Appendix A

EXAMPLE STANDARD OPERATING PROCEDURES (SOPs)

(from pages 78-85 in The Big Guide for Small Systems: A Resource for Board Members)
INSTRUCTIONS:
The document beginning on the next page is designed to serve as a tool to create standard operating procedures (SOPs) for a water association. This document is being provided electronically in Microsoft Word so you can more easily edit it, add to it, and adapt it to your system’s particular situation. As such, it is not ready-to-use and should not be distributed as-is. It must be tailored to fit your water association/utility. If you choose to adopt this document, be sure to review it carefully, fill in all the blanks and replace all words enclosed in brackets (example: [first name and last name]) with the required information. Ensure that all the information is pertinent to your specific water association. And as you begin to edit this document to fit your setting, also be sure to delete this page from the final version (the document officially begins on the next page). 
The information contained herein is for informational purposes only as a service to the public and is not legal advice or a substitute for legal counsel. As legal advice must be tailored to the specific circumstances of each case, nothing provided herein should be used as a substitute for advice of competent counsel. RCAP, Inc. expressly disclaims all liability in respect to actions taken or not taken based on any or all of the contents of this document.
STANDARD OPERATING PROCEDURES (SOPs) of the
_________________ Water Association

General

The information contained within this document is designed to serve as a guideline for the employees, contractors and/or board officers carrying out their duties with the association’s potable water supply system. These standard operating procedures shall be adhered to, and anyone having knowledge of non-compliance must inform the board’s point of contact immediately. Anyone who willingly ignores this policy or repeatedly fails to follow it may be subject to disciplinary actions or termination. The purpose of these operating procedures are to ensure that all responsible entities carry out their duties cooperatively and diligently to ensure that public health and the association’s investment in its water system are protected. The Board of Directors of the _____________________ Water Association reserves the right to amend these procedures in any way, provided that all applicable employees and contractors are notified of any proposed changes. All applicable employees and contractors will be provided with copies of any amendments.

I. Definitions

Board point of contact (POC): [first and last name] shall serve as the point of contact for the ______________________________ Water Association’s water system. Any employee, contractor, agency or other entity wishing to address the board regarding the water system must first address the board point of contact (POC) or the delegated alternate point of contact. The delegated alternate point of contact is [first and last name].
Contract operator: This person is responsible for ensuring that all daily operation and maintenance duties performed on the water system are in compliance with the Safe Drinking Water Act as well as any state regulations pertaining to potable water systems. The ___________________________ Water Association is a Class ___ system and is required to employ or contract with a person having a Class ___ or higher certification.

Contract repair service: The contract repair service shall work under the guidance and direction of the secretary and the contract operator to ensure proper maintenance for the water system. 

Meter reader: This person is responsible for the reading of all meters between the [number] and the [number] of each month. The meter reader shall also cut the grass at all well sites and tanks as directed by the schedule designated by the board.

Secretary: This person is responsible for all accounts receivable and accounts payable operations, including billing, collecting and posting customer payments, as well as posting meter readings and generating necessary accounts receivable reports. The secretary is also responsible for disbursing funds to approved claims as well as maintaining an active filing system of all correspondence, accounts receivable, and accounts payable information.
II. Preventative Maintenance Procedures

A. Wells, pumps, and related equipment

1. The contract operator shall personally inspect wells, pumps, and equipment and record all findings, including operating pressures, run-time meter readings, and flow-meter readings on the Daily Well Logs at least two days each week.

2. The contract operator shall initial all Daily Well Log entries as well as record the date and time of inspection in his/her state-issued Operators Log Book.

3. The contract operator shall use the Daily Well Logs to compile a Monthly Production Report.

4. The contract operator shall alert the board POC when a necessary pumping test is needed.

5. The meter reader shall perform grass-cutting services twice each month at the well site from spring until fall of each year.

B. Tanks

1. The contract operator shall periodically make a visual inspection of the exterior of any ground storage tanks, hydropneumatic tanks, and elevated tanks for signs of paint oxidation, rust or leaks.

2. The contract operator shall alert the board POC when a necessary professional tank inspection is needed.

C. Fire hydrants

1. The contract operator shall periodically exercise and lubricate all fire hydrants to ensure they are properly functioning. 

2. The contract operator shall maintain a Fire Hydrant Drawdown and Testing Log to document each hydrant’s condition and inspection history.

3. The contract operator shall use the Fire Hydrant Drawdown and Testing Log to compile the water accountability section of the Monthly Operations & Maintenance Report.

D. Water mains

1. The contract operator shall locate and mark necessary water mains within 48 hours of receiving a request by a citizen or contractor to excavate within 10 feet of a water main or service line. The contract operator shall also document any request for line locations as well as any leaks or breaks caused by excavators and shall present this information to the board POC.

2. The secretary shall coordinate a leak-detection survey if unaccountable water loss exceeds 30 percent of the total water produced, or if it is recorded that there is a 10 percent increase in unaccountable water during a one-month period. 

3. The secretary shall periodically perform visual leak inspections to ensure that unaccountable water loss is located and repairs are scheduled.

E. Meters and service connections

1. Each month, the meter reader shall document any indications of leaks and non-functioning meters.  

2. The secretary shall periodically generate a computer report detailing possible non-functioning meters.

3. At the direction of the secretary, the contract repair service shall perform on-site meter validity inspections and necessary meter change-outs.

III. Scheduled Maintenance Repairs
A. Leak repairs

1. The secretary shall contact the contract repair service for all scheduled leak repairs and obtain a preliminary estimation of the costs before proceeding with the repairs.

2. The contract repair service shall notify the secretary if the water needs to be shut off in order to complete the repairs. In turn, the secretary shall contact the contract operator to inform him/her of the temporary water outage.

3. If the main lines are cut for splicing or tie-ins, the contract operator shall personally ensure that the proper amount of HTH chlorine is poured into the main to ensure adequate disinfection. The contract repair service should flush the nearest fire hydrant down line and take a free chlorine residual test before leaving the site.

4. If the contract operator determines that a voluntary boil water notice must be issued, the secretary shall be contacted first before notifying affected customers. The contract operator will determine which method of notification is appropriate and will contact the state engineer for guidance, if necessary.

5. After bacteriological test results are reported clear by the state department of health, the contract operator shall notify the secretary to lift the boil water notice.

B. Equipment repairs and replacement

1. The contract operator shall notify and secure approval of the secretary before proceeding with scheduled repairs on equipment, including, but not limited to, electrical controls, well pumps and motors, and chlorine disinfection equipment. 

2. The secretary shall either approve the scheduled equipment repairs or replacement or postpone them until an official decision can be made by the board.

C. Meter change-outs

1. The secretary shall schedule meter change-outs periodically with the contract repair service. The contract repair service shall provide documentation of the results of the on-site meter validity inspections to the secretary.

IV. Emergency Repairs and Water Outages

A. Emergency repairs: These are repairs that, if not completed immediately, will cause detrimental damage to the water system, cause the entire system to lose pressure, or could result in a threat to the safety and health of the town’s citizens, employees or contractors.

1. The secretary shall notify the contract repair service as soon as possible regarding the extent and location of the emergency repair. The secretary shall also contact the contract operator if the area affected has lost pressure, and if so, the contract operator shall proceed with issuing a boil water notice.

2. If the main lines are cut for splicing or tie-ins, the contract operator shall personally ensure that the proper amount of HTH chlorine is poured into the main to ensure adequate disinfection.

3. The contract repair service shall flush the nearest fire hydrant or flush plug down line and take a free chlorine residual test before leaving the site.

4. If a boil water notice is issued and after bacteriological test results are reported clear by the state department of health, the contract operator shall notify the board POC so that customers can be notified that the water is safe.

B. Water outages: These involve a substantial loss of pressure on the water system due to mechanical or electrical failure or a water main break. Immediate issuance of a boil water notice is required for all water outages.

1. The secretary shall notify the contract operator immediately and give a full report of the extent of the water outage.

2. The contract operator shall contact the state health department immediately for guidance in preparing the boil water notice.

3. The contract operator shall be available to answer any questions that the public may have regarding the water outage, quality of water, and the necessity of the boil water notice.

4. Once pressure is restored, the contract operator shall gather the necessary bacteriological samples and submit them immediately to the __________________ County Health Department office.

5. When the state health department has determined that the samples are clear and notifies the contract operator, the operator must notify the board POC and the affected customers that the boil water notice is lifted and the water is safe to drink.

V. Recordkeeping

A. Maintenance records

1. The contract operator shall:

a. Be responsible for maintaining a state-approved Operator Log Book detailing his/her activities. The state requires that the contract manager retain these records for at least five years.

b. Prepare and maintain copies of the Monthly and Annual Production Reports as well as supply a copy to the secretary. Past Production Reports must be retained for five years.
c. Prepare the water accountability section of the Monthly Operations & Maintenance Report and retain a copy of each report for at least five years.
d. Prepare the Annual Operations & Maintenance Report and supply a copy to the secretary. The Annual Operations & Maintenance Report shall be retained for at least ten years.

e. Prepare the state health department Sampling Log and retain for at least ten years. 

2. The secretary shall:

a. Prepare the state Annual Report and retain in a file for three years.

b. Maintain copies of all reports generated by the contract operator and retain for the 
specified time periods listed above.

B. State test results and correspondence

1. The contract operator shall be responsible for maintaining copies of all state correspondence, test results, sanitary surveys and annual reports.

2. The secretary shall be responsible for maintaining originals of all state correspondence, test results, sanitary surveys and annual reports.

C. Pumping test, surveys and engineering plans

1. The secretary shall maintain all well pumping test reports, camera surveys, professional leak detection surveys, and as-built engineering plans.

D. Bookkeeping records

1. The secretary shall retain all water customer receipt books for at least three years.

2. The secretary shall retain all cut-off reports, aged-account reports, and billing registers for at least two years.

3. The secretary shall retain all month-ending detailed transaction reports for at least three years.

4. The secretary shall retain all daily-payment transaction reports for at least two years.

5. The secretary shall retain all IRS 940, 941, and 1040 forms prepared by the accountant and other reports and official correspondence for at least seven years.

6. The secretary shall prepare monthly bank-reconciliation reports and check-disbursement journals and retain them for at least seven years.

E. Customer files and records

1. The secretary shall maintain files for all customers and place all user agreements, state notices of intent, hardship payment plans, payment-extension agreements and any correspondence within these files. The customer files shall not be purged or archived unless directed by the board of directors.

F. Correspondence files

1. The secretary shall maintain separate files for all mortgage holders and regulatory agencies and shall file all correspondence received as well as copies of all correspondence mailed to these agencies. These official correspondence files shall not be purged or archived unless directed by the board of directors.

G. Personnel records

1. The secretary shall maintain the individual personnel files for the secretary, the contract operator, and the contract meter reader. Included in these files will be copies of the actual contracts, State Annual Operating Agreements, and certification of insurance.

H. Insurance policies and records

1. The secretary shall retain all commercial insurance policy files and correspondence relating to coverage of the water system for at least seven years.

VI. Testing and Monitoring
A. Chlorine residual tests

1. Twice each week the contract operator shall randomly check the total and free chlorine residuals at sites approved by the state department of health.

a. The contract operator shall document the chlorine residual test results on the 
Chlorine Testing and Hydrant Flushing Log.

i. If the free chlorine residual is tested as 0.5 mg/l or less, the contract operator shall take the necessary steps to increase the free chlorine residual, including adjusting the chlorine feed rate and flushing. 

B.    Bacteriological tests

1. The contract operator shall collect the monthly bacteriological samples at state-approved sampling sites and deliver them to the __________________ County Health Department on or before the deadline each month.

a. The contract operator shall make copies of the test results to be retained in his 
files and notify the secretary immediately upon receipt of the results. The board secretary shall maintain a file of the original bacteriological tests results. The contract operator shall maintain a file of copies of the tests results. 

b. If the test results indicate a presence of coliform bacteria, indicate confluent growth, or are in any way not satisfactory, the contract operator shall contact the secretary and the state regional engineer and take the immediate necessary actions prescribed by the state department of health, including public notification and resampling procedures.

2. The contract operator shall collect bacteriological samples on the resample card should s/he suspect contamination at any time. The contract operator shall contact the state regional engineer immediately and submit the sample(s) to the __________________ County Health Department. Voluntary public notification and boil water notices will be issued to those affected.

C.    Other required testing, reporting, and monitoring

1. All other required testing, reporting, and monitoring specified by the Safe Drinking Water Act and/or directed by the state department of public health shall be completed by the Contract Operator following the state-prescribed guidelines and by the date that such testing, reporting, or monitoring is specified.

a. Upon receipt of any official correspondence from the state department of health or EPA, the contract operator shall contact the secretary immediately. The secretary shall maintain files of all original correspondence and tests results. The contract operator shall maintain alternate files of copies of such correspondence and test results.

b. If the _________________________ Water Association has been found to be in noncompliance with the Safe Drinking Water Act due to monitoring violations or exceeding maximum contaminant level standards, the contract operator shall contact the secretary and the state department of health regional engineer immediately.

VII. Accounts Receivable and Accounts Payable Operations

A. Accounts receivable operations

1. The secretary shall refer to and strictly adhere to compliance with ______________________________ Water Association’s Bylaws and Customer-service policy concerning accounts receivable operations.

B. Accounts payable operations

1. Each month, the secretary shall compile all vendor claims, including invoices and statements, and prepare a claims docket to be presented to the board of directors at its monthly meeting.

2. The secretary shall prepare all checks for approval, signature, and disbursement prior to each monthly meeting.

3. The secretary shall mail all checks to the appropriate vendors following approval of claims the next business day after each board meeting.

4. The secretary shall prepare checks for mortgage notes and electrical utility bills and mail within five days prior to the due date. These are the only disbursements that have been granted pre-approval.

VII. Meter Installations, Service Extensions, Connection of New Customers

A. The secretary shall refer to and strictly adhere to compliance with ______________________________ Water Association’s customer-service policy (service-extension policy) when accepting applications and/or requests for new customer service.
B. If ______________________________ Water Association has been officially notified by the state department of health or any other regulatory agency that it is not permitted to add any new customers, the secretary shall provide a copy of the official letter or administrative order to the applicant along with an explanation of what steps the board is taking to correct the situation. Under no circumstances shall the secretary accept monies or complete a user agreement if such an order has been issued. However, the secretary shall document any and all applicants that have been denied water service.
C. The secretary shall deposit all membership, deposit, and connection fees into the appropriate bank accounts of the association before the end of the month for all user agreements completed within the month.
D. The secretary shall attach the original state department of health Notice of Intent or Affidavit Waiver to the user sgreement and shall file it in the customer’s file.

VIII. Reporting

A. The secretary shall make a report to the board each month at the ______________________ Water Association’s scheduled meeting concerning maintenance, compliance, and finances of the system. The secretary shall present the Monthly Operations & Maintenance Report as well as financial records to the board.

B. Periodically, the contract operator shall give the board an update of results for compliance with the Safe Drinking Water Act and concerns and recommendations that s/he may have regarding problems that may cause the system to be in noncompliance.  

C. The board secretary shall present all pending claims, including invoices, statements, and a claims docket, to the board at the monthly business meeting.

Acknowledgement of Receipt and Understanding of the ______________________________ Water Association Standard Operating Procedures

I, [first and last name], hereby acknowledge that I have been given a copy of the ______________________________ Water Association Standard Operating Procedures. I also acknowledge that I have read the SOP and fully understand my duties contained herein.

Date:  _______________________________

