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Introduction 
The Allakaket Village report was by Rural Utility Business Advisor program staff Jeremy 
Johnson as a requirement for a proposed grant-funded sanitation project.  The report was 
completed with the voluntary assistance of the utility staff and based on information provided to 
the RUBA program. Specific documents provided by the utility staff are in the Fairbanks 
regional office regional office for viewing if requested. 

The goal of the RUBA Program is to help small communities implement utility management 
practices that will improve the utility’s ability to provide safe drinking water to their 
communities on a sustainable basis.  The RUBA assessment evaluates essential and sustainable 
indicators necessary for the managerial and financial health of the utility.  These indicators are 
organized under the following sections: 

• Utility Finance 
• Accounting Systems 
• Tax Problems 
• Personnel System 
• Organizational Management 
• Operation of Utility 

Essential Indicators identify policies and practices that are critical to the short-term operation of 
a utility.  Sustainable Indicators identify policies and practices that make a utility cost-effective 
to operate and increase the likelihood of long-term financial success.   

The Essential Recommendations are limited to those items needed to meet deficient essential 
indicators.  Only the essential indicators are required to be met under the grant conditions.  The 
Sustainable Recommendations are intended to improve cost effectiveness and sustainability of 
the utility. 

The Allakaket Village operates and manages the following utility services: 

• Washateria 

  



Capacity Indicators 
On 4/25/2014, RUBA staff Jeremy Johnson met with Allakaket Village staff to complete a 
RUBA Assessment of Management.  Allakaket Village staff provided documentation supporting 
the conclusions in this report.  Specific documents used in this report included: 

 
• Chart of Accounts 
• Profit and Loss Report 
• Tribal codes 

Finances 

Essential Indicators 
Yes No   

  
All revenues and expenses for the utility are listed in the utility budget. 

  
The utility has adopted a balanced realistic budget. 

  
Monthly financial reports are prepared and submitted to the policy making board. 

  
The utility is current in paying all water/wastewater electric bills. 

  
The utility has on hand a year's adequate fuel supply or it has a financial plan to 
purchase an adequate supply. 

  
The utility is receiving revenues (user fees or other sources) sufficient to cover 
operating expenses. 

Sustainable Indicators 
Yes No   

  
The utility is receiving revenues (user fees or other sources sufficient to cover 
operating expenses and Repair & Replacement (R) costs. 

  
YTD revenues are at a level equal to or above those budgeted. 

  
YTD expenditures are at a level equal to or below those budgeted. 

  
A monthly manager's report is prepared. 

  
Budget amendments are completed and adopted as necessary. 

 

The city owns the washateria but has leased it to the tribe to maintain and operate; the leased 
period is from April 6, 2005 until April 6, 2025. The tribe does not have a budget for the 



washateria and tribal funds are managed by Tanana Chiefs Conference (TCC), Office of Self 
Governance, located in Fairbanks. The tribe does not manage any of their funds. An intention of 
the assessment is to try and determine how successfully the tribe is managing the washateria and 
use that as a basis for a conclusion on how successfully it would be at managing a future water 
utility expansion, such as piped service. The tribal bookkeeper reports that if the council requests 
financial reports they are created and provided but there are no standard financial reports given. 
According to the 2004 washateria business plan, it will be the responsibility of the tribal 
administrator to create a budget and submit it to the council for approval, but the tribe has been 
without an administrator and no budget has been created. Bills are not entered into QuickBooks 
when they are received so there was no Accounts Payable report to obtain. The electric bills do 
have past due notices on them, but the bookkeeper stated that they are current with the most 
recent ones. The city has started to provide the heating fuel for the washateria, although this is 
not established in the lease agreement and RUBA staff is uncertain on the long term 
sustainability of this agreement. The tribe has purchased heating fuel in the past. RUBA is 
unable to determine if revenues are enough to cover expenses (because there is no budget or 
financial reports) but when the business plan was created for the washateria it was stated that “it 
is expected that the revenue generated from user fees will be less than the total costs to operate 
the systems. The tribal council has specific local capital contributions to subsidize revenue from 
user fees.” The washateria is supported by self-governance, Indian Health Services, and user 
fees. A budget and financial report will need to show the subsidy, which tribal program the funds 
are coming from and the net reduction from each program. 

Accounting Systems 

Essential Indicators 
Yes No   

  
The utility has adopted a collection policy and actively follows it. 

  
The utility bills customers on a regular basis. 

  
An accounts receivable system is in place which tracks customers and reports past due 
accounts and amounts. 

  
An accounts payable system is in place. 

  
The payroll system correctly calculates payroll and keeps records. 

  
A cash receipt system is in place that records incoming money and how it was spent. 

  
The utility has a cash disbursement system that records how money was spent. 



Sustainable Indicators 
Yes No   

  
A chart of accounts is used that identifies categories in a reasonable, usable manner. 

  
Monthly bank reconciliations have been completed for all utility accounts. 

  
The utility has a purchasing system that requires approval prior to purchase, and the 
approval process compares proposed purchases to budgeted amounts. 

 

There is no collection policy to follow because payment is received at the time of service and 
there are no bills. Customers purchase tokes for laundry and showers and the watering point is 
free. The tribe has QuickBooks and has the ability to track customers and report past due 
accounts but since there are no monthly billed customers the accounts receivable features is not 
necessary. The tribe can generate Profit and Loss reports since it does record expenses, aside 
from token sales all other income is grant revenue. The chart of accounts is extremely long and 
not practical. The bank accounts have been reconciled and the tribe follows TCC’s purchasing 
policy. For purchases under $500 the bookkeeper will review a report from TCC (who manages 
the tribe’s funds) to determine if there is sufficient money before making the purchase. Anything 
over $500 requires the approval of the tribal council. There is often a delay in paying the bills 
which will results in past due notices. The delay is a result of not having local, tribal, 
management of funds and having to request release of monies from TCC before the tribe can 
send out checks. 

Tax Problems 

Essential Indicators 
Yes No   

  
The utility has a system to accurately calculate, track, and report payroll tax liabilities. 

  
The utility is current on filing tax reports. 

  
The utility is current on making tax deposits. 

  
If there are any past due tax liabilities or recorded tax liens, a lien release has been 
issued or a repayment agreement has been signed and repayments are current. 

 

The tribe has QuickBooks to calculate, track and report on payroll liabilities, although, the 
reports and funds are not reaching the Internal Revenue Service or Alaska Department of Labor. 
According to a December 2013 communication from the state Department of Labor the tribe is 
not in compliance. The Internal Revenue Service, according to a March 25, 2014 



communication, reports that the tribe is not in compliance either. No repayment agreement has 
been established. 

Personnel System 

Essential Indicators 
Yes No   

  
The utility has a posted workers compensation insurance policy in effect. 

Sustainable Indicators 
Yes No   

  
The utility has adopted and uses a Personnel Policy, which has been reviewed by an 
attorney, AML or Commerce for topics and language. 

  
The utility has adequate written job descriptions for all positions. 

  
The utility has adopted and follows a written personnel evaluation process that ties the 
job description to the evaluation. 

  
The utility has an adequate written hiring process. 

  
The utility has personnel folders on every employee that contain at least: I-9, Job 
Application and Letter of Acceptance. 

  
The utility has a probationary period for new hires that includes orientation, job 
training/oversight, and evaluations. 

  
The utility provides training opportunities to staff as needed and available. 

 

The tribe does not have workers’ compensation insurance, as is legally required. The insurance 
company canceled coverage in December 2013. The tribe is currently paying off an $11,000 fine 
for not having coverage a few years ago. The penalty for no coverage can be severe, up to $1,000 
a day per employee, it is very strongly recommended to have coverage. The tribe uses TCC’s 
personnel policy for employees hired under and paid for through TCC but also has a Tribal 
Employment Rights Ordinance (TERO) which is part of the 2010 adopted tribal code and 
traditional constitution of the Allakak’a Tribe. Job descriptions for the washateria employees 
existed at one time but could not be located during the on-site RUBA visit. Employee 
evaluations are not a standard practice. The hiring process is spelled out in both TCC personnel 
policy and the local TERO. Employee files do not contain an I-9 or letter of acceptance, this is 
sporadically done and there are none for the washateria employees. 



Organizational Management 

Essential Indicators 
Yes No   

  
The entity that owns the utility is known; the entity that will operate the utility is set. 

  
The policy making body is active in policy making of the utility. 

  
The policy making body enforces utility policy. 

  
The utility has an adequately trained manager. 

  
The utility has an adequately trained bookkeeper. 

  
The utility has an adequately trained operator or operators. 

  
The utility has adopted the necessary ordinances (or rules and regulations) necessary to 
give it the authority to operate. 

Sustainable Indicators 
Yes No   

  
The utility has adopted an organizational chart that reflects the current structure. 

  
The policy making body meets as required. 

  
The utility complies with the open meeting act for all meetings. 

 

The city is the legal owner of the washateria and has a lease with the tribe; a copy of the lease is 
on file in Fairbanks. The tribal council meets and discusses policy; they are active in making 
decision. The position of administrator (manager) is vacant. The bookkeeper and operator are 
adequately trained and the operator has the certificate level appropriate for the utility. An 
organizational chart could not be located. The tribe is not subject to the State of Alaska Open 
Meetings Act. 

Operation of Utility 

Essential Indicators 
Yes No   

  
The utility operator(s) are actively working towards necessary certification. 



  
The utility has a preventative maintenance plan developed for the existing sanitation 
facilities. 

Sustainable Indicators 
Yes No   

  
The manager receives a monthly O&M report from the utility operator and routinely 
"spot checks" the facilities to see that the maintenance items are being completed. 

  
The utility has a safety manual and holds safety meetings. 

  
Utility facilities have not suffered any major problems/outages due to management 
issues that are unresolved. 

  
The utility is operating at the level of service that was proposed. 

  
The operator provides status reports to the manager on a routine basis. 

  
The utility has completed and distributed its "Consumer Confidence Report". 

  
The utility is not on the "Significant Non-Complier" (SNC) list. 

  
The utility maintains an inventory control list. 

  
The utility maintains a critical spare parts list. 

 

The operator has the required level of certification; he is provisionally certified for wastewater 
and according to Village Safe Water needs to keeping working to obtain the necessary hours. All 
his certificates are good until 2016. There is a preventative maintenance plan and also parts lists. 
TCC completes the Consumer Confidence Report on behalf of the tribe and they are not on the 
Department of Environmental Conservation’s most recent Significant Non-Compliance list. 
There is no manager for the operator to provide a monthly report to but when requested by the 
council, he has provided a report. There are issues regarding the operation of the system. The 
glycol line going to the lagoon leaks and has caused freeze ups, the tribe has been keeping the 
system operational by having the heat tape on at all times. There are also issues with the washers 
and dryers, two washers are not operating and one dryer is not operating because the lock 
mechanism to collect tokes has been broken. The machines work but the decision was made to 
take them off line since the tribe cannot collect the revenue. 

Essential Recommendations 
The Allakaket Village has not met all of the essential capacity indicators. In order to meet them, 
the utility must take the following actions: 



• Create and adopt a balanced realistic budget for the washateria and other tribal 
department, specifically showing any subsidies from other tribal programs such as self-
governance and Indian Health Service funds. All revenues and expenses for the utility 
should be listed in the utility budget; prepared and submit monthly financial reports to the 
policy making board which track the actual income and expenses compared to the budget. 

• Have on hand a year's adequate fuel supply or financial plan to purchase an adequate 
supply; enter into a written agreement with the city since they have been providing fuel 
or allocate funding to purchase it. 

• Receive revenues (user fees or other sources) sufficient to cover operating expenses. 
Recommendations are to reduce expense and/or increase revenue. Improved efficiency 
will reduce the expenses, such as the heat tape, and raising rates to include installing a 
coin or token system to obtain treated water. 

• Become current on filing tax reports. Contact both the IRS and Department of Labor to 
be compliant. RUBA staff have contact names and numbers for both agencies who can 
assist with this. 

• Stay current on making tax deposits. 
• Secure and post a workers compensation insurance policy in effect. It is strongly 

recommended to obtain insurance as soon as possible. 
• Hire an adequately trained manager. The tribal administrator position has been vacant, it 

is recommended to hire for this position. 

Sustainable Recommendations 
The Allakaket Village has not met all of the sustainable capacity indicators. The Allakaket 
Village can work to improve sustainable indicators as follows: 

• Utility is receiving revenues (user fees or other sources) sufficient to cover operating 
expenses and Repair and Replacement (R&R) costs, this can be accomplished by first 
determining what the Repair and Replacement costs are and then increasing the amount 
of revenues received by increasing shower and laundry fees and to start charging at the 
watering point. 

• Ensure  year-to-date revenues are at a level equal to or above those budgeted, and year-
to-date expenditures are at a level equal to or below those budgeted. Firstly a budget 
needs to be created. 

• Prepare a monthly manager's report, it is suggested that a tribal administrator be hired and 
then create monthly written reports to present to the tribal council. 

• Once a budget is completed, budget amendments should be completed and adopted as 
necessary. 

• Update the current chart of accounts as it is not useful, it does not identify categories in a 
reasonable, usable manner. The current chart of accounts is exceedingly long. 



• Create adequate written job descriptions for all positions. 
• Create and adopted a written personnel evaluation process that ties the job description to 

the evaluation. The tribe should do annual evaluations once job descriptions are created. 
• Create personnel folders on every employee that contain at least: I-9, Job Application and 

Letter of Acceptance. The I-9 form can be downloaded from the Internet and copies of 
employee documents should be attached, applications and letters of acceptance should 
also be done, even for currently employed staff. 

• Create and then adopt an organizational chart that reflects the current structure. 
• There is no manager to receive a monthly operation and maintenance report from the 

utility operator and therefore can not routinely "spot checks" the facilities to see that the 
maintenance items are being completed; a tribal administrator (manager) is suggested to 
be employed. 

• Create a safety manual and hold safety meetings; the tribe is suggested that once workers 
compensation insurance be obtained to work with the insurance carrier because they often 
times have safety training material. 

• Continue to keep working with the remote maintenance worker and ANTHC to fix the 
gylcol line and fix or replace the washer and dryer locking mechanism. 

• The utility is not operating at the level of service that was proposed, the same 
recommendations directly above apply. 

• Create status reports and provide them to the council until an administrator or manager is 
hired. 

Conclusion and Next Step 
By implementing the above recommendations, the Allakaket Village will put itself into position 
to better meet unanticipated financial costs and ensure that employees are aware of their 
conditions of employment. 

The Allakaket Village staff was open and helpful with providing information to complete this 
assessment.  They realize the importance of community health, financial stability, effective 
utility management practice and sustainability.   

RUBA staff is available to provide assistance for any sustainable capacity indicators that are not 
being met. 
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