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- Inst1tut10na1 Solutxons to Drxnklng Water Problems' L
: Maine Case Studles ‘

"o

Introduct;on

Implementatlon of the Safe Drlnklng Water Act (SDWA) Amendments of'
1986 has created major challenges for drinking water systems.across

the. State 'of Maine. ' The capltal cost of the Surface- Water' -

Preatment ‘Rule - alone will range from $300 million to $500 million.
The Maine Rural Water Association (MRWA) estimates that the cost of"
compllance for larger systems with at least ‘1,000 connections will-

double customers' bills. Compliance costs for smaller systems w111,‘;
increase customers' bills by 200 percent to 400 percent, dependlng-‘

-upon the avallablllty of grant funds.. -
- 'Beyond the 1n1t1al capltal -outlay, , the "sSDwWaA" Amendments demand
- levels of operator training, water - testing, -and. management
capabllltles that utilities will have difficulty meetlng.f’New,'
requlrements have .put’ enormous. pressure upon the smaller water
‘systems, which are run by'volunteer'boards ‘and part-time operators..
‘To make matters more dlfflcult, water systems are also.responding

.to new .and expen51ve mandates ln areas. such as worker safety and
financial reporting. Also, the rural communities served by these

. utilities are not only fa01ng increased drlnklng water costs, they

are handling other environmentally related expenses, such as waste
treatment and solld waste fac111t1es and landflll c1081ngs.

Most small: publlc and prlvate utllltles w1ll ‘have great dlfflcultyV"‘

complying - with - the ‘amended SDWA. = If rural communities. want
economlcally viable water suppllers, they must be innovative and |

.adaptive in -creating or alter:l.ng institutions to- prov:l.de safe\w -
.drinking water at affordable prices. - Small towns can utilize a -
_number of institutional ‘and. management formats to. .achieve goals '

such as securing state’ and federal grant money, streamllnlng the

de0151on-mak1ng process, or developlng new communlty publlc water
supplles. ' I J . .

Water systems are publlc 1nst1tutlons whlch flt lnto the framework

of the 1local polltlcal process. Spec1al care ‘must be- given -
“whenever this process is -altered. '~ In general, voters make good
chorges for their community ' when . they -are .given ' reliable
information on a range of alternatives.’ The tlmlng, the method and-

the relative ease of change- varies from town to town, but solutlons r>7 

are found.
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 This paper recounts how four Ma:x.ne commum.t:.es sought “and found. . .
institutional. sclutions to drinking water problems. ' Each scenario

describes the system, outlines the problems, reviews the chronology

of events, points out the- lessons learned and gives- ‘the’ system’ 8’

current status. The analysn.s includes an example. of ‘a prn.vate

water company ‘restructuring , into. a- publlc water - dii strlct . a-
mun:.c:.pal water and sewer department convert:!.ng into' a quasi-:.
municipal utility district, a tiny water. district cooperating with .
& town to secure .a grant, and a’ new water district formed to’
‘provide potable drinking water to several residents whcwe pr:Lvater

‘ wells are contaminated. . L o B
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Case Study I

s ' _ o Quantabacook Water Company, Harrington, Maine o
o RS An Example of a Private ‘Water- Company
Restructuring Into a Public Water Distrxct

Background

Small prlvate water companles have ‘the greatest dlfflculty
“complying ‘with ‘the requirements of the Safe Drinking Water Act. . 7 -
Generally they were organlzed early this century to ‘serve- a. small
_number of residents in the developed or village portlon of town. '
There is usually no. flre protectlon prov1ded.

These systems typlcally ralsed capltal by selling a few shares of
. stock for  a very nominal sum.  They rarely pay dividends or
compensate their ‘directors. Most systems are too small to have
. ',elther a full-time operator or even a business office.. Their rates .
. ' 'are usually fairly low (normally under $125 per year), and their -
' dlstrlbutlon systems are reachrng the end of thelr useful llves.,

Belng prlvate, these utllltles cannot take advantage of the Farmersk
. Home Administration's (FmHA) low-interest loan or- grant programs,

- nor do they quallfy for grants through’ federal or state economic
development agencies. v With low annual revenues and ‘a . .basically.. .
weak financial structure, commercial bankers - are .‘extremely
reluctant to. provide long-term financing. = Even if flnanc1ng were -

- aVallable, customer bills would eas1ly quadruple lnto the $500 to .

; $600 per year range. . , '

’ The Safe Drlnklng Water Act Amendments have brought many of these" -
.utilities to a critical juncture°'they simply cannot afford to .
" comply. Their options are ‘either to go.out of compllance or to,
abandon serv1ce.. Nelther ch01ce ls attractlve. '

A

However, mun1c1pal water departments and quasm-mun1c1pal watern,:‘
districts are eligible for FmHA grants or: loans. If the assets of. | .
a private company,are transferred to a water dlstrlct, the district

- may apply for, .and- it is hoped receive, . FmHA support." Enough_
grant money .and low-interest . loans makes an impossible situation
acceptable to the local community. Restructuring can make a non-
viable water utlllty v1able. " Safe - drinking water becomes;i

affordable.
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Maine, like many states, requires enabling legislation to create .a
water district. The Maine Legislature has created new districts.in
Long Pond, Morrill,. Columbia Falls, Harrington, Searsmont, Winter
Harbor and Rangeley during the last three years. - All are
communities with private water companies. Transition is complete
in Long Pond and Morrill, close to completion in Columbia Falls and
Harrington and far from completion in Searsmont, Winter Harbor and
Rangeley. While the process-of reorganization is' fairly similar in

each instance, the order, ease, 'and timing vary-.

Key components affecting restructuring are (1) the legislature is
in session, because only the legislature can - pass enabling
legislation; (2) whether there are people. in the community:taking
an active role, because successful restructuring demands decision
making and action; (3) local.politics, because difficult = -
relationships between the company .and the town and attitudes about
creating a new unit of government can take a long time to resolve;
(4) the ease of negotiating a sales price between the company -and
the district, because there is not' always consensus between the
parties; (5) the amount of regulatory pressure, because government
action often serves as a catalyst; and (6) the intangibles, such as
the length of time necessary to  move the paperwork through the
Public Utilities Commission or the ability to get'a guorum at-a
local referendum, because small details often consume great
quantities of time. As a general rule of thumb it takes between

nine months and three years to restructure a water system.

Below is an outline of the steps necessary to restructiure a water
company into a water district. Although individual.states vary
according to enabling legislation and the exact role of the Public
Utilities Commission, the fundamental concept of creating quasi-
municipal or municipal entities to take advantage of federal grants
holds nationally. - Utilities in different states must  modify,
combine or reorder these. benchmarks depending on state law, rules,
and local custom. , . : ‘ - T da

The staff of Maine Rural Water Association plays an active role in.
helping communities find institutional solutions to drinking water
problems. This role includes equal measures of guide, councilor,
advocate, ~and friend. The Association does not charge for:. its
.services because of the support. it receives from the - U.S.
Environmental Protection Agency, Farmers Home Administration, and
the State of Maine. The job requires an understanding of the

requlatory framework of the water industry and ‘the legal and
institutional aspects of water systems. ~ While 'rural water
associations are an important source of this type of . technical
assistance, it can-also- be provided by trained individuals in
regional development commissions,. municipal associatioms, | :

rYegulatory agencies, and private practitioners such as attorneys
and engineers. e > : ' ' o
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22 Steps tojRestructure a PrigateiUtility ;}ﬂ}

“y. .
N

‘ Offlcers of the water company meet to 1dent1fy the problem S
~and discuss options. '~ A Health' Engn.neerlng Order or :the -
. Surface Treatment Rule's filtration requlrement usually .
triggers events. . Boards are often ‘desperate for solutions.
’_Technlcal Assistance (TA) provider puts problem :into
‘perspectlve ‘and- provides options to- consider. Initial visit. .
" is -critical to establish trust and competency.,"Usually o
requires two meetings. - Options include. abandonment,. -
~alternat1ve methods of compllance and restructurlng.

Officers make a d801810n. Time depends on the degree of
regulatory pressure, cost of compllance and desire. to .-
restructure. . TA prov1der can .assist with research and

‘ explanatlons of varlous scenarlos.

‘Contact local 1eglslators and draft water dlstrlct enabllng

legislation. . TA provider is- important “liaison ‘between

.legislators .and legislative staff who draft blll.t "All. work -
~together to ‘modify standard language. ‘ '

Conduct publlc meetlng about the water srtuatlon.l Use the

‘meeting to educate publiec, get support, and decide the number =
‘of trustees and how they are elected or: .appo;nted. -+ TA. .

provider can elther' run the meetlng' or -be available for

- technical support. One or two meetrngs are necessary.; Good3

local. media coverage lS 1mportant.;

3

‘Meet w1th 1ocally elected publlc off1c1als to educate themA -
*about ‘the water system and gain their support for enabllngff

legislation. In general, officials like to hear from out31de
experts but -do not want to be” preached to. . : .

L".l‘est:l.fy in leglslature on behalf of the blll. Leglslatrvef

committees ‘often have  certain. requlrements which the . TA
prov:.der should be' familiar with. Usually there is one’

““hearing and one work session on a non-controversial- charter.'
”ControverSLal charters take’ longer. .

i-Amend the bill as necessary.l. A prov1der works w1th -

leglslatlve staff to make necessary changes.un‘

Blll passes leglslature - water dlstrlct 1s establlshed.,

_..conduct one of two publlc meetlngs to explaln drlnklng waterg”'

regulatory requirements and the role of a district. TA .
prov1der'and state agency officials are lmportant.partLCLpants o
~din. these types of meetlngs to answer questlons.
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12.
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14.
15.
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20.

- 21.
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Mail out’ 1nformatlon sheet to reglstered voters w1th1n'f

‘district.. ‘TA prov1der can help prepare a conClSP one—pagelbﬂ”

_summary.
Conduct referendum on. establlshlng a water district accordlng
to municipal election laws. Municipal officials may use a:

municipal association "to solve electlon questlons. "Towns’
handle thlS area. very well. . o

Elect or appon.nt a board of dlrectors, accordn.ng to the - -
charter. Communities have ample experlence Wlth selectxngﬁ
boards. :

Board organlzes ltself. 'TA provider, accountamt or local
attorney can help first board get organized. It takes two or
three meetings to work out .some of the early questlons.

‘ '
DlStrlCt hires englneer ‘to evaluate ‘system - -and recommend‘
improvements. X
District reviews englneerlng report and.comments on.compllance=
alternatives and costs. . ‘

District applies for“FmHA.grants and loans‘

Company files thh the’ PUC for permLSSLOn ‘to’ abandon servrce .

and transfer the. assets. leflcult to predlct how 1ong thlq rid‘ o

will take. .

e .
District and company - negotlate sales . prlces. Most, but not

all negotlatlons are amlcable.. District's charter glves ltﬂf-

power of emlnent domaln.
FmHA approves grant and 1oan package. .Baseduupon financial‘m,
need.and availability of funds. \ C e

1

PUC approves transfer.~. ‘,

District applles to PUC. for new rates and approvaL to borrow;,
funds from FmHA Co . : S

Dlstrlct.purchases water'campany, flnances lmprovements, comes”-“t

into compllance.

The restructurlng of the Quantabacook Water Company ln

Harrington, Maine is an example' of the process of transformlng aa'/

prlvate drinking water system’ lnto‘ a quasr-mun1c1pal water
district. - . . ;

b Y




‘The System >
‘The Quantabacook Water Company has been supplylng water since 18677"'
- -when a legislative charter’ authorized ‘the company. "to construct one -
or more aqueducts from the Quantabacook Spring to the v1llage of -
J ‘Harrington." The town is located in Washington County, in an area -
. .7 .. commonly known as "Downeast Maine." This and the surroundrng‘towns
- . are = economically - hard .pressed; much of the local income" is.
- " generated by endeavors such as blueberry raking, wreath—maklng and
fishing.  .The median household income for Harrlngton in 1980 was‘
$10,259, well below ‘the poverty level. . o

The water company serves approx1mately 145 reSLdentlal customers
located mostly. in the village. The source is a spring whose,
dimensions . are 31 feet by 21 feet, which ylelds‘about 100~ gallons
per minute. ~Water comes into town by gravrty feed through 4,800
.. feet of old unlined four-inch cast-iron plpe.; The system. has no
- storage fac1llty besides the spring's capacity; no fire . )
' protection, no water meters, and no chlorination facilities. The
company has -a- ‘three-member board of .directors and 54 shares of
. stock outstandlng. It has rarely pald a dividend on its stock.
Revenue 1is around . $10 000 per year and the average -annual.
- residential water bill is $75 00. _The value of total utlllty plant'
in 1990 was $51 000. -, . . o , ,

~ The. Problem - ”. SRR v' }Afaf“;f"

"The system has been plagued by low water pressure, no water in- -
various portlons of town .for extended periods, ‘and unacceptable '
coliform tests. These. problems are the result of a combination of

- factors, :anlud:Lng insufficient supply, undersized. ma:.ns, growth of
water consumption,- no storage, lack of a- pressurlzed system and
‘leaks.. The ¢company has been on a contlnuous boil water order since -
July 1991.,ﬁ : ~ S

'The Chronology

-t

Throughout the mld—19803, the Malne Publlc Utlllties CommlsSLOn,”

. which regulates the finances 'and . service standards of all water

. utilities,  the Division of Health Englneerlng, the state agency

" which enforces the drinking water regulatlons, and local elected .

-officials received dozens of calls from irate customers about low.
‘pressure or no water: serv1ce. The company acknowledged the problem
and believed the source was leaks and over-consumption by a few

' small businesses.  The -operator -spent hours (largely unpaid) -
searchlng for leaks and. had field .assistance from the staff of
Maine Rural Water Association. Although the company founa and

/,repalred leaks, the problem and complalnts perSLSted.;

. . In the sprlng of 1988 the DlVlSlon of Health Englneerlng (DHS)7
conducted a sanitary survey out of concérn about the low water
pressure and the potentlal for cross connections.” As a result of

.»7.:




. . . . . . . ’ ' ‘ - ’; v
the survey, DHS. ordered the company to pressurize' the
June 1989 and to install proportion-to-flow disinfection °
equipment. ‘ o L . ' o

|
i
!

The executive director of MRWA began‘diécussiﬁgfwith‘ﬁhéﬁﬁo5£df£ﬁé m  ’
merits of restructuring the company into a quasi-municipal.water . .

d%st;ict. The board members knew they would have T 1 :
. difficulty securing a normal commercial loan because of- the

utility's weak financial position. They also ackhowledgéd’that-l}
they should replace the entire distribution system and .construct: =
additional storage. They were also aware of the state's proposed .

wellhead protection program which would require them to conduct a

of land for protection. - . ) : R

While the board considefed.thé:merits of :estructuring;“fﬂe‘éoﬁpény ‘
moved slowly.towards compliance with the engineering order. The

directors were very concerned about the project. cost and about
depleting the $25,000 reserve fund.  They were also apprehensive

about the effect pressurizing the line would have on the aged

distribution system. { .
The directors égreed'in the early spring‘of31$89 to‘trdnsier the
asgets of the water company to a water district. They contacted
their state representative, .state senator, and the .executive .

director of MRWA. . The MRWA executive director and legislative -
research staff prepared a draft of enabling legislation to create

the Quantabacook Water District Charter. A water district is a
quasi-municipal corporation authorized by the state legislature.
Tts charter details the ‘territory, powers, rights, .and

responsibilities of the district. After the legislature. approves "
the charter, the municipality(ies) holds a referendum for the

registered voters living within the district. ' . .

‘ gystem by R

hydrogeological investigation and possibly purchase several acres

L T P )

Before the legislature apﬁroves a district charter, it £Eqﬁires:aﬁ{f

endorsement from the town selectmen. ‘The water company directors :

and MRWA sat down with the selectmen of Harrington to ask for their,
support. The directors reviewed the plight of the company and

explained how a water district can rebuild the system at a fraction
of the cost. The selectmen expressed concern about fthe town's . .
liability for the debt. They were assured that the. town faced .no -

- liability.

|
|

The seléctmen’endorsed_thé leéislatiOﬁ and;supportedfﬁol&inéna.

water district charter referendum. The legislature unanimously -
passed -the water district charter and created the Quantabacook

Water District. ’ S

The Town of Harrington is fairly small. The relatidnéhip;béfweéﬁ:

the directors of the company and the selectmen was good., The water
district, like +the company, would serve only the’ developed

8
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. ."village" qutibngof‘towﬁ{fiwé. ,mény-pedple‘injtoﬁn would still =
not be on "town" ‘water. S

. In‘September 1989, the.c0mpény COndﬁcted‘éhiiﬁfbrmainnél meétihé,

and sent out a mailing to voters regarding the proposed

restructuring. A town meeting and referendum vote were,scheduléd=‘

~ for November 3. The meeting went badly and the district was thgd?  '

down. Many people who were not on the water system had come to the

meeting -to express their

concern about town liability for.debt.

- They refiused.to pay for water they did not use. They?were,also'gf

concerned about whether FmHA would require fire -

hydrants. -The vote was 80-64 to reject the water district.

The'Fdwn,selectmen_inVitedAan*attorneyrfrqm.the:Public‘Utilitiés
Commission to ‘a meeting in late November. The attorney answered

'~ many of the questions posed at the November '3 referendum. -Another

referendum was held in December, and the 75-20 vote endo:sed»thejg

- creation of a water district.

[

" .Meanwhile the doﬁpéﬁ& “had still ‘been moving slowly  ‘towards

compliance with the ‘Division of Health Engineering's orders. It
‘hired a small engineering firm to design a booster station. - The .
engineer submitted plans to. Health Engineering and ::the Public .

- . Utilities Commission in_ ¢ _ ]
 ~construction soon after, did much of the work itself, and used: the
. reserve funds to finance - . , :

Qv booster station was unabl _
shut down. . After repeated coliform ~bacteria - violations, ~the

Division of Health Engine
water notice. T

first board of trustees.

. September 1989.  The company- began

the work. .

.. The station was located near the source of supply and went ‘on" line :

" in- -January . 1990. " gThe'agedAdlstribution gystem was;unable‘£6f'
‘withstand the increased pressure and developed many new leaks... The . -

e -to maintain pressure and eventually was

ering ordered the company to issue a bpil‘.

The district's énébliné act épécified thé elecﬁionvpféceés'fdr the
’ . Unfortunately; the standard language did.
* not ‘conform to local election laws. ‘Therefore, in April 1990

officials ‘sought and received from the Maine NLegislature‘;an"

)

' amendment. to the original charter which‘permittedvthe'muniqipal‘jf 

.O£ficerQZOf Harrington to apppint_the,first board.

. Thé new board has organized, hired an engineering firm to analyze
- the system, negotiated a purchase price with the .ownets of. . the
‘company, and applied‘to-Farmers-HpmegAdministrationkfor‘a grant and
a loan. They negotiated a purchase price of $55,000 fairly easily;:

it is approximately the net book value of the company. - N  ‘f

Theﬁenéineerihg firmlput together a $1;9‘millidn'pr6jeét., The
- project includes the " development. of a larger and more réliable

'~ water source, replacing 21,000 feet of ‘undersized main,

- construction of a 300,000 gallon’ storage tank for fire

'9,»;: ' o N




protect::.on,'- and . purchas:l.ng the company.v An appllca‘LJ.oh for <

commun:.ty facz.l:.ty loan and grant was. submltted to the Farmers Home
Adm::.n:!.strat:x.on .Ln the summer of 1992.., oo :

'l‘he FmHA determ:.ned that the- dlstrJ.ct is: el:Lg:Lble Eor a.. $1 34:
million grant and -a loan of $536, 500. ‘The' loan is at 5 percen1'
interest and will be .amortized over 40 years. . Average water bills
will go from $75.00 to. approx:.mately $261.00 per year. = FmHA was’
concerned about the rate increase .and. requlred a town vote to
endorse paying for fire protection. ‘At a recently held town

meeting, the voters supported fire protect:l.on and the c.onstruct::_on
of a standpipe. » '

Current Status . \(

The water district is eagerly wa:.t:.ng for FmHA to release funds.
Because of the enormous statewide demand for FmHA assistance,
sufficient grant monies are not now available. . It is possible
money will be released from FmHA's "pool" prJ.or to the next federal

fiscal year. The pool- .'LS a national. reallocat.l.on of unspent granf' -

and loan monies. : _ , S

If f:l.nanc:n.ng is not’ .umned:n.ately ava:.lable, the dlstra.ct w:.ll try
again in October. - It may be necessary to scale back the project
and take less grant money in order to J.mprove the 11]ce11hood of-
getting funded. . . . o | :

Once the ‘district gets flnanc:l.ng, the company w:.ll ask for PU(”"
permn.ss:.on to abandon service and to transfer the assets. to the
. viater'district. The PUC must.approve the transfer and the purchase
price. The company will then buy back J.ts stock and dlssolve.

Yf the district does not recen.ve federal ass:.stance, the water" U

company is still faced with an extremely serious’ compl:.ance
problem. It presents a great challenge to ‘the to'wn and the
ratepayers. S ‘ : S

Lessons Learned :
i

The water system serving the Village of Harr:.ngton has reached the

end of its useful life and needs reconstruction. A water district B

with sufficient FmHA financial support can handle the J.mprovements.ﬁ ‘
People can have safe drinking water, reliable service, and fire
protect;.on at an affordable price. - The water: compam( ‘cannot do
this project. - Restructuring makes ffundamental economic sense.
However, .the decision to restructure is predicated on the’
ava:.lab:.l:.ty of federal financial assistance. If that ass::.stance.
doeg, not develop, then other options. must be exam.l.ned. ‘

The other lesson learned is that the process can be time consum:.ngy.
Two pn.eces of leglslatlon and three referendums were:' required to
get to this point. - Openness, educat:Lon, and trust were requ:.red at -

10




- each juncture. Communltles work at thelr own' speed to accompllsh
'these goals. Other towns have moved through the process faster.

fThe regulatory agenCLes have been remarkably patlent ‘with. theri‘
.company and the water district. - There is. a realization. that the -
" community  is mov1ng forward, albert slowly, towards comlng lnto
.”compllance. : : - :

-

11




Case Study'IIﬂ",i

Fort Kent Water and Sewer Department -»Eortixeht ﬁtiliﬁy'niéffiCt 
An Example of a Municipal Water and Sewer Department ‘
Restructuring into a Quasirnunicipal.Utilitytnistrict S

¥

The System

The Town of Fort Kent is located on the Canadian border in northern

Maine's Arocostook County. . It has a ‘diverse . economic base,
consisting of light industry, services, agriculture, and forest
products. Its population is approximately 4,700 and its median ' .
household income in 1980 was $14,442.. - : : o o

Municipal business. is run by five elected ‘councilors - and ‘an’

appointed town manager. The water and sewer department is under '

the direction of a superintendent who reports directly to the town
manager and .council. He supervises -a. crew of six full-time
employees. ‘ v S S Lo
The town purchased a privately owned water company in December.
1977. ‘The system pumps an average of 290,000 gallons per day from
two gravel-packed wells. There is a 750,000 gallon buried concrete. .
reservoir for fire protection. ' . There are . approximately 550 '
residential and 155 commercial water customers. —Average  water
bills for 2,000 cubic feet are $43.83 per quarter. . ' . R

The sewer system has .approximately‘ 1,100; customers.. . Averagef
quarterly residential billing is about $56.25. ‘ The town' has an
activated sludge secondary treatment process. There are a total of
six pump stations. The facility treats about. 325,000 gallons .of . -
> sewage per day.' . o " e T
‘The Problem b
The town must spend millions of dollars to implement a corrosion’
control and wellhead protection program, ‘upgrade the sewage "

treatment plant, repair a leaking oxidation ditch and find a/ .

suitable site for sludge disposal. : Since the spring ¢f 1991 the-
town council had been considering- whether to keep the water and
sewe® départment under municipal control or transfer its S
functions to an independent gquasi-municipal ‘utility district.
Some of the councilors felt overwhelmed by the volume of -
environmental decision making required: :

12 -




E ’.fhe - thron'olc‘Jgir o
The councilors invited the' Mdine Rural Water AsSOC1at1on'iMRﬁA)
executive director to attend a special meeting on October 15, 1991.

‘They 'wanted - to discuss the -advantages and dlsadvantages ofr}w

mun101pallversus quaSL-mun1c1pal.management.of water and wastewater
“systems. The councilors also wanted technical information on -

restructuring - utllltles.., The full counc11 town manager, and
superlntendent attended. ‘ " ' o

The meetlng lasted several hours.( The - MRWA executlve dlrector
brought . along a copy of a. '1987. ‘handbook on selecting dlfferent'
organizational structures for running a water supply.. He

' .stressed the follow1ng p01nts at thls flrst meetlng.

LA OutSLde of the. well-known 1nfrastructure problems, both‘
' - systems ‘are well staffed and managed'

. - Thelr water and sewer rates are below average,
e New regulatory requlrements in water and 'wastewater:
T demand more tlme and attentlon from boards,

Ce Water systems in Malne are managed by 85 quaSL-mun1c1pal -
o districts, 34 mun101pa1 departments, and 16 jOlnt utlllty
-dlstrlcts,f: i ‘ . ‘ ,

‘59 : Although each organlzatlon operates differently, no

gingle type’ of ,organlzatlon‘ is necessarily more

efficient. Each communlty .can develop a system whlch.
_works, . s -

<A

. ”"Restructurlng the water and sewer department requlres an

a'g o - act of. the leglslature, approval by the Maine Public

Utllltles Comm1351on, and approval of the voters of ‘Fort
‘Kent' Do RS

e. A utlllty dlstrlct is a new unlt of government, separate7

: . from town. government, and

'o: '.'Communltles :beneflt fronl perlodlcally evaluatlng the,
vmanagement of their lnfrastructure., :

‘Many issues surfaced -at the meetlng. Approx1mate quotes are, “If -
it ain't ‘broke, don’ t fix it;" "We don't have enough time to deal

with all- of this;" "Utility business doesn't always take first
" priority for councllors attention;" We should have a-board that
- onl¥ concentrates on water and wastewater;" "We should keep utility
'business away- from town politics;" and - "What s the problem,‘
?anyway?"_ - . ‘

13
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At the end of the meetlng the town coun01l dec1ded to qeeh lnput

from the voters. On November 15, 1991, the followrng questlon was o

asked on a municipal referendum: "Shall ‘the Town of Fort .Kent
examine whether the affairs of the water and -sewer . department be
governed by an elected five (5) ‘member utility district rather-than
by the present town councrl?“ The, returns were 584 in 1avor, 376
opposed. . . .

After the referendum, the town manager organlzed a 19-member ad hoc‘
citizens' committee to examine the advantages- and disadvantages: of
restructuring the water and sewer department into a ' .utility
di.strict. . The large committee was extremely broad based. It was

to make recommendatlons to the town council,’ w1th theﬁ MRWA .

executive dlrector acting as facllltator./ T

The: first meetlng was held on January 9, 1992 at’ the town offlce. :
At the outset the group appointed a secretary and decided that town
council members should not be present during dlSCUSSanS. The
committee would make written recommendations to thP counc11

reflectlng majority and mlnorlty OplnlOnS.. A :

The superintendent outlined the operatlon of the water‘and sewer,
department. Many of the group were unaware how these services were
provided. Next the MRWA executive director explained various
organizational options for water and sewer systems. The group then
reviewed an MRWA worksheet on how to: compare utlllty dlstrlcts with
departments using the following crlterla., o

OQeratlng Exgenses~ o Flnan01nq.'
Salaries « °~ e Ease of. Flnanc1ng
Benefits Sty Cost of Flnanc1ng
Rent’ o ‘ ‘ : S
Billing - L Organlzatlonal Efflcrency ;
Supplies . . - Ease ‘of Administration
Utilities ~ - '~ . ‘Cost of Administration
Insurance ‘ , , Utilization of Staff .
Regulatory e Utilization' of‘Equlpment
Transportatlon : g . s ‘
Equipment . : .-
_Iegal - i . s
Decisgion Maklng L - Resgonsrveness of Customer Needs

Ease of Decision Maklng
Expense of Decision Making . Responsrveness to’ Commun:ty Needs
Speed of Implementatron

The town staff was to research the data sheet components and report
back™ Each member of the ad hoc committee was given an opportunity -
to express an oplnlon. The superintendent made arrangements. for
the committee to visit Fort Kent's water and sewer plants on
January 18.° Frnally, the group d1v1ded 1nto three subgroups and

14




planned to v151t ‘and interview joint utiiityﬁ"districtsf:inirt”'

‘ nelghborlng towns before the ‘next. meetlng."“'

The ad hoc commlttee met agaln on” February 6, 1992. Members‘fllledli¥~”;'

. -in the comparison sheets. based on the. research of the town staff,
- input from the MRWA executive- ‘director, and the field inteiviews -

‘conducted by the three’ subgroups. Giving everyone an opp°rtun1tyjj'*'“

b',to visit a functlonlng utlllty dlstrlct was extremely helpful. o

:Commlttee members worked' well together and arrlved smoothly at a
unanimous- dEClSlon.' They recommended the water and séwer’

department be transferred to a. jOlnt utility district. The‘town’j”

council endorsed the ad hoc committee's recommendation and asked
- the MRWA executlve director to draft a blll for the leglslature=
creatlng the Fort Kent Utllaty District.

The bill passed unanlmously and.was SLgned lnto 1aw by the governor
‘on Aprll 6, 1992. The leglslatlon permits the Town of Fort. Kent, -
upon . approval of its: voters, to convey the water and sewer . -
department. to a quas1—mun1c1pal utility district. . The leglslatlon
" ~grants certain powers and rights to the district, sets up'a method
of electlng five trustees, and detalls a referendum procedure._g“'

P referendum held in Fort Kent on May 6, 1992, asked' “Shall the
Fort Kent Utility District be created?" - The response was 61 in
favor, 16 opposed., The' first municipal- utility in’ Maine was

restructured into a joint utility district.’ Voters elected Ltsh -

. flrst board of trustees on June’ 9, 1992. .

f_-The new board members face great challenges. They must learn a
“,'great ‘deal:. about utility operations in a: short period. of time.. -
They are’ “excited by their task and a llttle surprlsed at the extent.

a . of thelr respon31b111ty.

,b'Current Status“

"--Tne town and ‘the dlstrlct are worklng together on transferrlng the'*
. assets from ‘one organlzatlon to. another. There "is .an enormous °
amount of ‘paperwork and some ‘expense involved with transferrlng

~titles, insurance, easements, contracts, etc.. The Public Utilities

Commission eventually must approve the transfer. All, however, is
moving forward. Co , , S - o

'jLessons Learned
© This restructurlng taught many p051t1ve lessons.‘b'

o . Towns are capable of reorganlzlng the management of thelr
lnfrastructure ln a very pos1t1ve manner. :

15’
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Whlle pOllthS does play a role in the process, lt does"
not have to predomlnate. , . . .( o
‘Gettlng a large, broad-based group lnvolved early in the

program- is a good way of bulldlng consensus. *'

Reorganlzatlon can be accompllshed in a. falrly short tlme
period; ln this case, less than ‘a year.. RS -



o Céselsﬁudy 1 5 U

R -Waterboro Water District - Waterboro, Maine -
. .. An Example of the Formation of a New Water District =
to Provide Potable Water to Residents with Contaminated Wells

 '?h§lSys£qm ) .

. Located in southern Maine, the Town of Waterboro is primarily a

bedroom community.and recreational-area with a smattering of light-
' industry, agriculture, and - services. - . Its - population ‘is
. approximately 5,000 and’ the 1980 median household income was

Three. sand-and-gravel aquifers are within' the town's borders.
Until the current system went on line in the spring of 1992, there
- was no community water supply, with the exception of a recreational - .
‘community on Lake Arrowhead. Townspeople relied on private wells
for their drinking water. . = R o ' SR

. The Problem

N

‘The most densely pbpulétéd‘éreanof Waterbord is the -Villadge of .

South Waterboro. It is the commercial center of town and'includesfff

the junior: and senior ~high schools. . In 1980 hydrocarbon -
- ‘contamination appeared in six domestic wells. ' In 1988 the: Maine -

Department of ‘Environmental. Protection (DEP) declared another
‘portion of the village an "Uncontrolled Hazardous Waste Site,"
because of groundwater contamination from a number of wvolatile
organic compounds. = S DA o

The problems'éonffcnting th€Qt6wnfwér§"thLto*find;sﬁfficfédt
funding for a water supply and create a political entity capable of
supplying potable .drinking water to the residents whose water was:
contaminated. : Ce L o L L .

The'CHpénoiogy‘ 1; i R o  : v ff5~‘A

- After hydrdcarbdnsteré diécoveredfin‘Shalldwfwelis‘in 1980, the
DEP’ conduqted"extensive 'groundwater studies of the -area to
detéfmine the source, extent, and nature of the contamination. -

" The Department is reéponsible’under“Maine_law\for'providing potablé'
'water to residents whose wells -have 'been”,céntaminated‘_by*
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hydrocarbons. In:LtJ.ally, ,DEP J.nstalled carbon,, L 1
.wells. As the number of affected households" grew to: 15, the DEP
realized it must develop and pay for a- commum.ty publ:l.c water
supply. ) i

- o L

2 e

Between 1984 and 1986 . ‘the town and DEP were unable 1:0 reach anJ."'I,

agreement about the location,’ s:.ze, and. cost. of " the new water
- supply. The: key. st:.cklng point 'was that the selectmem knew  of-

another contaminated ' site (later to be declared’ an uncontrolled .
site) and wanted a water system large enough to serve both areas.
DEP was unwilling to supply water to the second site until ‘the area
had been more fully stud:.ed. Another J.ssue, o:E course, was money.:\f

In the spring of 1987, the town ra:.sed $40, 000 at town. meet:.ng for. .
a hydrogeologist to locate potential -well sites to. nss:.st the
residents with contaminated wells. - Four sites were eventually
identified. Soon after, DEP became more :anolved by u:lr:.ll:n.ng a
test well at one of the locatJ.ons. . Co , ”1 .

By this time three'other communJ.t:Les in Ma:.ne had gone through the
entire process of establishing new public water supp'L ies due to
groundwater contamination. Maine Rural Water Association (MRWA)
had helped create two non-profit water associations and a municipal
water department +to' provide drinking water: to res.:.dents of

Readfield, South Penobscot, and Fr:.endsh:n.p. R i

The MRWA executive director met often with the selecl:men to dJ.scus=;t

alternative management structures. ' The state legn.slature held a . ,'
special session in the fall of 1988. In order .to keep its. oth.on':; C
open, the town had leglslatn.on :Lntroduced to. ‘create a’ water -

district. The town could dedide later whether it wanted a water -
district or a department. Since only the: leglslature can create a-;
district, the town had to act while ' it was. ‘in~ sesgion. -The
legislation had a sunset 'provision wh:.ch gave the town untJ.].
December 1990 ‘to hold a referendum." :

) [

The town establ:.shed an ll-person Water Quallty Task Foru*e in 1988‘.1 o

Members z.ncluded a town selectman, a geolog:.st, the Lown planner‘, -
members of the Finance, Hazardous . Waste - and’ Conservatz.on

5‘00mm:|.ttees, and members ‘of the publlc.‘ Their mission was/ to .

negot:.ate contracts with DEP, sélect eng::.neers, choose contractors,
and make recommendations on organ:.zat:.onal struci.ure. - Th<=
committee met often. from 1988 to 1992. :

|

The town and DEP flnally agreed .to deve]_op a reS.Lde:ntJ.al water‘”””“‘ :
supply for the 18 residences with contaminated water. Construction -

began at Christmas 1990 and was finished on February. 15, 1992. 'DEP
has g_urrently J.nvested approxlmately $1. 1 mJ.llJ.on .'x.n thJ.s ‘water
system. 1

< In November 1989 the selectmen appl:.ed for a Commun:.ty ll)evelopment:,
Block Grant. They were very ooncerned about water qual:.ty problems
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in: otheriparts of town, espec1ally in the - area that would be-fu:V
declared an uncontrolled site. The selectmen also: wanted to add.

customers to keep rates down and to pr0V1de publlc flre protectlon.

'The appllcatlon was successful and the town recelvedaa $738 000

block grant to increase the size of the water lines, run addrtlonal;
distribution llnes, run new services into low-income. residences, :

erect an above-ground standpipe, and install ‘an addltlonal ‘well

. supply. To qualify for the grant, the town also put in $55,000 of"

,its own money and borrowed an addltlonal $100 000 from the Farmers
‘Home Admlnlstratlon.

A recent town meetlng authorlzed a loan of up to $150 000 to help .

.the water system pay.for the costs of putting in new services."

This money will be pald back by" homeowners as they hook -onto the
_ system. " :

After much debate, the Water Quallty Task Force flnally dec;ded'

- that a water dlstrlct best sulted Waterboro.. Because the last
‘charter expired at the end of 1990, the legislature had to

. reauthorize the water district in the spring of 1992. The town

held a referendum in May, and although the: vote supported the‘.i

_formatlon of the district, there was not a quorum

'Current status

‘ The town will hold a . second referendum in November 1992. “Town
- .officials shortly will negotlate a subsidy paid by DEP which will

keep annual rates down to $112 per customer for.the next 20 years,:”':

adjusting for  inflation. - 'The subsidy is. invested and should.'5 L
generate enough ‘income to pay the dlfference between operatlngg‘

v,costs plus deprecxatlon and water -revenues..

‘ ReSLdents w1th contamlnated wells started rece1v1ng ‘service. 1n¥c
February 1992 and appreciate the water supply. New customers are

applylng for service. Rates will go into effect once the subsidy

is in place. The district expects to have at least 100 customerst

"w1th1n the next five years.

Lessons Learned x.\.'p".pv:"’:. 1. L ?'V

N

The Town of Waterboro has learned that developlng a new: waterf
supply and a new _public J.nstn.tutlon is a- long, difficult, and,
frustratlng process. ‘The town has also seen its persrstence pay

- off; a functlonlng water supply is now prov1d1ng water in thet‘AJ'

communlty.

7 The town ‘was extremely wise to appolnt a water quallty task force.
' Itewmake-up- included representatives of all the’ local government
. committees within the town and a spectrum of .

. interested citizens. The commlttee was vital in steerlng the
,~d1rectlon ‘'of the water system. oo L -
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Waterboro was extremely bold. J.n locat:!.ng addn.t:l.onal sources of;‘
funds from the Block Grant Program and from Farmers Home' )
Administration. Not satisfied with. just- an 18-user system,’ the‘
town wanted a true community supply to take care of the residents

in the core of town. Waterboro, to J_ts credit, was also willing to
commnit town funds to, the pro;]ect. . The town had a. v:.s:.on andf' -
pursued it. - , o A ST



;. Development Block Grant.

' case, Study IV

S Starks‘ﬁéter;nistrict ?‘Stéiks}inaiﬁe o
An Example of Cooperation Bethen,a'Watér‘DiStrictgand”aATown

'The-8y§£ém | ’ ’

Starks is a very. small town ‘in west central Maine. It is the
- proverbial wide place in the road. Median household income was.
.~ only $9,612 in 1980 and the;pbpulation'is,approximately'gso..'“
The Starks Water District was . created in '1961. ‘Twenty-three
“families are on the system and pay an average of $105 per year for
service. A small well in the center of town and a spring on a hill.
~above the village supply water. Storage is in two. 10,000 gallon
buried steel tanks located next to the spring. There are two fire
hydrants which are inadequate. ‘A portion of the distribution line °
_was -replaced in the early 1980s, -paid for with -a “Community

The Prbb;émf ' 4
' The Division'ofﬁﬁeélih EngiﬁééfingAPut‘théﬁwatérhdigtrict.dn‘a bdilf
order in the spring of -1988. - The system'suffered‘from‘bacteria;

‘contamination, low pressure, no storage, and insufficient supply. - A

A majority of the.hbuéehéidsuWefe low‘ihé6ﬁe and could nét -afford

- any new debt to repair and rebuild the system. The problem facing
‘the town 'was how to get' enough grant,fmoney,‘to"co;reqt' the

- . situation. . .

- The Chronology -

. A routine sanitary survey was conducted on April 15, 1988 by. the

.Division of Health Engineering. The survey. revealed, among other

‘'things, that the spring house was not rodent proof, the - - N

- foundation had a large crack that could allow- surface water to '

" enter, at least one ‘of the: steel tanks,hadfaAcrack;‘and}finally, .
there was. very jittle water in the spring house... Health o

Engineering directed the district to design pneumatic storage for

AP '

the-system -and provide for -chlorination. . Shortly ;thereafteryf .

: Health,Engineering»ordered'the‘district to. send out ‘boil water
‘notices because'of‘nume:ouS‘éoliform‘bacteria~viplations. ’
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The water district ballgd\a‘public;méeting’for.ApriL 20 to meet
with ratepayers. The speakers ' included the trustees of the
district, a representative of Health Engineering, and the . . . .
‘eXecutive director of the Maine Rural Water Association. After the -

problems were explained and discuSSed,vawgroup‘of citizens made
plans to go up to the spring‘the_following*Sunday to clean, repair,
‘and weld. They were hoping for inexpensive repairs. . - .. .
Unfortunately, the corroded steel tanks were beyond;repair.‘fAlsogﬁ
the spring was no. longer 'producing sufficient water, and the
transmission line leading into town was leaking badly. ' The. system:
could not be repaired for a smail sum. 3 , I
The trustees decided to apply to the Farmers Home~Administration
(FmHA) for assistance. They first needed to hire an engineer to
‘evaluate the systeém and Prepare an engineering proposal. ' After
interviewing three engineers, they settled on one who quickly put
together a package Ffor -$150,000.  The trustees submitted a.

preapplication for a water loan and grant in July 1988, - ’

The district and MRWA met with FmHA officials familiar with .the
plight of Starks. Starks was still paying off a small loan from
the agency. In short order Farmers Home Administration put . .
together an attractive package which consisted of a $112,500 grant
and a $37,500 loan. The only problem was that there were only 23.°
.families on the system, many of whom were on fixed incomes. These-
people were unable to pay much more for their drinking water and
could not retire the additional debt. - R

District truétees’and thevexecutivefdirectdr.dfAMRWAfmét”ofténﬁwith
the selectmen to get town support for the loan portion of the FmHA
package. - Since the district served only;gsfraction'ofgtheﬂtown'sA-

appropriate town money for a projéctvbenéfiting'so few‘peop;é,v‘“

The district was still on a boil order when the trustees resigned
~in frustratien. The .system had no paid staff, so things pretty
much ran themselves. Eventually a fewféf’the-trusteeﬁAreturngd,ﬂ
and the selectmen appointed some .replacements for those who didn't. .

L]

After the resignations, the-sélectmen called another town

meeting. The town recognized the district's dilemma and voted to
lend the district $10,000 for‘immediate_improvements. 'This would
eliminate temporarily the need for a boil ‘order. To get off the
boil order, the district would have to isplate the spring and rely ' -
entirely on one small well .in the center of town. .That well was a
marq%gal,prpduéer, and when it went, there would be no more water.

MRWA continued to work with the town and the district. ”They needed
. to figure out a way to come up with the additional grant funds to
be able to take advantage of the FmBA grant. They decidgdithe town’
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'should apply for a. Communlty Development Block Grant. Under state"'
: rules, water districts are lnellglble for this type’ ‘of . grant.

- However, a town can. apply, - and if successful, can contrlbute the‘
faClllty, pald for w1th block grant funds, to a dlstrlct.,

-

The Block" Grant appllcatlon lncluded a request for a new well, a.
"'new buried concrete. reserv01r,i replacement of a ‘deteriorated
..section of water main, and new services into low-income  homes.
_,Thls project piggy-backed onto. the FmHA grant application, which

would be used to- replace: other portlons of the badly deterloratedvr
system. R .

The. town was successful in 1ts bld for grant money ‘and was awarded o
$150,000. It then was .able  to ‘provide the district with the
$37,500 loan  portion of the FmHA grant/loan package, and the
‘dlstrlct could quallfy for the $112 500 grant from FmHA. ‘

The total package of approx1mately $300 000 essentlally rebullt the.
-water system.  For the first tlme ln years the people ‘of Starks .
have a rellable water supply.

*Current Status v
:The rebullt system works falrly well. Annual customer rates rose
163 percent to about $220.00 to pay for increased power bills and’

for the system's first part-tlme operator. There is now continuous -
.serv:.ce and adequate f:l.re protectJ.on. ‘ . o C

'Lessons Learned ‘
. ., : . ‘) .
—_UnJ.ts of government can work together to take’ advantage of a
variety of grant programs. In this case, a small town and a-
smaller district located enough grant money to‘continue: prov1d1ng

service. The town used its grant money. to install pipe and new

Fyserv1ces, and contrlbuted these facrlltles to the dlstrlCt.‘ﬂ

Another lesson is that small systems often need SLZable grant. funds
to remain viable.  Here a grant was necessary because the dlstrlct;
could not support new. debt.. : o :

: One optlon conSldered at the. start of thls progect was. abandonlng'
- the 'water" system and ‘drilling individual wells.. However, because,
the homes in the village were close: together and: many homes had -
falllng septic Systems, the quallty of the water was unknown.
Keeping and repairing the ex18t1ng system was the more
approprlate course of action. .. o S '
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