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About Us
The Environmental Finance Center Network (EFCN) is a university- and non-profit-based 
organization creating innovative solutions to the difficult how-to-pay issues of environmental 
protection and water infrastructure. 

The EFCN works collectively and as individual centers to address these issues across the 
entire U.S, including the 5 territories and the Navajo Nation. The EFCN aims to assist public 
and private sectors through training, direct professional assistance, production of durable 
resources, and innovative policy ideas.



What are the SRFs?

• Low interest revolving loan program with subsidies for targeted projects and communities
• Money comes from EPA/Federal Government, state match, loan repayments, interest, bond proceeds
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SRF State Logo source: Iowa’s State Revolving Fund



It’s not the destination; 
it is the journey.



THE JOURNEY



AM + CIP



Asset Management

• Inventory, including condition assessment

• Level of Service goals

• Criticality assessment 

• Probability of failure

• Consequence of failure

• Prioritization

• Funding strategy

• An AMP typically includes:

• Inventory and analysis of critical assets 

• Evaluation of asset maintenance costs

• Long-term funding strategies



Capital Improvement Plan

• A CIP covers 5-7 years and typically includes:

• Estimated costs for each project 

• Estimated timelines for each project 

• Funding sources 

• A financing plan

https://opengov.com/article/capital-improvement-plans-101/
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CIP Example



CIP v. AMP

What’s the difference between a CIP and an AMP? 

• Scope: An AMP covers an organization's entire asset infrastructure, while a CIP focuses on capital 
improvement projects and equipment purchases.

• Duration: An AMP is a long-term plan that helps manage assets throughout their lifecycle, while a 
CIP is a short-range plan that typically covers a period of four to ten years.

• Purpose: An AMP helps organizations make cost-effective, proactive decisions about their assets, 
while a CIP helps organizations coordinate community planning and fiscal management to 
determine the location, timing, and financing of capital improvements.



Reserves



What is the Right Amount to Save?
• It depends

• Asset Management Plan

• Capital Improvement Plan

• Short Term Asset Reserve Table

• Board tolerance 

• Ashley’s Budget Philosophy

• Intergenerational Equity
Long Lived Assets

20+ years Borrow

Medium Lived Assets
5-20 years Save

Short Lived Assets
0-5 years Budget

• Surcharge Fund

• Capital Improvement Fund

• Sinking Fund

• Cash accrual

• Budget line items for maintanence and capital investment



Policies and Procedures



Policies & Procedures

Cross Connection 
/ Backflow 
Prevention

Conservation and 
Emergency Plan

By-
laws/Ordinances

Water Service 
Line Ownership / 

Control

Fees Connection and 
Disconnection

Application for 
Service/Allocation

Design and 
Construction 
Standards



Budgeting



Budget Considerations
• Do you have a budget?

• When was the last time a review was 
completed?

• How and when is the next year’s budget 
developed?

• Are you on target with expected expenses?

• What are the high dollar value or % 
exceedance line items?

• Set expense needs, then evaluate revenue



Revenues and Expenses

Expenses

O&M Capital Debt

Revenues

User 
Fees Taxes Loans/

Grants
Development
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Fees Other



What about Depreciation?
• What is depreciation?

• Reduction in value of an asset with the passage of time, due to wear and tear

• Accounting method of allocating the cost of a tangible or physical asset over its useful life

• Represents how much of an asset’s value has been used up

• How is it calculated? 

• Straight line depreciation

• (original cost – salvage value) / expected useful life = annual depreciation 

• Equipment, vehicles, buildings. Excludes land and construction 

• Funding depreciation

• Budgeted line item  equal amount remaining at end of budget year

Link to article: VBB An Appreciation for Depreciation

https://www.vtbondbank.org/index.php/resource/appreciation-depreciation


Lifecycle Costing

Acquisition
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t
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Refurbish Refurbish

Disposal

35-40%

60-65%

Asset Life

Capital investment is just the tip of the iceberg

Source: Glenn Barnes, UNC EFC and adapted from Steve Allbee, USEPA



What am I Missing?
• Delinquent accounts

• Not apparent on revenue/expense statement

• How are they handled?

• Disconnection policies?

• Liens

• Tax sales

• High delinquency affects the entire system; sets the expectation that payment is optional

• Transfers to the GF

• Outdated or underreporting meters

• ‘Free’ water users



Ask Yourself
• Calculating reserves

• Debt planning

• Depreciation

• End-of-year surplus

• Delinquencies

• Days of cash on hand

• General Fund transfers

• Non-revenue water

• Contract services

• Debt Service Coverage Ratio



THE DESTINATION



Rate Setting Questions

• What are your system’s rate setting goals?

• Does your rate structure support your objectives?

• What is your current rate structure?

• How much money do you need to meet future O&M and Capital 
expenses?



Paying for Infrastructure

• Let 
someone 
else pay

• Pay later

• Save in 
advance

• Pay as 
you go

PAYGO Reserves

SubsidiesLoans



Full Cost Pricing
• O&M

• Emergencies

• P&I on debt

• Reserves

• Source water 
protection

• CIP

A full accounting for all current 
and future utility expenses in rate 

structure, including:



Elements of a User Rate Structure

• Customer classes

• Billing periods

• Base/flow or meter/usage charge

• Capital investments

• Regular rate adjustments

• Equitable, sustainable, defendable



Customer Classes

• One rate structure for all users

• Separate rates for residential, commercial, industrial, government, 
wholesale

• Meter-size rates

• Users outside the ‘district’

• High-use industrial

• Seasonal users



Base & Flow Charge

• AKA Fixed v. Variable; Meter v. Usage 

• How homogenous is your system?

• Seasonal usage

• Usage allowance in base charge

• How much of your budget is fixed? How much is variable?

• What are the differences?



Volume Charges
• Flat rate

• Seasonal flat rate

• Easy to understand; the more you use, 
the more you pay

• Increasing block rate

• May receive push back from high-water users



Non-User Rate Revenues

• Penalties

• Cell phone and radio receivers

• Tap fees

• System development/impact/allocation fees

• Sprinkler/hydrant fees

• Bulk water

• Septage

• ‘strong’ wastewater

• Interest on investments



Real World Examples



Unmetered Flat Rate + Seasonal



Unmetered Flat Rate + Tax



Increasing Base Charge + Metered Flat Rate



Flat Base Charge + Metered Increasing Rate +



Metered Flat Rate City v. Town



All the Metered Rates City v. Town



Increasing Base and Metered Rate



Increasing Base and Metered Rate, too many



Rate Setting Thoughts 

• Meter readings must be punctual

• Meters must be read properly

• Are meters replaced after their expected 
useful life

• Is there a line item in the budget for 
replacements?

• Is there a process for calibrating meters?

• Regular rate increases are a MUST



What is the right rate structure?



Looking for in-depth Financial Management training?
Located in New England?

• May 28-29, 2026, at University of Southern Maine, Portland Maine
• Free to attend. You pay for travel, meals, and lodging
• 1.5-day training; 10.75 WW TCHs in ME
• Registration link: https://efcnetwork.org/event/me-training-financial-management-for-water-and-

wastewater-utilities/

In-Person Training

Located in the Mountain West?

• June 24-25, 2026, at Laramie County Community College, Cheyenne, WY
• Free to attend. You pay for travel, meals, and lodging
• 2 full day training; 13 TCHs in WY
• Registration Link: https://efcnetwork.org/event/wy-in-person-training-financial-management-for-

water-and-wastewater-utilities/
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For more information and to register visit:
https://efcnetwork.org/event/virtual-office-hours-ask-me-anything-srf-technical-

assistance-open-discussion-2/

Upcoming Trainings
Preparing for a Financial Audit
May 12, 2026 / 11:00-1:30 pm ET

Federal Award Compliance, Part 1
May 18, 2026 / 2:00-4:00 pm ET

Federal Award Compliance, Part 2
June 3, 2026 / 11:00-1:00 pm ET

Set-Asides: What are they and how are they used?
June 15, 2026 / 2:00-4:00 pm ET

This is NOT an Ask Me 
Anything session. 
To register, go to:

https://efcnetwork.org/event/o
nline-training-preparing-for-a-

financial-audit/
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Ashley Lucht
• Community Finance Team
• Former Director of Capital Planning at the 

Vermont Municipal Bond Bank 

• Former DWSRF Project Manager for the 
State of Vermont

• Lucht@quantifiedventures.com

Quantified Ventures
https://www.quantifiedventures.com/our-team
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