

members, and & facilities director al a [ccal

company work with the censutant as a team to

develop strategies for a system upgrade

Read #2-—Water .

system staff came .
up with an easy, .

Read #3—Management inexpensive way to A
and operations staff and ypgrade system. Since they were A
outside consultants work pever included in discussions with ...

together to develop a plan for upgrade.

outside consultant, they got mad and

Notice of upgrade plans raises a few
calls of concern that are handled

at public meetings. Water system
continues to operate and send out
consumer confidence reports. Repeat
OPERATION until you NEED SYSTEM
UPGRADE (go to NEED FINANCING

took jobs at a water plant in another
town. Without water system operators,
upgrade could not be completed.
Return to NEED SYSTEM UPGRADE.

when necessary). o’

Evaluate Rate Structure [pay
$200)

Since the custemers ultimately pay forany
water svsterm upgrades, the rate structure should
be examined and adjusted Make sure that the

rates are equtable, and 1t

at the highest water

users are paying their fare share

,......................-aaér..—.———;——’—”—,p,



Continue Community Involvement Process (pay $200)
A rexresentative from the water beard, a local electec official, &
residential customer, a commercial customer, the superintendent, ard
the operator form a committee to discuss the needed upgrade, costs, and
how to adjust water rates to cover the costs They also contact a technical
assistance provider to gather infermation on grants available for upgrades
A strategy is developed to present the case to the customers
.
L]
Raise Rates mo__os_m:m Budget Briefing with Next Water
Billing [pay $500)
An exzlanation of the needed upgrade and cests along with the impact
on water rates is presented to the customers. While some complain, most

appreciate being informed

a0
Form Construction Management Team (pay $100)
The superintendent, operator water board member, and a facilities
director at a local company work with the consultant to develop strategies

for a system upgrade

#3

Read #3—Management and operations
staff and outside consultants work together
to develop plan for upgrade. Notice of
rate increase and/or upgrade plans raises
a few calls of concern that are handled at
public meetings. Water system continues
to operate and send out consumer
confidence reports. Repeat OPERATION
until you NEED SYSTEM UPGRADE (go to
NEED FINANCING when necessary).

L
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Raise Rates
Rased on the evaluaticn of the rate structure the decision was made to
raise water rates with the next bill

Read #1—Rates are raised without
notice. Work on the needed upgrade
results in the streets being torn up.
Complaints arise and many refuse to pay
higher bills. Lack of cooperation from
residents results in delays and increased
costs. Upgrade not completed. System
fined for not meeting new water quality
requirements. GAME OVER.
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Lessons Learned

Customers pay for upgrades; be orepared to raise water rates and
save for predictable upgrades.

Continue to inform and involve the community in the upgrading
of a water systemn. The community involvement process that works so
well when a new system is being develeoed is critical to the successful
implementation of upgrades,

Be sure to include water system staff and community rescurce
pecple in planning upgrades. Often they can pull tegether local force labor
and borrow equipment and/or expertise to keep upgrade costs low,

This game never ends. Once you start out or the water system game
yeur community 1s committed forever,

d A R/’A'B/‘a‘a‘biaiaiaiaiaiaialialaiaiB/R'R 'R R'RMR'R'RA'R'RA'RA 2'R'RRRRE A AR R RCRCLTY



