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Unknown Water Service Line Identification 
One Knock at a Time: 
Lessons Learned from New Jersey American 
Water’s Service Line Canvassing Program

Brian Lubenow, Sr Project Manager

Sean Moore, Sr Construction Representative
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Agenda

• Background
• New Jersey Requirements
• New Jersey American Water
• Program Approach

• Communications
• Municipality Communications & Coordination
• Customer Communication

• Inspection Canvassing
• Planning
• Analysis & Reporting

• Quality Control
• Health & Safety
• Canvassing & Inspection Recommendations
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Background on NJ’s Lead Service Line Replacement Law 

In July 2021, New Jersey enacted a law that requires 
drinking water systems to inventory service lines, notify 
residents and plan for the replacement of all service lines 
within ten years. 

Key elements of this legislation are as follows:

Galvanized steel lines = lead service lines

 Publish service line inventory publicly online. Inventories 
must show lead, non-lead and unknown service lines 
down to the parcel level. 

Mail letter to customers with lead and/or galvanized 
service lines by certified mail. 

Utilities must plan to replace all lead and galvanized steel 
service lines by 2031.

Who Owns What?

Service line responsibility by the water service provider generally 
ends at the meter box/curb stop. Water service providers usually 

do not have information about the material type of privately 
owned portions of service lines. 
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New Jersey American Water

New Jersey American Water is the largest regulated water and wastewater 
service provider in the State of New Jersey.

• Approximately 860 employees serve:  

• Approx. 2.9 million people in over 190 communities in 18 counties.

• Approx. 727,000 water service customers (91% residential) 

• 64,200 wastewater service customers

In 2022, NJAW launched one of their largest communications 
campaigns to educate and empower their customers on their 
Lead Service Line Replacement Program  32

PWSIDs
(water systems)
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Team Collaboration for Program Success 

Engineering

Operations

SUCCESSFUL LSLR 
PROGRAM 

IMPLEMENTATION
Communications

Water Quality

External Partners
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Despite great progress, many unknowns remain

NJAW - Inventory Summary

Category Feb 2023 December 2025

Lead 25,601 17,882

Unknown 533,830 296,254

Nonlead 93,544 393,184

• Current State Requirement:
• Replace 10% of known lead annually

• LCRI Future (Nov 2027) Federal Requirement:
• Replace 10% of known lead and unknowns annually 

• Dual Focus for 2025-2027:
1. Meet NJ 10% replacement requirement
2. Verify Unknowns



13

Methods to Verify Unknowns

Journal AWWA; December 2023; Deheer, Cummings, Epstein
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Unique Challenges Result in Specialized Education Campaign

CHALLENGES 
• Lead can be a sensitive topic
• Over 600K unknowns at start
• Replace all lead and galvanized service lines 

by 2031
• 32 PWSIDs
• Communicate with highly diverse 

populations across the state
• 10% replacement each year per PWSID
• Limited information about customer-side 

material type

RESPONSE
• Educate customers, elected officials and key 

stakeholders
• Empower customers to act
• Continue to build trust through transparency and 

consistency 
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Municipal Outreach 

• Introduction Meeting with the Town:

• Internal stakeholders
• Business Administrator, Clerk, 

Public Works Director, 
Communication Director, 
Police Chief, Mayor

• Share Stakeholders Toolkit

• Talking points
• Draft Emails
• Website Content
• Flyers
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Examples of 
Customer 

Educational 
Campaign



17Identify Your Water Service Line!

https://www.youtube.com/watch?v=qCVUPq6xnFE
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Targeted Customer Outreach

1. Material & Customer Contact Data Extract & Review
Known Lead, Unknown

2. Initial Townwide Customer Letter
Coordination with American Water Customer Service Center 

3. Mail XL Postcard
Includes: Program Overview, Lead Facts, Request Action

4. Canvassing Postcard
Received approx. 3-5 days after packet

5. Target Emails to Inform & Request Action
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Notification of Canvassing

• American Water Alert Notification Launch to Target Area

• Email, Text, and/or Call
• Repeat as Canvassing Progresses

• Leave Behinds Materials: 

• Door hanger: “Sorry We Missed You”  

• “Sorry We Missed You” Email Follow Up 

• Known Lead/Galvanized Steel
• Unknown

• CDM Smith-Led Outgoing Customer Calls to Schedule Inspection 
Appointments 

• Online Scheduling App (calendly.com)

• Salem (limited communication & scheduling) – 11% inspection success rate
• Ocean City (extensive scheduling) – 36% inspection success rate
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Online Appointment Scheduling



21

Our Approach to Canvassing

• Partition town into 
smaller areas

• Select a starting location 
and sequence

• Direction and oversight 
for canvassers

• Live ArcGIS map to 
coordinate canvassing 
efforts

• Daily site safety / 
coordination meetings

• Regular check-ins to 
monitor progress
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Canvassing Report: Somerdale/Magnolia/Lawnside
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Unlocking Success: Optimizing Canvassing Strategies

Overall Statistics (since May 2023)

• Door-to-Door Canvassing

• Customer Self-Reports

1.
1

2.
5

5.
6

NO CANVASSING MINIMUM 
COMMUNICATIONS

FULL 
COMMUNICATIONS

CUSTOMER SELF-REPORTING 
Customer Self-Report Rate (%)

Putting Them Together
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Canvasser Analytics

Important Metrics

• Avg. Visits Per Day

• Overall Successful 
Inspection Rate

• Percentage of Visits with 
Contact Made

• Percentage of Contacts 
Made Allowing 
Inspection
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Quality Checking of Inspection Data is Critical

• QC Review Procedure:
• Material & photo review by senior 

inspector
• Review of 100% of inspections for first 

two weeks
• Review of all lead/galv and 25% of 

nonlead thereafter
• Benefit of doubt to the inspector

• QC Review Benefits:
• Improved inspection behaviors
• Improved accuracy & efficiency
• Improved photo documentation
• Client satisfaction
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Health & Safety: Lessons Learned

• Concern: Thousands of unique, 
uncontrolled, work sites

• Typical Injuries:
• Slips/falls
• Dog Bites
• Car Accidents

• Crawl Space Training

• PPE
• High-vis vest, hard hat or bump cap, 

work gloves, nitrile gloves, flashlight

• Everyone has stop work authority!
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Unresponsive Customers | Now What?

• Follow up with Municipal & Provide Update

• Record of Outreach Attempts

• Standard/Required Communications Continue:

• Statewide Emails to Self Report
• Known Lead: Yearly Notification
• Unknown: After October 2024, required 

Notification

• Test Pits

• Replacement Contractor Outreach
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Service Line Canvassing & Inspections Advice 

Program Planning & Coordination

• Over communicate with customers through 
multiple channels, including social media

• Foster utility/municipal partnership

• Consider mutual benefits of communication 
and canvassing

• Schedule appointments if feasible

• Analyze success rates early and often

Field Execution

• Proactively manage health & safety

• Work in teams with an identified team 
leader

• Analyze staff performance at program, 
town, and individual level

• Check results early to identify 
opportunities for improvement

• Be prepared to adapt

• Celebrate success
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(717) 581-8532

lubenowb@cdmsmith.com

cdmsmith.com 

Thank you!
Sean Moore, EIT

(732) 590-4612

mooresp@cdmsmith.com

cdmsmith.com 

Brian Lubenow, PE, PMP
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