West Windsor Utility Advisory Committee Meeting Minutes
October 19, 2020

Call to order: Meeting called to order by Bob Norris at 4:05 p.m. Quorum established with
Committee members Tom Kenyon (Brownsville Village), Ken Moore (Holiday Inn Club), Bob
Norris (Property Owners Assoc.), Jim Bonney (Village Condos), Gina Halsted (Windsor
Building), David Leavitt (Mountainside), and Tom Marsh (Windsor Town Manager) present by
phone/zoom. Win Johnson (West Windsor Selectboard), Martha Harrison (Town Administrator),
and Jason Booth (Aldrich + Elliott) were also present by phone/zoom.

Changes/additions to agenda: None.
Announcements/public comments: None.

Approval of minutes from last meeting on July 20, 2020: Motion made to approve minutes by
Tom Marsh. Seconded by Ken Moore. No further discussion. Motion passed without objection.

Year-to-date Financial information: Martha said we may have a deficit in the sewer budget by
the end of the year because the year-to-date figures only include treatment charges for two
guarters. Win said there may be some unreimbursed capital charges in the operating costs but
he’d be surprised if we end up with a deficit.

Project updates:

Water: Jason said we’re working through one final punch-list item with Daniels on the electrical
side. A conservative estimate for the total project cost is about $323,000, which includes some
“other costs” (e.g. admin, legal, short-term interest) that may not be incurred. Once the final
electrical item is done, we should be able to button up the water project fairly quickly before the
end of the year. Gina asked about the $100,000 difference between the bond amount and the
estimated project cost. Win said we draw down the bond amount as we complete the project, but
we’re likely to draw down quite a bit less because there’s a state subsidy in store and we’re
planning to use some of our reserve account so we may only use $100,000 to $120,000 in bond
funds, even though we were approved for $425,000.

Sewer: Jason said we have closed things out with Avery Excavating. There were two additional
items we were looking to do with a change order but Avery was not interested in doing them so
we put out a small purchase request with some local contractors and didn’t get a response. Since
then, Win has reached out to some contractors who may be interested so we’re working out
pricing and waiting on some information from the state. One of the items is the replacement of an
existing manhole. We also need to do some exploratory digging in another location to see if we
need to put in a new manhole. A conservative estimate of the total project cost is $487,000 and
change, including the small purchase work and “other costs,” which is roughly $200,000 less than
the original bond amount. Bob asked if this work will address the line sag near the hotel. Jason
said Mike Reynolds was able to clear quite a bit of grease from the sag and get his camera in
there. In Mike’s opinion, the sag is in good shape. Jason said A+E got opinions from Green
Mountain Pipeline and N.A. Manosh and both recommended maintaining the line with jetting but
saw no urgency to replace it. Jason said A+E also got prices on replacing the line and two of the
three contractors consulted did not recommend addressing it at this point so it’s A+E’s
recommendation to leave it as is and make sure that it’s monitored and maintained on a regular
basis. Jason said he talked with Win and Martha about getting Manosh to come down with their



track camera so we can get a video recording to use as baseline documentation of the pipe’s
condition. Ken agreed with Win that the proposed approach reflects the hotel’s preference. Bob
asked about the timeline for completing the sewer project. Jason said the local contractor we’re
talking with thinks he can do the work in November, depending on the weather. Technically,
Jason said, the town has a year from the date of substantial completion to do additional work on
the project. Bob asked about the subsidies from the state. Win said we’re confident that we’re
going to receive the subsidies so the question is how much of our reserve funds do we use. Jason
said the state will not typically close out the loan until the one-year warranty has expired. Jason
said “substantial completion” occurs when the owner has beneficial use of the system so the
project will close and debt service will begin sometime in late summer 2021.

Utility Rate Analysis: Bob said the majority of changes in EUUs involve the hotel. Win agreed
that the analysis was focused on non-residential spaces. Win went over the excel workbook that
the town sent to the committee in advance of the meeting. Win said, if anything, the project cost
amounts should be more favorable than indicated in the workbook. Win said we expect a state
subsidy of approximately $22,000 on the sewer project so the question is: how much do we apply
to the project from the sewer reserve fund? At the end of 2019, we had $446,975 in the reserve
fund. Win said the proposal is to use $250,000 of that, which would mean incurring $215,000 in
debt. At 2% for 30 years, that would result in additional debt service of $9,625 per year.

With the water project, Win said, we get a 30% subsidy on the entire project. If we use $115,000
of our water reserves, we would incur $119,000 in debt, which would result in debt service
payments of $6,080 per year (at 3% for 30 years). Win asked the committee for their thoughts on
the proposed earmarks from reserves. Win then reviewed a draft 2021 budget showing the
impacts of the projects, as well as the agreement with Windsor on sewage treatment charges and
an allowance for inflation. Both budgets show a positive balance. Martha said we get billed
annually for debt service so the amount shown in the budget should be accurate (i.e. it won’t be
pro-rated).

Win said looking forward, we don’t have any other major capital projects coming up, and we
expect to be in a stable situation with both utilities, so it’s time to make sure the rates are
appropriate. Win noted that the town took over the utilities at different times and used different
studies that weren’t entirely compatible, especially with regard to the hotel, to determine EUUS.
In addition, the state has developed new standards and we wanted to incorporate those. So we re-
evaluated all of the non-residential spaces to determine their actual use and what the EUUs would
be, given the new state standards. Win said keeping the water rate at $495 would accumulate
reserves at a rate that seems unjustifiable, while keeping sewer rates at $865 would result in
operating losses. For discussion purposes, the model includes new rates of $450 for water and
$895 for sewer. For the most part, the sewer rate increase is offset by the water rate decrease. Win
said if we make these rate changes, we’re going to have to raise rates by approximately 1% per
year, on a consistent basis, to account for inflation and allow for modest contributions to reserves.

Bob asked what’s included in the O&M contract for the sewer system. Tom Marsh said Windsor
would repair or rebuild a sewer pump as part of its contract with West Windsor unless the pump
had exceeded its useful life, in which case replacing the pump would be a capital cost for West
Windsor. With regard to the water system, Win said Martha has been a proponent of meters for
non-residential users, but that would require a lot more discussion. Bob said the closure of the
fitness center does not appear to have a significant impact at this time but he wondered if it would
have more of an impact when the facility is demolished. Ken said the two large pools are going to
be replaced by one smaller pool for resort guests only, so they’ll be using a lot less water. Win
agreed that it will have a big impact on the water utility. Martha said we know how much water



the system is producing so, if we knew how much the non-residential users were using, we could
subtract that and determine how much the residential users are using. With that information, we
might be able to come up with a different approach to determining rates. Win agreed that we
could consider a different approach in the future but, for now, he’d like to set a rate that will keep
the systems stabilized. Bob asked about the hotel’s timeline for demolishing the existing pools
and building a new one. Ken said the company has promised to build a new pool within two
years. Ken said there is a meter in the fitness center if the Town would like to read it. Martha said
it probably hasn’t been calibrated in 30 years. Martha said ideally we’d install new meters and
monitor the system for a year or two before making changes.

Jim asked if residential and non-residential are still the same rate. Win said yes, but it’s based on
EUUs so higher consumption does result in higher charges. Jason said the EUUs are based on the
occupancy and use of the space, which are based on state regulations. Jim said businesses or large
homes are certainly using more water than a condo with one bedroom and one bathroom. Jason
said there has to be a minimum, based on state regulations, which is 200 gpd in West Windsor.
Win explained that the Maple Kitchen, for example, has the capacity for 75 seats and the state
guidelines assign 27 gpd to each seat, so that’s how we came up with 2,025 gpd for that non-
residential use. Jason said it comes down to establishing a basis and being consistent across all
users. Tom Marsh agreed and said a municipality has to build the system to meet certain capacity
standards (e.g. 200 gpd per residential unit) whether anyone ever turns a faucet on or not, so there
are significant fixed costs. Tom said he gets asked why a 4-bedroom single-family home gets
charged as one unit and an apartment building with four one-bedroom apartments gets charged as
four units. The answer is that the municipality has to have the capacity in its plant to provide 200
gpd for each apartment.

Win said we need to look at the amount we’re proposing to take out of reserves and see if the
committee is comfortable with that. We also need to look at the long-term operating budget
forecast and make sure the rates cover costs and add slowly to reserves. Win said we’ll also need
to take into consideration the hotel’s plans once we have more information. Bob said if it’s going
to be two years before we know the impacts of the fitness center changes, do we set a rate for the
interim to cover the additional debt service. Bob said he thinks the proposed use of reserves is
conservative; they were built up to be used for these projects. Bob also noted the report on the
condition of the Ski Tow water tanks and said we should get a cost estimate on those repairs
before making a final decision on the amount of reserves to use. Bob suggested tabling the
metering discussion for now. Win invited Bob to suggest a higher amount to take from the
reserve fund if he thinks that’s appropriate. Win said we also have to think about when we put the
new rates into effect; the earliest could be January 1%. Win said he thinks the water system should
be stable enough to absorb the cost of repairing the tanks. Bob said if we’re going to change the
rates, we should probably do it sooner than later; if we come up with a firm proposal, we could
get input from the committee by email. Win said it would be nice to get the rates closer to what
we think they should be. Bob said if we’re going to have to raise the water rates in a couple of
years, due to the changes at the fitness center, maybe it would be better to keep them where they
are. Bob asked Ken where Holiday Inn stands. Ken said they haven’t budgeted for any increase in
utility rates. Win said the proposed changes wouldn’t dramatically impact anyone’s budget; if we
don’t change the rates, people would be overpaying for water and we might take a small loss on
the sewer side, but we have reserves to cover that. Bob suggested putting the new rates into effect
for July 1, 2021 so Holiday Inn can budget accordingly. Ken said that would be great. Jason
agreed with leaving the water rate “as is.” Jim agreed with leaving the rates as they are and also
with using more of the reserve funds to pay for the projects. Win asked when Holiday Inn will
have plans for the new facility. Ken said there is a plan but he hasn’t seen it. Win said he’d
welcome more information whenever Ken and Leslie are ready to share it. Martha said the costs



are almost all fixed so even major changes won’t lower the cost of running the system. Bob said
if there are fewer EUUSs, the fixed cost per unit will go up. Martha said we use EUUs because we
don’t meter. Win said we can talk more about meters in the spring. Tom Kenyon said he thinks
we should wait a year or two before changing the rates. Bob said it sounds like we have
consensus to leave the rates the same for next year. There was brief discussion about paying off
the sewer purchase loan a few years early. Martha said if we have the money and we’re not really
earning anything on it because interest rates are so low, we might as well pay off the loan.

Other business: Bob said we need an estimate on repairing the water tanks for the next meeting.
Next quarterly meeting: Monday, January 25, 2021 at 4 p.m.

Adjourn: Tom Marsh moved to adjourn at 5:30 p.m. The motion passed without objection.



