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Item Description Owner 

1.1 Approval of Agenda PN 

1.2 Welcome, introductions 

 Introduction of members 

 Review of WAC terms of reference 

 Roles of project coordinator and technical consultant 

 Basic procedures and staff resources 

PN 

1.3 Election of Chair ST 

1.4 Background and history PN 

1.5 Overview of LWMP process: 

 Why are we doing this? 

 Where are we now? 

 What are we trying to achieve? 

PN, LS/TDV 

1.6 Overview of Wastewater Issues – what are the problems to be solved? 

 Combined Storm sewers 

 Treatment quality 

 Discharge to Maple Lake Creek 

 Other options 

 2020 Timeline 

 Funding sources 

 Community benefits 

LS/TDV 

1.7 Proposed Timeline for 2016 LWMP, including meeting schedule PN 

1.8 Preview of meeting #2 – full day workshop for Goal Setting PN 

1.9 Other business, round table, questions Chair 

1.10 Next Meeting Chair 
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1.11 Adjournment (target time 12:30) Chair 

1.12 Public Q&A period (12:30 to 1:00) Chair 

 
 
 
Invitees 

Name  Initials Representing Present? 

Ken Barth  KB Public member at large  

Dennis Cassin DC Public member at large  

Matt Ishoy MI Public member at large  

Vig Schulman VS Public member at large  

Mike Tymchuk MT Public member at large  

Sean Sullivan,   SS Council Representative  

Jesse Ketler JK Alternate Council Representative  

Chief Robert Everson CRE K’omoks First Nation  

Sundance Topham ST Chief Administrative Officer  

Rob Crisfield RC Manager of Operations  

Paul Nash PN LWMP Project Coordinator  

Larry Sawchyn LS TetraTech, Technical Consultant  

Troy Vassos TDV TetraTech, Technical Consultant  

Dave Cherry DCh Vancouver Island Health Authority  

    

 

 
Attachments 

1. WAC Terms of Reference ..................................................................................... 1 
2. LWMP Road Map presented to Council March 14 2016 ....................................... 5 
3. LWMP Background Report  ................................................................................ 18 
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Liquid Waste Management Plan - Wastewater Advisory Committee 

Terms of Reference 

March 29, 2016 

 

The Terms of Reference defined in this document outline the purpose of the Wastewater Advisory 
Committee, and the expectation and commitments of its members in developing the Liquid Waste 
Management Plan (LWMP) for the Village of Cumberland. 

 
Purpose of the Wastewater Advisory Committee 

The LWMP process is a consultative process, involving municipal staff and elected officials, 
technical specialists, Provincial government, regional stakeholders, First Nations and extensive 
public consultation.   

While the responsibility for the management of the LWMP ultimately rests with Village Council, 
the Wastewater Advisory Committee’s purpose is to be the gathering and discussion portal for all 
relevant information for the LWMP, and subsequently make recommendations to the Steering 
Committee for the major decisions relating to the LWMP. 

With broad representation from government, technical and public interests, the Wastewater 
Advisory Committee will; 

 Act as a representative for, and liaison to the general public or other unrepresented 

stakeholders, as appropriate; 

 Develop plans for public consultation; 

 Review information provided by the Village, consultants, Committee members, special 
interest groups and the general public; 

 Identify knowledge gaps, if any, and provide feedback to Village staff and consultants; and, 

 Make recommendations to the Steering Committee. 

The Wastewater Advisory Committee will run for the duration of the LWMP, though membership 
may be adjusted along the way.  Once the LWMP is implemented, a new Monitoring Committee 
will be struck. 
 

Membership 

It is proposed that the Wastewater Advisory Committee will have from 10 to 15 members.  This 
committee will be made up of the following: 
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 General public – Members at large selected from residents of Cumberland to provide a mix 

of environmental, social and economic perspectives, and age and gender representation; 

 Local environmental groups; 

 K’omoks First Nations; 

 Local business groups; 

 Provincial and federal ministries or agencies who have indicated interest or whose 
mandate will be affected by or will affect the planning process (e.g. Environment Canada, 
Fisheries and Oceans Canada); 

 Council member (ex-officio); 

 Staff – LWMP Project Coordinator, Chief Administrative Officer, Director of Operations, and 

other staff as required (ex-officio);and, 

 Technical Consultant – advisor (ex-officio). 

A posting will be made for Members from the general public, with the number and identity of 
participants to be selected by the Village Council. 
 

Roles and Responsibilities of members 

Participating on the Committee is both privilege and an obligation.  It is not necessary for 
members to have a technical or even environmental background to participate. They are expected 
to bring their own perspectives to the table, but must also develop a broad understanding of the 
issues and process. Members must participate constructively in the process, and be prepared to 
provide to, and disseminate from the Committee, the full range of perspectives, including those 
with which they may disagree. 

Members are expected to: 

 Prepare themselves for meetings by reading all relevant materials; 

 Support open and inclusive discussion; 

 Speak in terms of interests versus positions; 

 Be open to outcomes, not attached them; 

 Where a member is espousing a favored position or course of action, they must fully and 
honestly disclose the reasons for their positions; 

 Disclose any potential conflicts of interest; 

 Liaise with any groups which they may represent, and ensure that they have the authority 

to speak on behalf of such groups; and, 

 Attend all meetings as practical. 

For members representing specific groups, an alternate representative must be nominated in the 
event the original member cannot attend.  If an individual member cannot continue to attend 
meetings, they must inform the Chair, and assist in making arrangements for an alternate.   

If a member consistently misses meetings, or conducts themselves poorly at meetings, they may 
be excluded from the Committee at the discretion of the Village.   
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Meeting Frequency 

Meetings will be expected to occur both on an ongoing basis and as required to addressing 
pressing LWMP process issues that arise. It is expected that five to eight Committee meetings will 
be held during business hours over Stage 1 of the LWMP Process.  Meetings will nominally be once 
a month, but may be more or less frequent as the workload and rate of progress demands.  There 
will be several public open houses during the process and Committee members are expected to 
attend these, though it is not mandatory. 
 

Committee Protocol 

The Committee will select a Chair and an alternate from amongst its representative at its inaugural 
meeting. The main role of the Chair is to manage the meetings and ensure all voices are heard, 
and that meetings stay to their agenda.  Being the Chair does not preclude them from taking part 
in discussion or voting.  Large portions of the meetings will be facilitated by the Project 
Coordinator and/or Technical Consultant, who will work with the Chair on the arrangements for 
such. 

Meetings will be held in public, unless there is some information to be discussed that would 
require a closed meeting under the provisions of the Community Charter.  The public may listen to, 
but not participate in the Committee process, unless specifically invited to do so by the Chair.  
Where time permits, there can be a public question and answer period after the Committee 
meetings. 

Any committee member can request an item of new business to be included on the agenda for a 
meeting, but such inclusion will be at the discretion of Village project staff in consultation with the 
Chair. 
 

Decision Making 

Wherever possible, decision making will be made by consensus, and recorded as such. Where the 
decision is regarding a recommendation to be made to the Steering committee, there will be a 
formal motion and a vote.  A consensus recommendation may include the identification of a 
specific issue or concern to be noted in the record as a consideration, but not a limiting factor.   If 
a consensus cannot be reached after suitable deliberation, then a vote will be taken. The 
dissenting members will be required to provide a statement for the record, at the meeting, 
outlining their rationale for dissenting, and this statement will be included in the meeting minutes 
and both majority and dissenting opinions presented to the Steering Committee for final decision.   

The Council representative, Village Staff and consultants will be non-voting members of the 
Committee. 

The Advisory Committee does not have the authority to incur expense on behalf of the Village.  
Any recommendations or decisions that require significant study of new issues by the consultants, 
thus incurring significant time and expense, are subject to review by staff and consultants, and 
must be approved by the Steering Committee. 
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Reporting and Communications 

Village staff will prepare any official reports from or to the Advisory Committee.  These may also 
be to the Steering Committee, other levels of government or third parties.   

Any official communication on behalf of the Committee to the media or other official entities will 
be by Village staff or the Chair. The latter only applies if there is agreement by the Village project 
staff and committee. 

All agendas, minutes and reports will become part of the public record and be published as soon 
as practicable unless required to be kept in-camera. 

Committee Members are expected to interact with the general public, and should do so in 
accordance with the principles of good conduct outlined in the Members Roles and 
Responsibilities.  In such discussions, members can give their personal opinions, and accounts of 
the meetings, but may not purport to represent either the Committee or the Village. Similarly, 
members should not discuss opinions expressed by other members without their consent first.   
 

Administration and Resources  

Village staff and consultants will be responsible for providing administrative support to the 
Committee.  This will include arranging the meetings, preparing agendas and minutes, reports and 
recommendations for both the Advisory committee and the Steering Committee.  Meeting 
minutes shall include the key points from discussion of agenda items, and the ensuing decisions 
and action items, and voting records where appropriate. 

Direct meeting expenses such as venues, advertising, materials, food and beverage (other than 
sponsored product) will be covered by the Village.  Committee members are responsible for their 
own travel and expenses, if any. Participation on the Committee by public members is voluntary, 
with no remuneration provided.   
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REPORT DATE: February 17, 2016 
MEETING DATE: February 22, 2016 
 
TO: Mayor and Councillors 

FROM: Sundance Topham, Chief Administrative Officer 

SUBJECT: LWMP Project Coordinator – Project Road Map Report 

 
RECOMMENDATION 

i. THAT Council receive the LWMP Project Coordinator – Project Road Map Report.  

ii. THAT Council receive the Proposed Road Map for Liquid Waste Management Plan Report 
presented by Paul Nash, LWMP Project Coordinator. 

 
SUMMARY 

Village of Cumberland Council unanimously adopted the following resolution at its December 14, 
2015 Regular Council meeting: 

THAT Council approve the hiring of a Liquid Waste Management Planning Project 
Coordinator consultant to assist the Village in its Liquid Waste Management Planning 
Process. 

The Village issued a Request for Proposals for the project coordinator consultant position, and Paul 
Nash was the successful proponent. 

Mr. Nash will be providing Council with an overview of the proposed road map for moving forward 
with the LWMP as outlined in the attached report. 

 
BACKGROUND 

Mr. Paul Nash comes to the Village of Cumberland fresh off of an assignment for the District of 
Sechelt where he worked in a contract position as the Project Coordinator for the award winning 
Sechelt Water Resource Centre. 

During his time working for the District of Sechelt Mr. Nash was engaged in a full time contract 
position to coordinate the District’s involvement in the construction of a $25m Design-Build, 
innovative, tertiary level, LEED gold, wastewater treatment plant.  Mr. Nash’s responsibilities 
included liaising with Project Manager, General Contractor Design-Build team, Owner’s Technical 
Consultants, municipal Council, Sechelt Indian Band, Provincial and Federal funding agencies, 
Ministry of Environment, operations staff as well as performing public engagement. 
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Mr. Nash was the main public contact for the project, leading community engagement during the
implementation phase with open houses, community meetings, site tours, technical tours. He also
managed the District's liaison with the provincial government for a combined $11.2 million in
funding for the project (Building Canada Fund and Gas Tax Fund, and wrote a successful
application to the Federation Canadian Municipalities Green Municipal Fund for $1 million grant
and $7.4 million loan as additional funding for the project.

Mr. Nash has a Bachelor and Masters degree in Civil Engineering from the University of New South
Wales, Sydney, Australia majoring in water and geotechnical engineering, with postgraduate work
on contaminant management, groundwater hydrogeology and river hydraulics and is currently
going through the PEng registration process with the Association of Professional Engineers and
Geoscientists of BC.

FINANCIAL IMPLICATIONS

None

STRATEGIC OBJECTIVE

The South Sewer Project relates directly to Council's 2016 draft strategic objective of Developing
an environmentally sustainable method of treating the liquid waste that is produced by the Village.

ATTACHMENTS

1. Schedule A - Proposed Road Map for Liquid Waste Management Plan Report prepared by
Paul Nash, LWMP Project Coordinator

CONCURRENCE

None

OPTIONS

1. Receive this report.

2. Any other action deemed appropriate by Council.

Respectfully submitted,

SundanceTopham
Chief Administrative Officer

Village of Cumberland
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REPORT DATE: March 9, 2016 
MEETING DATE: March 14, 2016 
 
TO: Mayor and Councillors  

FROM: Paul Nash, Liquid Waste Management Plan Project Coordinator 

SUBJECT: Proposed Road Map for Liquid Waste Management Plan Report 

 
RECOMMENDATION 

i. THAT Council receive the Proposed Road Map for Liquid Waste Management Plan Report 
for information. 

ii. THAT Council provide feedback on the proposed road map for the restart of the Liquid 
Waste Management Plan 

 

SUMMARY 

The Liquid Waste Management Plan (LWMP) process must be restarted from Stage 1, but this does 
not necessarily mean starting from scratch.  Much of the prior work is still relevant, but there are 
new challenges, goals and opportunities to be examined as part of the new LWMP process 

The focus is on the Stage 1 tasks – quite simply, how we will engage the stakeholders to define the 
mandatory “needs”, the desirable “wants” and the potential ways to achieve them.  

This report outlines the proposed way forward – the “road map” – for doing the new LWMP.  It 
lays out the approach that will be used, focusing on Stage 1, with the “performance goal” being to 
achieve the best possible LWMP in the the most expedient manner.  

 
BACKGROUND 

1. LWMP Progression 

The basic progression of the LWMP can be conceptualized as follows, this is the overall Road Map 

Stage 1 – Broaden the thinking; 

a) Define the baseline – where are we now? 

b) Set the goals – where do we want and need, to be? 

c) Broad list of options to get there, and mechanism to evaluate them 

d) Identify knowledge gaps and studies needed to fill them 
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Stage 2 – Sharpen the focus 

a) Screen the options to create the short list 

b) Carry out required studies, how do they impact the options? 

c) Detailed evaluation of the short list 

d) Select preferred option 

Stage 3 – How to make it happen 

a) Detailed study of preferred option 

b) Identify steps for implementation 

c) Develop financing plan 

d) Document the process 

e) Decision to adopt and implement 

There is a relatively well defined process to achieve this that includes: 

 Extensive public engagement; 

 Council and staff input; 

 Regulatory agencies (Ministry of Environment, Department of Fisheries and Oceans, 
Ministry of Community, Sport and Cultural Development, etc.); 

 Other stakeholders (e.g. First Nations, local environmental groups); 

 Expert consultants, and 

 More extensive public engagement. 

It is possible to combine two stages into one, with approval of Ministry of Environment (MoE).  
This can include either combining Stages 1 & 2, or Stages 2 &3.  There is one instance where all 
three were combined into one.   A notable advantage of combining stages is that it eliminates the 
time associated with the Ministry of Environment review process. 

The challenge with an LWMP is to follow the process, and get an outcome, without getting bogged 
down in the process.  Keeping it focused and moving forward is the key, and this is the primary 
task of the LWMP Project Coordinator. 

While the above list represents the waypoints along the road map, it is also important to 
determine who is in the car, what the rules of the road will be, how fast we want to drive, and 
identify potential potholes. 

The following is some discussion of the major aspects of executing the LWMP, and particularly 
Stage 1, with some questions for Council to consider. 

 
2. Ministry of Environment involvement 

The Ministry of Environment owns the LWMP process, and the current set of rules is in the 2011 
Interim Guidelines for Preparing Liquid Waste Management Plans. 

In the past, MoE was very actively involved in LWMP preparation, usually being on one or both of 
the Advisory Committees.  As the wastewater regulations have become more defined, the major 
environmental goals are more prescriptive.  This is particularly so with the new Federal 
wastewater regulations, where there is no relaxation of any of the requirements.  Thus, the 
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mandatory environmental requirements are often already defined, and there is less need for the 
MoE to be intimately involved in the process.  

The wastewater legislation has changed since 2011, so an updated statement from MoE is 
required in terms of the winter and summer discharge criteria.  Once this is received, MoE may 
decide to not participate in the Committee, and just be copied on major correspondence, with 
specific meetings when appropriate. 

MoE also allows variations to both the committee structure and the stage progression, which are 
discussed later. The Village has been in contact with the MoE to discuss their preferred level of 
involvement, however as of the writing of this report we are awaiting  response, and we’re 
hopeful this will be confirmed shortly. 

 
3. Setting the scope 

The intent of the Stage 1 process is to consider all available options, but some of these have been 
previously rejected.  If they are still technically feasible, should they be brought back onto the 
table for re-consideration? The most obvious ones being; 

 Joining the South Sewer Project 

 Having CVRD landfill leachate, pre-treated, coming to the Cumberland WWTP for final 
treatment and “disposal” 

 Having Cumberland wastewater going to the CVRD landfill to a new, combined WWTP, with 
effluent return for disposal 

The assumption going into the renewed Stage 1 process is that there is no appetite for Council to 
reinvestigate these options again. 

Question: Should these options, especially the South Sewer Project, be ruled out from the start? 

 
4. Goal Setting – Needs, wants, and knowing the difference 

Arguably the most critical part of the LWMP is setting the goals, and ensuring that these are the 
right goals for the community.  By design, the LWMP focuses on three things: 

1. Bringing the community into compliance with the current wastewater regulations 

2. Creating a financing plan, including borrowing authority if needed 

3. Ensuring that there has been appropriate public engagement 

For the context of the LWMP, these are the “needs” – they must be satisfied. 

They also represent each of the three legs of the “triple bottom line” approach – environmental, 
economic and social. 

But while these goals are necessary, they may not be sufficient to get a truly successful outcome.  

Communities typically have other goals that are relevant, but not defined in the LWMP.  This is 
particularly true for “aspirational goals” that are often set in Vision Plans, Official Community Plans 
and Sustainability Plans.  These can be characterized as “wants”, some are specific to wastewater, 
others are applicable to the whole community.  Examples of wastewater specific goals are: 

 Noise and odour reduction 

 Reclaimed water 
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 Maximizing other resource recovery (biosolids, energy) 

 Aesthetics to complement the existing community 

 Specific land use goals (e.g. move the WWTP out of town) 

 How much future capacity to build? 

 Stormwater handling 

 Minimizing/eliminating external inputs, especially chemicals 

And examples of broader goals, that can be applicable to most municipal projects, include: 

 Pursuing innovative solutions 

 Using life-cycle cost analysis, not just first cost  

 Maximizing use of outside funding 

 Reducing CO2 emissions 

 Encouraging economic development 

 Desire for public interaction with public facilities, multiple use of public facilities (e.g. 
meeting space) 

 Maximizing local content in construction and operation 

 Social purchasing 

The major upgrade and expansion of the wastewater treatment system is often the single largest 
capital project a community takes on.  As such, it should not only embody the values of the major 
Plans (Vision, OCP, Sustainability Plan, etc.), it should be an exemplary case of implementing them.  
It can easily be seen that a narrow focus purely on the MoE defined needs of the LWMP process 
can lead to something that is not consistent with the community’s broader goals. 

Thus, the LWMP represents an opportunity to look at all the aspirational goals, and see how the 
wastewater project(s) can work towards them, and even outright achieve them.  Some goals that 
would not normally be associated with wastewater might be achievable, if emphasis is placed on 
them. 

It inevitably involves some difficult decisions in that achieving the aspirational goals usually - but 
not always - increases the costs of a project.  It may also show that certain goals are mutually 
exclusive, or are simply unachievable. In effect, the goal setting process is laying out the evaluation 
system for the options, and ultimately, for a tender or Request for Proposals for the future 
construction project. 

The LWMP process is then a true test of the importance the community places on achieving its 
aspirational goals, and how well the major Plans have laid out the decision making process.  

This is the most important part of the public engagement, to capture the aspirations of the 
community into goals and evaluation process of the LWMP. 

Question:  What aspirational goals does Council want to see for the LWMP process? 
 
5. The Committee Structure 

A LWMP typically has three committees, the Public Advisory Committee, the Technical Advisory 
Committee, both reporting to a Project Steering Committee.  This structure works well (or is 
supposed to) for large cities and complex situations like Victoria.  For a small community, a 
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simplified approach with a combined advisory committee is possible, and often preferable, and it 
usually speeds up the process.   

It is proposed to combine the PAC and TAC to create a single Wastewater Advisory Committee 
(WAC).  For Cumberland, some of the technical work, like the Environmental Impact Study (EIS), 
which investigated excess Wet Weather Flow (WWF) management, has already been done, and 
the initial focus of this committee will be more on stakeholder input.  As the LWMP proceeds, 
there is more technical work to be done outside the committee, but all such work is reported back 
to the WAC. 

The second requirement is for a Project Steering Committee, which is often a subcommittee of 
Council, but in the case of Cumberland this committee – which makes the actual decisions - can be 
Council itself. 

Thus, it is proposed to have a single Wastewater Advisory Committee which reports to a Project 
Steering Committee that is a Committee of the Whole.  

Feedback: Council feedback on Committee Structure 

 
6. Committee membership and function 

Traditionally, the advisory committees have included community, staff, Council, business interests 
neighboring first nations, consultants, and government representatives.   

The Ministry of Environment has traditionally had a representative on the Committee, but this 
may not happen for Cumberland, and this need to be confirmed with the MoE. 

For the Wastewater Advisory Committee, the following members are suggested to be included in 
the Terms of Reference and invited to participate in the committee: 

 General public – Members at large selected from residents of Cumberland to provide a mix 
of environmental, social and economic perspectives, and age and gender representation 

 Local environmental groups 

 K’omoks First Nations 

 Local business groups 

 Provincial and federal ministries or agencies who have indicated interest or whose 
mandate will be affected by or will affect the planning process (e.g. Environment Canada, 
Fisheries and Oceans Canada); 

 Council member (ex-officio) 

 Staff – LWMP Project Coordinator, Chief Administrative Officer, Director of Operations, and 
other staff as required (ex-officio) 

 Technical Consultant – advisor (ex-officio) 

In terms of function, it is proposed to set a regular monthly date and time for meetings, generally 
aligned with the Council meeting schedule. A monthly routine is the best baseline, but if progress 
is being made faster, especially in the goal setting and option identification stages, then bi-weekly 
meetings can be held.  Advisory committee meetings will be open to the public.   

Some of the committee meetings will be more like a “workshop” rather than a rigid committee 
meeting.  It is suggested to specifically plan for at least one day-long workshop for a “strategic 
planning” type exercise.   
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It is recommended that the representation on the new Wastewater Advisory Committee start 
from scratch, with representatives of the former Cumberland LWMP Public Advisory Committee 
free to apply, but required to participate in the same application process as all new members. 

Once Council has provided input on the framework for the committee, the next step will be to 
come back with the WAC terms of reference for approval. 

Feedback:  Council feedback on committee membership 
 

7. Public Engagement 

Ensuring adequate public consultation is a key pillar of the LWMP process.  The Advisory 
Committee will include members of the public, and meetings are open to the public.  This may 
constitute sufficient public engagement, but it is possible to do much better.  A truly successful 
public engagement will have the people taking interest, ownership and, ideally, “excitement” in 
the project.  It is unusual for wastewater projects to (positively) inspire the public, but as the 
largest capital project the Village is likely to do, this should be a goal.  The public are encouraged 
to bring their hopes, dreams, fears and solutions.  

It is proposed to have a series of specific public engagement events, so they can get “up close and 
personal” with their wastewater, and Advisory Committee.  To this end, the following public 
participation is proposed to include the following elements: 

 “know where it goes” – a site tour of the existing facilities, and of the CVRD biosolids 
composting facility 

 An open house/workshop at the start of the goal setting process, with presentations from 
staff and Technical Consultant 

 An open house/workshop at the end of the goal setting process/start of the options 
development 

 A session at/with the local community school students – they are, after all, the ones that 
will inherit the project! 

 An LWMP specific portal on the Village website, with all the documentation, regular 
updates and opportunities for feedback.  Also including links to other resources such as 
other town LWMPS, successful wastewater treatment projects, and FCM award winning 
projects like Sechelt and Cranbrook 

Maintaining the interest, and productivity of engagement is key, and sometimes difficult.  The 
more the engagement can differ from rigid “public hearing” type events, the better, without 
becoming mere “entertainment”.  Conference planners have long grappled with this and so some 
of their techniques can be used, including: 

 Have each event at a different location, not all of which have to be municipally owned 

 Have a guest speaker at each event, showcasing a successful project, or local Member of 
Legislative Assembly/Member of Parliament 

 Have “round table” type workshop sessions when appropriate 

 Use of interactive voting, such as the Data On The Spot system used at Federation of 
Canadian Municipality conferences 

 Provide some (lots) of sponsored product from local food and beverage businesses 
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 Have a “dinner” and/or a “debate” event 

 Combine with some other public event 

 Ensure the process does not drag on indefinitely 

Suggestion: Public engagement process to be developed by the Advisory Committee 

 
8. Role of the Project Coordinator 

The main task for the LWMP Project Coordinator is to “drive” the process, to ensure all the things 
are happening that should, and keep it “on the road” rather than veering off onto side streets, and 
potential dead ends.  

In order to accomplish this goal, the LWMP Project Coordinator will work closely with the 
Technical Consultant (to be engaged).  While it is the Technical Consultant’s job to provide 
answers to technical questions, it is up to the both the LWMP Project Coordinator and Technical 
Consultant to ensure the right questions are being asked.  Often, the desire to set, and limit the 
scope of the Technical Consultant can lead to some questions not being asked that could or 
should.   

The project coordinator is to ensure that the LWMP is seen and developed within the context of 
the greater goals and aspirations of the Village – the scenery around the destination.  The 
challenge, as with real driving, is to take in the scenery without taking one’s eyes off the road or 
destination, and it is the Project Coordinator’s job to do that. 

Specific tasks include: 

 Leading public engagement 

 Providing Council with ongoing update reports 

 Liaising with MoE and other external stakeholders 

 Documenting the process 

The Technical Consultant will be engaged through a Request for Proposals process once Council 
has confirmed the general parameters for the LWMP project. 
 
9. Role of the Technical Consultant 

By having a project coordinator take care of the responsibility of moving the overall process along, 
the engineering consultant can focus on “engineering”.    In project language, they are the “owners 
engineer” and their job is to advise Cumberland on the best way to achieve the goals.  They do not 
need to know all the answers, but must be able to find them if they don’t. 

It is not necessarily their job to design the solution, but to determine what the characteristics of a 
successful solution are.   

Specific tasks include 

 Formalizing the mandatory environmental goals with MoE 

 Analyzing the baseline data and identifying any knowledge gaps 

 Setting the parameters for present and future flows and loadings 

 Assist the Project Coordinator in the public engagement 

 Developing options 
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 Reviewing all proposed options 

 Reporting 

For the reporting structure, it is proposed to have the Technical Consultant produce a series of 
Technical Memos on the major issues, that defines the key components, the relevant data, and, 
critically, their interpretation/opinion on the issue. It is very important to keep a clear distinction 
between ideas, data, and opinion.  Anyone can bring forward ideas, and even data, but the 
opinion, and recommendation, on technical issues, is the sole responsibility of the technical 
consultant. These will be identified at the start and completed and updated as appropriate. 

 
10. Reporting. 

The LWMP requires detailed documenting and reporting, and this work will be shared between 
the Project Coordinator and the Technical Consultant 

The Technical Consultant will produce a series of Technical Memos describing the major technical 
elements of the LWMP including, but not limited to: 

 Flows and Loads 

 Effluent Quality requirements 

 Biosolids handling 

 Stormwater management 

 Conveyance (piping) 

 Siting and site servicing 

The Project Coordinator will produce a series of Project Memos describing other relevant aspects 
of the LWMP including; 

 Context within Village of Cumberland Plans (OCP, etc.) – the “aspirational goals” 

 Options for grant funding 

 Public input summaries 

These memos get developed as the LWMP proceeds, and are included in the stage reports.  They 
also form the background for the evaluation of the options, and potentially a future Request for 
Proposals.  The Project Coordinator and the Technical Consultant will collaborate on the 
production of the major Stage reports. 

There will be two additional forms of reporting: 

 Minutes from the Advisory Committee meetings, to record the development of its input 

 A monthly or quarterly “status report” to the Steering Committee and community that 
tracks 

o Progress against the major milestones 

o Project budget 

o Anticipated developments 

The object of all the reporting is to sufficiently document the process - to record what happened 
on the road trip, but without being so onerous as to distract from the road trip. 
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11. Funding Opportunities 

The LWMP process includes the development of a financing plan for the proposed works, and once 
adopted, gives the municipality borrowing authority for this purpose. 

But this is not the only way to fund a wastewater treatment project. There are various senior 
government grant and financing programs available: 

 Building Canada fund 

 Gas Tax fund 

 Federation of Canadian Municipalities Green Municipal fund 

 New Federal “low carbon economy” Fund (to be announced soon) 

A common feature of these funds is the “better” the project, the more likely it is to qualify for 
external grants, and “better” these days’ means; 

 Doing higher quality treatment than is required by regulation 

 Reducing CO2 emissions 

 Achieving benefits across all three parts of the triple bottom line 

 Demonstrating innovations that can be replicated by other municipalities 

 Leveraging/partnering funding from other sources 

There are some additional funding options that can relate to specific aspects of a project 

 Various “innovation” and “technology development” funds, (Agri-Innovations, Forestry 
Innovations, Sustainable Development Technology Canada) 

 Economic development funds (Island Coastal Economic Trust, Western Economic 
Diversification) 

 Potential third party funding for specific aspects of a project (RBC Blue Water Project, Bill 
and Melinda Gates Foundation) 

There are some limited funding opportunities that might be used for parts of the LWMP process 
itself, specifically; 

 The BC Infrastructure Planning Grant Program 

 FCM’s Green Municipal Fund for Plans, Studies and Pilot Tests 

 Community Planning and Economic Development programs 

In order to qualify for some of these funding avenues, the project must include/address 
innovation, economic development, CO2 reductions etc.  It is not normal to use these funding 
avenues for wastewater planning, but if the decision is made to specifically include these aspects 
in wastewater planning, then funding may be available.  Integrating economic development 
opportunities into wastewater planning represents an innovation in itself. 

As part of the process the Project Coordinator will start investigating and if feasible, applying for 
funding for the LWMP process, and once identified, the proposed works. 
 

12. Potential Short Cut to the Final Destination 

The LWMP process has three mandatory components of environmental compliance, a financing 
plan, and public consultation.    
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But the “final destination” of the LWMP process is not just to complete the Plan, but to have an 
actual project built that implements the Plan.   

The major impediment to building the Planned Project is usually the financing part, as borrowing 
cannot happen until the entire LWMP is complete and signed off by the Minister.  Even then, many 
communities complete their Plans but take years to implement them, often from awaiting grant 
funding to avoid or minimize borrowing. 

If voter approval for borrowing, and/or sufficient grant funding is obtained to complete the 
Project, before the LWMP is completed, then permission can be obtained from MoE to register 
directly under the Municipal Wastewater Regulation (MWR).   

It must be noted that to do this, there can be no “relief” from any of the conditions of the MWR.  
One of the reasons many municipalities do the LWMP in the first place is to get community specific 
environmental criteria, and this flexibility is given up in registering directly under the MWR. 

The feasibility of this option will be discussed with MoE at the initial meeting. 

 
13. Hitting the Road – Next steps for March - April - May 2016 

Once Council has had the opportunity to provide feedback on the items reviewed in this report, 
the next steps are to start moving forward with the renewed LWMP Process. A general overview 
of next steps for the following three months is as follows: 

1. Meet with Ministry of Environment 

2. Prepare background report summarizing applicable work to date, for distribution to 
Council, future Committee members, the RFP for the Technical Consultant, and the general 
public 

3. Prepare and release the Request For Proposals for Technical consultant 

4. Set committee Terms of Reference for Council approval and recruit members 

5. Identify short term funding opportunities for the LWMP process itself 

6. Identify long term funding opportunities for the actual project 

7. Develop public consultation plan in coordination with Advisory Committee 

8. Start the process of identifying options 

 
FINANCIAL IMPLICATIONS 

There is currently $106,370 that has been carried forward from the 2015 budget for the Liquid 
Waste Management Planning process; however $37, 903 is already earmarked for the PPP Canada 
Business Case, leaving $68,467. 

As Council chose not to participate in the South Region Project it is possible that a portion of the 
money allocated for the PPP Canada Business Case won’t be spent (An accounting of the costs that 
the Village is responsible for has been received from the CVRD and staff is currently reviewing the 
breakdown).  

During the 2016 budgeting process additional funding will be allocated to help undertake the 
LWMP planning process. 
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STRATEGIC OBJECTIVE 

Restarting the LWMP process relates directly to Council’s 2016 draft strategic objective of 
Developing an environmentally sustainable method of treating the liquid waste that is produced by 
the Village. 
 

ATTACHMENTS 

None 

 
CONCURRENCE 

Michelle Mason, Financial Officer 

Rob Crisfield, Manager of Operations 
 

OPTIONS 

1. Receive this report 

2. Provide feedback on the proposed road map for the restart of the Liquid Waste 
Management Plan  

3. Any other action deemed appropriate by Council 

 

Respectfully submitted, 

 
 
____________________ 
Paul Nash 
Project Coordinator – Liquid Waste Management Planning 
Village of Cumberland 

 

 

 

____________________ 
Sundance Topham 
Chief Administrative Officer 
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Report Date: May 24, 2016 
Meeting Date: May 28, 2016 

File No. 5340-10-20 

To:   Wastewater Advisory Committee Members 

From:   Paul Nash, Project Coordinator 

Subject:  Liquid Waste Management Plan, Background Summary Report 

 

1. Introduction 

The purpose of this summary report is to provide background information to the Wastewater 
Advisory Committee members.   The report is a summary of the history and current status of 
the Village of Cumberland’s Liquid Waste Management Plan (LWMP) process. 

 

2. Background to the LWMP Process 

The Liquid Waste Management Plan is a process for developing a comprehensive Plan to 
manage the major liquid waste streams – primarily wastewater, but may include stormwater 
and agricultural/industrial wastewater – for a community.    The process is defined by the BC 
Ministry of Environment and the most recent update is the 2011 Interim Guidelines for 
Preparing Liquid Waste Management Plans. 

It is a structured, public process to develop a plan for financing and upgrading the treatment to 
current standards, and anticipating the likely wastewater needs for the next 20 years.  The 
LWMP is a three stage process: 

1. Definition of current conditions, treatment requirements and conceptual options; 

2. Detailed assessment of short list of options, and selection of preferred option; and, 

3. Detailed study of selected option, financing plan, implementation schedule, and 
adoption of the Plan. 

Each Stage is reviewed and approved by the Ministry of Environment before commencing to 
the next one, and the final plan is signed into effect by the Minister.    

A key component is the developing of a financing plan.  The completed, and Minister approved 
LWMP confers long term borrowing authority on the municipality.  Normally, this requires 
elector approval, such as a referendum, but since extensive public engagement is an integral 
component of the plan, adequate elector consultation is deemed to have occurred.  If 

http://www2.gov.bc.ca/assets/gov/environment/waste-management/sewage/guide_to_preparing_liquid_waste_mgmt_plans.pdf
http://www2.gov.bc.ca/assets/gov/environment/waste-management/sewage/guide_to_preparing_liquid_waste_mgmt_plans.pdf
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alternative funding, such as senior government grants, is obtained, then borrowing may not be 
needed, but it is hard to “plan” on getting such grants. 

The LWMP process normally three years, but is often much longer, and very occasionally, 
shorter. 

 

3. Existing Facilities 

The Village of Cumberland operates a wastewater system – collection, treatment and discharge 
– under Permit PE-0197 from the BC Ministry of Environment. The collection system serves the 
entire village core and also includes some areas of combined sanitary and storm sewers.  The 
treatment system consists of screening, and two shallow lagoons, one aerated and one for 
settling. The effluent discharge is to Maple Lake Creek and is not currently disinfected.   

The collection system has components that are over 100 years old, while the treatment system 
was originally constructed in 1968, and has had various upgrades over the years.  Despite these 
improvements, the treatment is out of compliance with the Permit conditions, and falls short of 
today’s quality standards for discharges to freshwater streams.   

There are some significant challenges to overcome in developing a new or upgraded treatment 
system; 

1. The combined storm/sanitary sewers lead to very large wet weather flows, with winter 
flows peaking at 15,000 cu.m/day, compared to summer flows in the order of 1000 
cu.m/day.  This is a significant challenge to effective treatment and disinfection in 
winter months.  There is a Stormwater Management Plan in place to gradually complete 
the separation of the combined sanitary and storm sewers, but this is not expected to 
be completed until 2025 or so. 

2. Maple Lake Creek, and the receiving stream of the Trent River experience low summer 
flows.  Summertime effluent discharges to Maple Lake Creek will be subject to strict 
effluent quality limits, in particular for phosphorous, which is the major risk factor for 
algae blooms 

3. The Trent River flows into Baynes Sound, which is a significant shellfish farming area, so 
there is an expectation that any effluent discharge into the system will be treated to a 
high quality. 

The contrasting requirements of high volume flow in winter, with treatment to medium quality, 
and low volume flow in summer, with treatment to high quality make for a significant challenge 
in designing wastewater treatment facilities at a reasonable cost.  

More recently on top of struggling to meet volume and phosphorus treatment requirements, 
the Village is struggling with its Total Suspended Solids (TSS) levels and fecal coliform counts. 
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4. Cumberland LWMP History 

The Village of Cumberland started developing its LWMP in 1998, completing Stage 1 in 2001, 
and Stage 2 in 2003.  The two major issues to be resolved were the large wintertime flows from 
the combined storm sewers, and phosphorous levels for summertime discharges to Maple Lake 
Creek. 

The preferred option at the time was continuing treatment with the lagoons followed by 
effluent polishing through a constructed wetland.  The Ministry of Environment was uncertain 
that the summertime phosphorous criteria could be achieved by the wetlands, and asked for 
further study in Stage 3. 

The growth strategy for Cumberland was changed in the 2004 OCP, with a significant increase 
in planned population – up to 9,000 people - which necessitated a change in the LWMP.   

The dominating issues remained the winter volumes of stormwater and the summer 
requirements of high level phosphorous removal.   With the projected increased biological 
loadings on the system, achieving the phosphorous removal target became even more 
uncertain.  The idea was proposed of doing a “pulsed discharge” system from the constructed 
wetlands, to only discharge at night, when the algae (that uptake the phosphorous) would be 
dormant.  A field study was done in 2005 and 2006 but concluded that the low summertime 
flows in Maple Lake Creek made this option unworkable. 

Meanwhile, the proposed effluent criteria for phosphorous is now lower than when the LWMP 
started in 1998. 

The stage 2 report was revised, and a draft Stage 3 report was completed in January of 2008, 
with two major options being developed; 

1. Mechanical upgrades to the lagoon system for biological capacity and phosphorous 
removal, followed by final effluent polishing in a constructed wetland before discharge 
to Maple Lake Creek 

2. Upgrade to a Sequencing Batch Reactor (SBR) system, with additional phosphorous 
removal and no constructed wetland.  Lagoon system retained for treating excess wet 
weather flows 

Further study was done in 2009-2011, with emphasis on management of winter discharges, and 
addressing the summertime phosphorous issue.  It was realized that the constructed wetlands, 
alone, could not achieve the phosphorous removal required in summer, but they could still be 
used for flow balancing in winter. 

Concurrently, the Comox Valley Regional District (CVRD) began development of a wastewater 
plan for the “South Region”, to create a regional wastewater collection and treatment system 
from Royston to Union Bay, which included the option of connecting the Village of Cumberland.   

With this new development, the Village of Cumberland had three options for wastewater 
treatment as at 2011: 



Page 4 of 5 

1. Construction of a mechanical treatment plant, with enhanced phosphorous removal in 
summer, and treated water discharged to Maple Lake Creek.  Winter and excess flows 
are diverted through a constructed wetland to be built adjacent to the existing lagoons; 

2. Construction of a mechanical plant, with treated water pumped to a ground discharge 
area near the CVRD landfill, and excess winter flows disinfected and discharged to 
Maple Lake Creek; and, 

3. Connection to the CVRD South Sewer Project, with excess winter flows disinfected and 
discharged to Maple Lake Creek.  

The 2011 cost estimates ranged, in order, from $27million, to $20m and $22m, with the South 
Sewer project having a projected operational cost of half that of options 1 and 2.  The triple 
bottom line (economic, environmental and social) analysis at the time had the South Sewer 
project as the highest rated option and in 2011 the Village of Cumberland decided to make the 
South sewer Project its preferred option. 

The South Sewer Project continued to be developed from 2011 to 2015, and changed from the 
original concept of a treatment plant discharging into Baynes Sound, to a connection to the 
Comox discharge at Cape Lazo, with a significant increase in costs.  In 2015, the Village of 
Cumberland decided the South Sewer Project was no longer the best option to achieve its liquid 
waste management objectives and decided to withdraw and once again pursue its own 
treatment options. 

Additional information is available on the Village of Cumberland website at the LWMP page 

 

5. Proposed LWMP Process 

Following the withdrawal from the South Sewer Project, Cumberland must come up with its 
own wastewater treatment plan, and this is captured in the strategic goal established by the 
Village of Cumberland Council; 

Developing an environmentally sustainable method of treating the liquid waste that is 
produced by the Village. 

In the 17 years since the original LWMP was started in 1998, various conditions have changed, 
from growth projections, environmental regulations, treatment technologies and public 
attitudes. 

Thus, it is necessary for the LWMP process to return to Stage 1, in order to: 

 establish today’s baseline conditions, and regulatory requirements 

 determine the current goals and aspirations of the Village of Cumberland for its liquid 
waste management and particularly of wastewater treatment; and, 

 Identify a range of options to achieve these goals. 

Stage 2 will examine the shortlist of options and identify a preferred option, and Stage 3 will be 
the detailed development of that option, and the financing plan. 

https://cumberland.ca/liquid-waste-management-plan/
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A new factor in the LWMP planning is the new Federal Wastewater System Effluent 
Regulations. This requires all communities discharging to fish bearing waters to upgrade to 
meet certain effluent quality requirements, in addition to provincial requirements.  The 
Deadline for Cumberland to meet the Federal requirements is January 1, 2021. 

Thus the time available to complete – and implement – the LWMP is four and a half years. 

The option of the South Sewer project remains available to Cumberland, if the project 
progresses.  It represents the “base case”, to which the “made in Cumberland” solutions will be 
compared.  If the South Sewer project does not proceed, then Cumberland has no choice but to 
implement its own option, regardless of cost.  Thus, the LWMP process in 2016 and 2017 is our 
best chance to come up with something to achieve the strategic goal of a sustainable 
wastewater solution. 

A major objective of the planning process for 2016 and 2017 is to get Cumberland to a state of 
readiness to apply for major senior government grant programs, some of which are specifically 
targeted to water and wastewater infrastructure.  If funding is obtained from these sources, 
then it may not be necessary to complete the LWMP process in order to move forward with 
upgrades to the wastewater system. This is the “short cut” to the destination contemplated in 
the Road Map document. 

Regardless of the financing mechanisms, the resulting Liquid Waste Management Plan, when 
completed and implemented, will bring Cumberland into compliance will all the current 
environmental regulations and set the direction for wastewater treatment for the next 20 
years. 

 

6. Conclusion 

The wastewater treatment project will likely be the largest and most expensive capital project 
in the history of Cumberland, so the proper planning for it is of great importance.   The work of 
the previous 18 years is not entirely redundant, but conditions have changed and so the 
planning must respond to these changes.  That is the task for the 2016-17 Liquid Waste 
Management Plan, and the Wastewater Advisory Committee. 
 




