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TIME SESSION 

1:00PM – 1:45PM Panel Session: Case Study Review (45 mins) 

Karen Nichols, Lower Rio Grande Public Water Works 

Invited member of other regional organization to discuss lessons learned, best 
practices on planning and funding strategies. Allow for a 10-minute Q&A. 

 
1:45PM – 2:30PM Panel Session: Regionalization Funding Projects Review (45 mins)  

Review state regionalization projects that have been funded and funding options for 
regionalization projects and challenges. (funding agencies invited) 

2:30PM – 2:45PM 15-minute Break 

2:45PM – 3:30PM Legislative Preparation (45 mins)   

Patricia Lundstrom, NM District 9 State Representative 

3:30PM – 3:50PM Next Steps & Wrap-up (20 mins) 

Angelina Grey, Associate Planner 

3:50PM – 4:00PM Final Questions & Closing (10 mins) 

4:00PM Adjourn 

 

 

















































2009 House Bill 185
NMSA 1978 73-26-1

Passed March 16, 2009
Signed April 6, 2009

And then the 
REAL work 
began…

Key Take-Aways from the Lower Rio Grande PWWA 
Regionalization experience:

CHALLENGES
Breaking new 
ground

OVERWHELM!
Opposition from a few 
who felt threatened
Surprise obstacles 
from allies

Getting over old 
paradigms

Moving from “Mine” 
to “Ours”
TRUST!
Letting go of perceived 
control



We just could not find that 
magical Merger Switch!

Key Benefits from the Lower Rio Grande PWWA 
Regionalization experience:

Benefits – Economies of Scale 
Finances and  Rates
Establishment of a Service Area
Division of Duties
Board governs, not operate/manage
Staffing: number, roles, pay & benefits
Customer Service – 24 hour on-call
Larger pool of consultants

Expanded Political Representation
Expanded Governmental Powers
Expanded Potential for Partnerships
Greater Accountability 
Purchasing power and efficiencies
Control of inventory & equipment
NO MORE MEMBER MEETINGS!



We recruit directors for 1 board, not 10
Board does policy & governance, not management 
or operations
Larger customer base to share costs results in lower 
rates and the same rates for all communities
One annual audit covering all 10 water systems 
instead of 10 audits
Accountant on staff instead of contract accounting 
firms/bookkeepers
Increased purchasing power 

Ability to take advantage of volume discounts and 
statewide purchasing agreements

Less inventory needed than for 10 small systems
Ability to develop, plan & construct large projects and/or 
multiple smaller projects simultaneously
Larger pool of resources—staff, equipment, water rights, 
reserves
Staff can focus in specific areas instead of doing it all
Larger staff provides redundancy in most positions and 
lets us provide employees with benefits, adequate pay 
and oversight resulting in better retention
Larger service area and customer base results in 
increased representation at the county & state level
Improvedd customerr service



Key Take-Aways from the Lower Rio Grande PWWA 
Regionalization experience:

The Founding Mutual Domestic Associations each had 
different strengths & weaknesses and assets & liabilities, 

and each contributed and benefited from the merger

Some had large cash reserves 
Some had low debt

Some owned equipment & 
vehicles

Some had low customer rates
Some had staff

Some had done system upgrades, and 
some needed them badly

Some had compliance issues
Some had addressed compliance

Some had high rates
Some had little to no staff

Pick your partners
Invite all the neighbors, and work with the willing

Build trust
Avoid any perception of a ‘take-over’
Working together on planning & joint projects before 
moving ahead with a formal arrangement helps
Work with Technical Assistance – outside party

Research and build consensus for what form your 
regionalization should take
Communicate intentions & benefits to get buy-in from 
internal & external stakeholders

Public meetings
Meetings with funding & regulatory agencies & others 
stakeholders



For further information
Main Phone Number:

(575) 233-5742 

Martin Lopez, General Mgr.
Ext. 1004 or cell (575) 571-3628
martin.lopez@LRGauthority.org

Karen Nichols, Projects Mgr.
Ext. 1018 or cell (915) 203-2057

karen.nichols@LRGauthority.org

15-minute 
Break



Joint Powers 
Agreement 
Regional Entity 
Update

Dominique Cartron, Esq.
Cartron Law Associates
Phone: (505) 822-9400
Email: dcartronlaw@cybermesa.com

Karen Pereira Tapias
Rural Communities Assistance Corporation
Phone (505) 414-5356
Email: ktapias@rcac.org

Jason Sanchez
Court-Appointed Receiver (Yahtahey WSD)
Phone (505) 399-1158
Email: jason.sanchez@pinnbank.com

Presenters for this session are some of the champions working hard
on developing a Joint Powers Agreement (JPA) Entity, from both the
legal and formation fronts. During last year’s Rural Water Summit, the
County and its partners talked extensively about creating a regional
‘umbrella entity’, through a JPA process of development, as a means
of creating economies of scale and leveraging assets and resources.
The JPA agreement was recently approved by the NMFA. Presenters 
will provide an overview of steps taken, current activities and 
determine next steps for the new JPA Entity. 

McKinley County Small Water System 
Regional Collaboration

Dominique Cartron  
August 31, 2022



Previous Studies and Projects
• Gallup Town Hall on Water in 2003
• Northwest New Mexico Council of 

Governments and McKinley County sponsored 
studies

• Regional Water Planning Studies
• Navajo Gallup Water Supply Project



Previous Studies



Regionalization in McKinley County
• Old and leaking pipes need replacing. 
• Systems are inadequate to serve current or 

additional residents.
• Compliance with state and federal regulations is 

increasingly complex.
• Quality and availability of water supply
• Long-term sustainability of water supply and small 

systems is uncertain.
• Operations and maintenance costs per customer 

are high in small systems. 

Options for Regional Collaboration
• Plan together.
• Establish emergency-only relationship.
• Share equipment and inventory.
• Share operator.
• Share administrative tasks (e.g., billing).
• Share water rights/resources.



Options for Regional Collaboration
• Interconnect systems for backup.
• Interconnect systems but operate individually.
• Create new entity and join systems to share 

sources and distribution.
• Create new entity to implement settlement 

agreements or federally authorized projects.

Options for Regional Collaboration
• Interconnect systems for backup.
• Interconnect systems but operate individually.
• Create new entity and join systems to share 

sources and distribution.
• Create new entity to implement settlement 

agreements or federally authorized projects.



Options in McKinley County
• Joint Powers Agreement Option
– Board appointed by Member organizations
– Powers and duties delegated to the JPA Board
– Transition of specific functions to be phased in
– Hire professional manager
– Allow other systems to join

Regionalization Spectrum

Source: Modified from EPA



McKinley Area Water and Sewer 
System- JPA
• Gamerco W&SD, White Cliffs MDWCA, 

Yatahay W&SD
• Members systems to appoint Board 

Members to the JPA
• Revise name
• Adopt by-laws with fiscal, procurement 

and other policies 
• Ensure compliance with procurement and 

McKinley County Rural Water Systems and 
Navajo-Gallup Water Supply Project





LLunch
Catered By: 

Grandma Joe’s

Panel session: 
case study 
review

This session will focus on other case
study projects in New Mexico that have
become successful entities. Other topic
discussions to include best practices in
planning and funding strategies.

Karen Nichols
Projects Manager
Lower Rio Grande Public Water Works Authority
PO Box 2646
Anthony, NM 88021
Phone (575) 233-5742
Email: karen.nichols@lrgauthority.org

Blanca Surgeon
Community & Environmental Services
Rural Communities Assistance Corporation
Phone (505) 577-6917
Email: bsurgeon@rcac.org




















































