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FY2026 Budget Narrative: Sewer Commission

Introduction

Sewer in Rye was originally mandated, to protect the environment (shoreline and aquifer). The Sewer
Department Budget is covered 100% by fees to users and operates out of fund 2. Revenues received
from fees and charges are deposited into the fund and department costs are spent from the fund.
The monies can accumulate from year to year and are not considered part of the general fund.

12.6% of the 2026 proposed budget accounts for cost billed by the City of Portsmouth, which is passed on
to the owner of Adams Mobile Home Park because of an intermunicipal agreement. This also accounts for
22.5% of the proposed budget increase for 2026. Adams Mobile Home Park is connected to the City of
Portsmouth Sewer System. This expense needs to be backed out of the sewer budget to accurately
interpret the budget.

Salaries and Benefits Budget Changes/Retention Dynamics:
Will you hire or add employees in 2026 — replacements, retirements, leaves of absence, etc.? No

What contract obligations or changes impacted this year’s budget, if any? None

What employment challenges does your department face in this area — succession plans, early
retirements, the ability to hire and retain employees?

The sewer system in Rye is small; however, it has all the same requirements and needs as a larger
community. The current Sewer Director has the ability and knowledge to look after both administration and
operation and maintenance. She is also responsible for permit reporting requirements, grant writing and is
required to be on call 24 hours a day, seven days a week, including holidays. In the absence of finding an
employee with the same skill set, experience, proximity and flexibility in the future, the current position
may need to be changed into two distinct positions and work may need to be contracted out.

Personnel

Sewer Director

Operational Costs — (Non-Personnel)

What are the most significant factors driving operational cost changes?

Overall permit requirements, aging infrastructure, and stormy wetter weather. In addition, the Asset
Management Plan implementation and the Infiltration and Inflow Assessment Reduction Plan findings
specific to 2026.

Are there any anomalies that occurred this year or will occur next year?

This year extended dry periods (drought) resulted in low flow conditions. Which assist with a reduction of
infiltration and inflow. However, it posed unique operation and maintenance challenges. The low flow
conditions lead to sediment (solids, grease and sand) accumulation in gravity mains (structures and pipes)
and lead to hydrogen sulfide (H,S) buildup which in turn promotes corrosion of the concrete wet well walls,
metal fittings, pumps and valves. The weather in recent years is highly unpredictable, often swinging
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between periods of extreme rainfall and severe drought. Which has budgetary impacts. In addition, the
Sewer Commission completed an Asset Management Program. This is a living program that will shape
future operations.

Are there plans to manage growing costs or to drive reductions?

Yes, the Sewer Commission is committed to being cost efficient (reducing expenses while maintaining
outputs) and effective (getting the best return on investment). They have taken a data driven systematic
proactive approach to decision making, by studying, evaluating, and planning. Each pump station has had
an overall assessment, capacity study, and energy evaluation completed. The Town of Rye Sewer Asset
Management Program was recently developed and is a critical management tool. Funds have been secured
to conduct a sewer infrastructure vulnerability assessment and an Infiltration and Inflow (I/1) Assessment

and Reduction Plan.

The Sewer Commission is also dedicated to being fiscally responsible and will be proposing the
development of a sewer financial assessment and plan. Which has recently been deemed eligible for 100%
principal forgiveness as part of the NHDES Clean Water State Revolving Fund. Once this project is
completed it is anticipated that the next step will be to update the Sewer User Charge and Use Ordinances.
Priority has been given to pursuing grants, loan forgiveness, and support in kind to meet the Sewer
Commissions goals, objectives, and obligations. The planning activities previously mentioned better
position the Sewer Commission in securing limited local, state, and federal funding.

Capital Expenditures

Capital outlay — include explanatory narratives and quotes.
There are no capital outlay items that are not funded by the operating budget, grant, or principal
forgiveness.

Current CIP Active Items for Informational Purposes

Wastewater Treatment Plant Improvements (In operating budget)

The Agreement for Treatment and Disposal of Wastewater October 1989 between the Town of Hampton
requires the Town of Rye to contribute 4% towards the Town of Hampton's 2009, 2011 and 2018 WWTP
Improvements Loans (bond payments). For FY2026 Rye’s share is $37,332.84.

Infiltration and Inflow Assessment Reduction Plan (100% principal forgiveness)

The NHDES Clean Water State Revolving Fund Program has awarded $100,000.00 in principal forgiveness to
the Sewer Commission for an I/l Assessment and Reduction Plan (100% of the proposed project cost). The
purpose of the plan is to implement a consistent, long-term approach to utilizing limited resources to
effectively address I/l within the collection system and to correct capacity issues. It includes various
evaluation components: flow monitoring, manhole inspections, smoke/dye testing, Targeted CCTV
inspections and data evaluation. The goal of the project is to identify a clear path forward in minimizing
infiltration, inflow and ex-filtration, and maximum conveyance of wastewater to the WWTP, by identifying,
designing, and prioritizing ways to address I/l issues. Article 12. of the 2025 March Ballot passed 949
yes/317 no.

Sewer Infrastructure Vulnerability Assessment (75% Grant/25% Operating Budget)

The Federal Emergency Management Agency Building Resilient Infrastructure and Communities Grant

Application was approved for a Sewer Infrastructure Vulnerability Assessment. The cost of the project is
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$74,000.00. The federal portion of the grant is $55,000.00 and the local cost share is $18,500.00 of which
was allocated in the 2024 Sewer Department Budget and has since been encumbered. The Town of Rye
Sewer Service directly abuts the Atlantic Ocean and travels south to the Town of Hampton. This leaves the
infrastructure vulnerable to weather events including and not limited to flooding, severe storms and
projected sea level rise. The infrastructure vulnerability assessment will evaluate horizontal and vertical
structures of which some are in the FEMA 100-year flood zone, identify mitigation actions and options for
increasing infrastructure resiliency. Step 1 is to inventory the existing sewer infrastructure; determine
existing conditions, past impacts from extreme weather events, etc. Step 2 is to determine the extent of
flood risk to existing infrastructure using sea level rise and groundwater rise data projections as well as
projected increases in extreme precipitation. Step 3 will use data from Step 2 to determine the existing
infrastructure tolerance for flood risk and areas most vulnerable to damage or disruption from flooding.
Step 4 will identify and evaluate adaptation strategies for mitigating flood risk to existing infrastructure.
Step 5 will prioritize adaptation strategies for future implementation. Step 6 will ensure that the
vulnerability assessment meets the EPA major storm and flood event adaptation planning requirement as
part of the National Poliutant Discharge Elimination System permitting process. Step 7 will integrate the
vulnerability assessment results into the Sewer Commission’s asset management program. The intent is for
this project to position the Town of Rye Sewer Commission favorable in acquiring future funding to support
mitigation activities. This project is identified in the Town of Rye Hazard Mitigation Plan 2022 Update.

Warrant articles - include now for informational purposes.

Other than CIP submissions what are the possible warrant articles?

Rye’s sewer system faces unique challenges, it was constructed in the early 1990’s and is aging, with
components nearing or exceeding their useful life. The service area experiences a population surge in the
summer, placing added strain on the system. With our sensitive ecosystem and proximity to water bodies
any failure can have outsized environmental impacts and because our wastewater discharges to Hampton'’s
WWTP there are capacity limits, preventing growth and unable to take advantage of economy of scale.

Given these challenges, the Sewer Commission has identified long-term and short-term financial planning
as essential for maintaining and upgrading our sewer infrastructure. By investing in inspections,
maintenance, and upgrades rather than reacting to emergencies, which are far more expensive. A well-
thought-out capital improvement plan (CIP) ensures that our sewer infrastructure investments are
prioritized based on risk, need, and cost effectiveness. Financial planning also helps us establish a fair and
sustainable sewer rate structure, ensuring that the system is adequately funded without placing sudden
financial burdens on users. A clear financial plan will better position the Sewer Commission to secure
limited local, state, and federal funding. In addition, the Sewer Commission is subject to state and federal
regulations of which financial planning ensures compliance without unexpected fines or legal action.
Financially speaking, a solid plan will provide a better understanding of where we are in relation to our goals
and objectives. ‘

Thus, the Sewer Commissions submitted a 2025 NHDES Clean Water State Revolving Fund Pre-Application
for a Sewer Financial Assessment and Plan and was selected as being eligible for $45,000.00 in principal
forgiveness (100% of the proposed project cost). This project will evaluate sewer rates, charges, fees and
rate structure. While assessing the financial condition of the utility to ensure financial and operational
sustainability. A comprehensive, reliable, and flexible financial plan that accounts for operation and
maintenance cost as well as capital improvements will result.
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Draft Article __. To see if the Town will vote to raise and appropriate the sum of Forty Five
Thousand and 00/100 Dollars ($45,000) for the purpose of developing a Sewer Financial Assessment
and Plan and to authorize the Sewer Commission to borrow Forty Five Thousand and 00/100 Dollars
(545,000) from the New Hampshire Department of Environmental Services (DES) Clean Water
Revolving Fund, in accordance with RSA 33:5-d and all other provisions of the Municipal Finance Act,
NH RSA Chapter 33, as amended and to further authorize the Sewer Commission to negotiate and
execute such bonds, notes, and other documents as needed for such purposes. Further, to see if the
Town will vote to raise and appropriate the sum of Four Hundred and Fifty Dollars ($450) for interest
payments on said load during Fiscal Year 2026. If approved, monies borrowed under the Clean
Water State Revolving Fund will be eligible for principal forgiveness upon approval of the loan
application and the satisfaction of the requirements under the loan program. This appropriation is
in addition to the operating budget. (3/5 vote required).

Why are these included in the budget as capital expenditures and not as operational costs?

The Wastewater Treatment Plant Improvements are included in the budget as operational cost. The Sewer
Infrastructure Vulnerability Assessment is 75% grant funded and 25% in the 2024 budget as operational
cost, subsequently encumbered. The Infiltration and Inflow (I/1) Assessment and Reduction Plan was loan
forgiveness other than a small amount of interest and was on the 2025 Town Warrant. The Sewer Financial
Assessment and Plan is also loan forgiveness other than a small amount of interest, and a 2026 Warrant
Article is required.

How are these part of a strategy/plan to maintain/support/update capital equipment?

These activities as well as previous planning initiatives are all interconnected and part of a data driven
systematic strategic planning approach that assists with maintaining, supporting, and updating capital
equipment. The recently completed Asset Management Program itself is a plan to maintain; support and
update capital equipment (assets) and the proposed Sewer Financial Assessment and Plan will map the path
forward. Please see above.

DEPARTMENT GOALS & OBJECTIVES:

Past Year:

What has your department accomplished this year? Were you able to meet the department’s
expectations and/or the needs of the community last year? Were there any key successes you would like
to share?

The department’s expectations and/or the needs of the community were met this year. The following are
notable accomplishments and key successes.

e An Asset Management Program was completed that included implementation of software and
supporting equipment. Assets were inventoried and prioritized based on criticality and condition,
and life-cycle costing was performed to guide long-term decision-making. A comprehensive funding
strategy was developed to support asset management and replacement needs. The program also
established a Level of Service (LOS) Matrix reflecting system goals and vision and outlined an
implementation and communication plan for the AMP. Staff took part in training throughout the
process, culminating in a wrap-up presentation and the development of a Community User Manual
to support ongoing program sustainability. ‘

e The Sewer Commission with public input developed the following vision statement:
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“To provide continuous and reliable wastewater service that protects public health and the
environment through cost-effective, and efficient operations that are guided by data-driven,
proactive systematic decision-making and leveraging outside funding to support long-term
sustainability.”
A Clean Water State Revolving Fund (CWSRF) Pre-Application was submitted to conduct a Sewer
Financial Assessment and Plan. The project was subsequently placed on the NHDES CWSRF Priority
List for Wastewater Planning Projects and is eligible for $45,000 in principal forgiveness.
The Sewer Commission developed, advertised, and awarded a Request for Qualifications/Proposals
(RFQ/RFP) to procure professional services for the preparation of a Sewer Infrastructure
Vulnerability Assessment, aimed at identifying system weaknesses, climate-related risks, and
mitigation strategies.
Submitted the final Clean Water State Revolving Fund (CWSRF) application to conduct an Infiltration
and Inflow (1/1) Assessment and Reduction Plan, and subsequently developed, advertised, and
awarded a Request for Qualifications/Proposals (RFQ/RFP) for professional services.
Conducted land maintenance activities at the Church Road Pump Station, including installation of an
on-site storage container, application of a pavement topcoat, and general site improvements.
Conducted structural improvements at Abenaqui Pump Station, including the installation of new
windows, removal of louvers and painting the exterior.
Advanced the development of major storm and flood event adaptation plans to ensure compliance
with NPDES permitting requirements.
Maintained awareness and stayed current with the application of artificial intelligence (Al) in
wastewater operations. ' '

Moving Forward:

What are your department goals for next year?

Complete the Sewer Infrastructure Vulnerability Assessment, aimed at identifying system
weaknesses, climate-related risks, and mitigation strategies.

Complete the Infiltration and Inflow (I/1) Assessment and Reduction Plan, which aims to establish a
clear path for minimizing infiltration, inflow, and exfiltration, while maximizing the conveyance of
wastewater to the WWTP. This will be achieved by identifying, designing, and prioritizing strategies
to address I/l issues.

Submit the final Clean Water State Revolving Fund (CWSRF) Loan Application to conduct a Sewer
Financial Assessment and Plan, and develop, advertise, and award the Request for
Qualifications/Proposals (RFQ/RFP).

Continue efforts to develop a major storm and flood event adaptation plan to ensure compliance
with NPDES permitting requirements.

Continue to build on and fine tune the Asset Management Program.

Work to replace critical assets based on priority.

Stay current with the use of Al in wastewater operations.

Continue to identify and apply for outside funding opportunities and in-kind support to offset
increasing capital and operational costs.

Create efficiencies?
Creating efficiencies has been identified as a department priority. The purpose of our planning and
evaluation activities is to implement a consistent, long-term approach to using limited resources effectively
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to identify, address, and correct issues within the collection system. This ensures the system operates
efficiently and reliably, ultimately streamlining operations to achieve the best return on our investment.

Solve hiring/retention issues?
There are no hiring/retention issues currently.

IT initiatives to streamline operations?

Since 2012, the Sewer Department has utilized Mission Communications SCADA, a wireless system that
enables remote monitoring of pump stations and generates extensive data reports. Building on this, ArcGIS
Pro software and a tablet were acquired as part of the recently completed Asset Management Program.
This technology allows us to integrate vertical and horizontal collection system data into a single platform,
enabling efficient storage and analysis, pattern recognition, predictive modeling, and informed decision-
making, including financial planning. Additionally, it supports the automation of pump station, structure,
and horizontal asset inspections, as well as the documentation of work completed. A customer service log
to track property-related questions and concerns has also been developed.

If you fell short this year, what needs to happen to close the gap?
Do not anticipate falling short.

Do you see the needs/expectations of the community changing over the next three or so years?

At a Level of Service Workshop held late in 2024 stakeholders expressed that providing a continuous reliable
service and being fiscally responsible is most important to them. | do not see their needs and expectations
changing much. However, the ability to meet that need and expectation has become increasingly difficult
each year.

What must happen in this department to keep up with those changes?

To keep up with these changes and maintain continuous, reliable service in a fiscally responsible manner,
the department must continue to plan, evaluate, and anticipate potential threats strategically. It is also
essential to actively pursue external funding opportunities and in-kind support to maximize resources and
sustain operations.

What are the largest risks or threats to the department - market/environmental/demographic changes?
The largest risks and threats to the department include permit requirements, aging infrastructure, and
increasingly stormy, wetter weather. Additionally, because our wastewater discharges to Hampton’s WWTP,
we face capacity limits that prevent system growth and limit opportunities to achieve economies of scale.
Currently, 557 parcels are connected to the sewer system. This presents a significant challenge given that
our system consists of 6.9 miles of gravity sewer, three pump stations—one located in a designated flood
zone—and 3.5 miles of force main that runs along the Atlantic Ocean and through the towns of North
Hampton and Hampton.

Respectively Submitted,

Lee Arthur,
Sewer Director
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