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History of the Alberta Capital Region 
Wastewater Commission
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 Not-for-profit entity, governed by the Municipal 
Government Act

 Board of Directors comprised of an elected official 
from each of the 13 member municipalities

 Board members are appointed by their respective 
Councils

 Board members annually sign a covenant, inclusive 
of their responsibilities such as:
 Guide the Commission by establishing a strategic planning 

framework and reviewing it regularly.
 Make decisions which we believe to be in the best interests of 

the Commission recognizing that the needs of our members 
as well as other stakeholders need to be thought through 
and reflected in such decisions.

 Seek to participate actively in decision-making by welcoming 
and encouraging diverse ideas and viewpoints and having 
purposeful discussion to determine which to act on.

Presenter
Presentation Notes
Often hear of the other regional collaborations like EMRB or Edmonton Global , but the reality is that we are one of the original collaborations and have been around for nearly 40 years.ARROW is guided by the Municipal Government Act of the MGAThe MGA provides the governance requirements of any commission in Alberta under section 15.1Operation of commissionsThe intent of the commission is to provide services to Albertans at the lowest cost and operate on a non-profit, full cost-recovery basis. Commissions are prohibited from operating with the intention of making a profit and any financial surplus may not be distributed back to the member municipalities as dividends or earnings. Rates charged by commissions must be established by bylaw.Services are provided on a regional basis to members of the commission, in the best interest of ALL members.Commissions have their own distinct legal status separate from the municipal authorities that create them.Like municipalities, commissions have natural person powers and can enter into contracts, negotiate easements and undertake other such agreements. The commission is run by a board of directors who are appointed according to the commission’s board appointments bylaw. Directors who represent a municipality must be a councillor of that municipality.Operation of commissionsThe intent of the commission is to provide services to Albertans at the lowest cost and operate on a non-profit, full cost-recovery basis. Commissions are prohibited from operating with the intention of making a profit and any financial surplus may not be distributed back to the member municipalities as dividends or earnings. Rates charged by commissions must be established by bylaw.Services are provided on a regional basis to members of the commission. Members do not have to be adjacent to one another to form a regional services commission. If the Minister approves, the commission can also provide service to other customers who are not members of the commission.Commissions have their own distinct legal status separate from the municipal authorities that create them. This means the service commissions can:hire staffadminister their own payrollsown property in their own nameraise capitalLike municipalities, commissions have natural person powers and can enter into contracts, negotiate easements and undertake other such agreements. The commission is run by a board of directors who are appointed according to the commission’s board appointments bylaw. Directors who represent a municipality must be a councillor of that municipality.



What Do We Manage
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ARROW Utilities manages the 
transmission pipes from the 
municipalities and the plant that 
conducts the treatments.
EPCOR reciprocal agreement
Influent characteristics
Single provincial permit
Biosolids Management 

Presenter
Presentation Notes
ARROW Utilities manages the transmission pipes from the municipalities and the plant that treats.ARROW and EPCOR have a reciprocal agreement that allows for a more streamlined service to our members in the south.  EPCOR will take flows from the South for treatment with nodes of Edmonton being supplied to ARROW for treatment.  A yearly review of total treatment occurs and the difference in treatment costs (if determined) is reimbursed.Influent that comes to the ARROW plant is quite different than what EPCOR sees. ARROW receives a higher volume of industrial process water to treat.  This leads to a heavily loaded influent that impacts treatment times.Having a single treatment facility for 13 municipalities allows for a single permit with the Province.Message moving forward together Own that communication mistakes were made but committed to moving forward in an effective way that aligns to the governance of the organization



Project Background 

• WHY?
• An expansion was always 

required to meet the 
growth needs and provide 
contingencies for 
emergency and 
maintenance 
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Presenter
Presentation Notes
In 2012 it was identified that a plant expansion would be required by the mid 2020s, as the current biological treatment capabilities were going to be stretched beyond design limitations, creating risk of meeting environmental approvals.  IT was also required to accommodate regional municipal and industrial growth and to allow redundancy  (currently none exists) for emergency situations and to allow for better maintenance of existing infrastructure. ARROW also has a shared service agreement with EPCOR where for efficiency purposes they process our southern members wastewater, and we process their northeast communities.  Increasing growth trends for southern members have required more treatment at Goldbar and hence EPCOR also requires us to take more of their wastewater from several communities in the northeastIn 2021, ARROW learned of an income-generating opportunity to provide treated wastewater to meet the water needs for Air Products who would begin producing hydrogen in the Edmonton area in 2025.  Becaues we are a not-for-profit organization, this would benefit our ratepayers as sit could both stabilize the rate and provide an additional funding stream to support the replacement of our aging infrastructure in the future.   



Timing or delay considerations

• A fourth treatment train was originally planned for design in 
2023 and construction beginning in 2024. 

• Delaying the project would have serious implications (financial, 
legal, growth related, and reputational) and does not preclude 
the fact that this expansion is required to increase the influent 
wastewater capacity

• This project started one year earlier to seize the opportunity to 
sell the treated water to industry

• Allowing revenues to be used to stabilize the rate and  
invest in the aging infrastructure without significant rate 
increases. 
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Presenter
Presentation Notes
There would be multiple consequences by delaying this project.  Foremost, it would mean asking member municipalities to delay both residential and industryial/commercial sectors ARROW has been negociation a contract with Air Products in good faith, failure to provide the sale of treated water and the infrastructure costs they have assumed with the installation of a pump station and transmission lines would have impacts. Delaying the project would result in anticipated inflationary costs for future construction, which is inevitable to support growth within member municipalities.  Currently the project has committed 100M todate , with design nearing the end of detailed design with the first issued fro construction finalized package being delivered in March 2024This project was introduced one year earlier from what it was on the capital plan originally presented in 2012 and annually presented.  There was an opportunity that if we started earlier, we could adjust the treatment process to provide the quality of treated wastewater that can be used to support the production of hydrogen.  Air Products needs treated wastewater as early as 2025. It was determined that this benefit would outweigh any benefit of delaying the project, especially in consideration of how quickly inflation and supply chain issues were impacting capital costs.  With the revenues generated, ratepayers could anticipate the stabilization of future rates and see an investment in the maintenance, replacement and repair of ARROW’s aging infrastructure that would otherwise be addressed through rate increases  



Communication 

• While preliminary discussions on the necessity of this 
expansion began over 10 years ago, we recognize  need to 
increase the communication on a multitude of levels 

• Continued meetings with the Technical Advisory 
Committee (TAC)

• A two year cycle to continuously getting updates from 
Planning Departments to plan for regional growth

• Commencement of a Communications Advisory Committee 
and Financial Advisory Committee 

• Annual meeting with all CAOs
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Presenter
Presentation Notes
While these discussions begain over a decade ago, our historical approach of informally communicating meant that we did not adequately connect with member municipalities . Further, impacts on regular meetings, such as the technical advisory committee throughout the pandemic and turnover of key personnel within our organization in recent years further contributed to our failed communication. We recognize the impact this has had on member municipalities and ratepayers and are committed to doing better.  We have introduced both the Communication and Financial Advisory Commit5tees to compliement the work of the Technical Advisory Committee.  Have adjusted budget timelines to allow member municpialites more time to incorporate the proposed rate in their budget deliberations, and have formalized the types and frequency of communication with the elected board representatives and chief administrators of member municipalities. 



Project Logistics 

• To meet the tight timelines to be able to sell our wastewater to 
industry we utilized a Construction Management at Risk Process

• Bringing a contractor on board early to support the project
• Providing construction perspective during design
• Considering construction methodology for critical path

• Mobilizing materials during design
• To mitigate the impact of long lead items (5KVa, 

Switchgears, etc) and additional years of inflationary 
impact 

• Reducing risk of re-work and change orders
• Creating better costing at the 60% stage as oppose to the 

tender submission phase. 
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MBR vs BNR

• Membrane Bioreactor was chosen for:
• It is better for dealing with densely loaded wastewater that 

ARROW’s plant experiences
• It provides cleaner effluent which will allow for the plant to 

adapt to future effluent limitations for evolving 
environmental permit requirements 

• It allows for water re-use opportunities that could be 
revenue generating providing reserve stabilization 
opportunities and reducing the long-term need to borrow 
for capital in the future. 
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Presenter
Presentation Notes
Membrane Bioreactor is a wastewater treatment technology that has existed for over 20 years but has not been used at our plant as we have 3 Biological Nutrient Removal Treatment Trains 



Continuous Improvement Initiatives 

• Changes in Budget timelines and processes 
• Draft Budget completed by June  for consideration in September 

annually
• Initiation/reset  of Board Committees 

• Governance and HR
• Finance and Audit
• Development
• Advocacy and Awareness

• Culture Shift towards continuous improvement, and engagement 
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2024 Initiatives

• Train 4 
• UMP/Asset Management Study 
• Capital Charters for all projects and programs
• Long Term FTE Strategy
• Prioritization of the Long term Capital Plan
•  Implementation of the CMMS system 
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Questions?
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