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Dear Mr. Lynch:
The attached report details the results of our investigation into the circumstances surrounding
the allegation that the Virgin Islands Water and Power Authority’s (WAPA) water and electrical line
losses on St. Croix were due to theft by end-users.
The following summarizes the major findings and conclusions that resulted from the
investigation.
WAPA commissioned the Office of the Virgin Islands Inspector General to investigate and
report on the reasons for excessive line losses and concomitant revenue losses for both water and
electrical services on St. Croix. A second commission was to investigate the propriety of the
purchase, by WAPA, of a parcel of land commonly referred to as the “Devcon Property”.
These inquiries required different means and methods of investigation and are, in fact, two
separate fact-finding efforts. For that reason, two separate reports were to be issued. This report
addresses only the issues of line losses on St. Croix.
Property Inventory (page 4)
T

An on-site visit in April 2002, revealed that security around the pole and utility storage areas
was almost non-existent.

T

There was a large hole in the security fence around the storage yard that would allow anyone
to access the property after hours.

Water Tampering (pages 5 to 6)
T

Repeated water tampering was discovered without any WAPA referral for criminal
prosecution.

Mr. Daryl Lynch
Chairman, WAPA Governing Board
December 13, 2004
Page 2

T

WAPA’s “Employee Rewards Program” was increased from $10 to $100 per reported
tampering; this resulted in a substantial increase of heretofore unreported pilfering of utility
services.

Electrical Tampering (pages 7 to 33)
T

Seven (7) major areas of concern were found that played a major role in electrical line
losses. They were: (i) ordinary wear and tear; (ii) end-user tampering; (iii) employee
associated tampering; (iv) unlicensed electrician tampering; (v) WAPA employees
cooperation with unlicensed electricians; (vi) WAPA’s failure to keep appointments; and,
(vii) WAPA’s general failure to manage.

T

There are significant revenue losses on St. Croix due to theft of services by both individual
homeowners/renters and by businesses. However, the theft of services is permitted, allowed,
encouraged, and facilitated by WAPA personnel.

T

WAPA employees make unauthorized installations. Line personnel allow thefts of electricity
and water; indeed, they facilitate thefts and themselves steal WAPA property because there
is a severe lack of proper supervision. WAPA managerial personnel were found to have
encouraged such practices and in documented cases, engaged in unauthorized installations
and other unethical practices.

T

Accommodating local residents and business and earning extra money on the side, to
WAPA’s detriment, has resulted in a ‘go-along-and-get-along’ environment that has been
accepted to the point of institutionalization within the organization.

T

The lack of proper supervision is directly traceable to the lack of proper management; and,
the lack of proper management is the result of a lack of proper administration at the highest
levels of the WAPA organization.

A draft report was submitted to the Executive Director on May 15, 2004, and a response was
dated July 19, 2004. The response is included as an appendix to the report, beginning on page 40.
If you or your staff require additional information, please feel free to contact me at 774-6426.

Sincerely,

Steven van Beverhoudt, CFE, CGFM
V. I. Inspector General
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INTRODUCTION
ALLEGATIONS
WAPA officials indicated that they were experiencing electrical line loss of 15% on St.
Croix and that this was well in excess of the national average. There were also substantial losses
of water revenues although there was no quantification given by WAPA. In addition, there were
unspecified losses of WAPA utility poles and security lights.
WAPA officials believed that much of the loss of electricity and water was due to the theft
of services by end-users. They believed that some of the water and electric losses might be
attributable to their own employees; but the bulk of the inventory losses would very likely be the
result of theft by its employees. WAPA contracted with the V.I. Inspector General’s Office to
determine the cause of the revenue losses.

BACKGROUND
On April 23, 2002, WAPA’s General Counsel and the Internal Auditor for the WAPA
Governing Board (Board) contacted us with urgent concerns that they indicated required immediate
attention. We met with WAPA’s officials on April 23, 2002. Also present at the meeting were
WAPA’s Line Superintendent for St. Croix, and a representative of WAPA’s Revenue Protection
Unit. We were informed that there were significant indicators of theft of WAPA property (poles and
security lights) and services (water and power) on St. Croix. We were asked to conduct an inquiry
into the facts and circumstances of the losses to WAPA on St. Croix.
Specifically, the WAPA officials provided information that: (i) the utility pole inventory was
short, security lights and fixtures were missing; and, (ii) water and electrical meters were being
tampered with on a regular basis. WAPA’s Line Superintendent for St. Croix, in particular, indicated
that the situation was drastic and needed immediate remediation.
We indicated that we had neither the funding nor personnel to effectively conduct such an
investigation. The WAPA officials indicated that WAPA would finance the investigation.
Two non-negotiable terms were listed as conditions to such an investigation. First, we stated
that the investigation would go wherever it led and to whomever it led. The second condition was
that the total cost would be paid at the commencement of the project. Both conditions were
necessary to ensure the integrity of the investigation and to ensure complete funding,
notwithstanding a subsequent change in position on WAPA’s part.
We initiated the inquiry about utility line losses on St. Croix immediately after the April 23rd
meeting. Informers were developed and information was gathered that supported WAPA’s
allegations of employee involvement in line losses. In April 2002, we documented that security
around the pole and utility storage areas was almost non-existent; in addition, there was a large hole
in the security fence that would allow anyone to illegally remove property after working hours.

We met with three members of the Board on St. Croix to discuss the preliminary findings,
and were asked to make a presentation to the full Board in Executive Session. In June 2002, a
presentation was made before the full Board.
A Memorandum of Understanding (MOU) covering only the St. Croix line issues was
eventually prepared by WAPA but rejected by us, primarily because the document designated that
the funding would be provided in quarterly allotments. We revised the unacceptable language and
returned the newly drafted MOU to WAPA. The MOU was revised by WAPA, with minor changes
and sent back to us; however, the quarterly disbursement condition had been put back into the MOU.
This occurred on August 3, 2002 and effectively concluded our interest in the matter.
Early in 2003, a new Executive Director was hired by WAPA. The new Director contacted
us regarding renewing efforts to provide for the St. Croix investigation. An MOU, satisfactory to
all concerned, was executed in April 2003 and the funds transferred to us on April 11, 20031.
This new MOU, however, expanded the investigation to include an inquiry into the facts and
circumstances of the purchase of the “Devcon Property” on St. Croix. Members of the Board felt
that a former Executive Director might have acted with impropriety in the negotiation and execution
of the contract to purchase the “Devcon Property.”
An investigator from off-island was contracted to conduct the line loss investigation2 only,
while our full-time staff undertook to do the “Devcon” inquiry. The investigator commenced work
on April 10, 2003 and was to complete that aspect of the work by October 10, 2003. However, in
the first week of July, the investigator was hospitalized in the United States with a severe heart
condition requiring several surgeries. It then fell to us to accomplish both the investigations of the
line losses on St. Croix and the “Devcon” investigation.
As a part of the MOU, WAPA was to provide information and assistance as needed. The
current Executive Director was completely available to us whenever he was called and responded
with alacrity on each occasion. He arranged for a St. Croix Engineer, familiar with locating and
identifying meters that were not recording properly to work with us. A second managerial
individual was recommended to us for assistance. This person, it was later determined, did not
provided competent assistance, and, might have intentionally compromised the investigation. A
number of other individuals were also assigned to assist with the investigation.
Two WAPA employees, both extremely competent in the location and identification of faulty
electric services, provided immense assistance to this investigation. However, in dealing with these
and other individuals within WAPA, a number of personnel issues came to light. It became clear
over time that WAPA has substantial personnel problems throughout the organization. It is readily
apparent that these endemic personnel problems impact on the productivity of the organization as

1

Of the funds provided, in excess of 58% is being returned.

2

Both water line loss and electric line loss were to be investigated.

a whole, leading invariably to inefficiencies and loss of income for WAPA. This matter will be
more fully addressed below.
The estimated $3,000,000 yearly line-loss cannot, practically, be resolved by “catching who
is stealing the electricity.” From this investigation, it is clear that individuals and business end-users
are stealing water and electricity. But, in a significant number of cases it is WAPA’s line-level
personnel who permit or facilitate the thefts. In fact, WAPA’s line-level personnel also steal from
WAPA. There is a subculture within WAPA that believes it is acceptable to take water, electricity,
and property belonging to WAPA and to facilitate and cooperate with individuals and businesses
in the community who do not want to pay for the utility services WAPA provides.

INVESTIGATION
PROPERTY INVENTORY
Initially, we were to investigate suspected inventory losses. However there was no
substantial inquiry on this because before beginning the investigation WAPA’s Line Superintendent
for St. Croix advised that all utility poles but
five (5) had been accounted for and that there
was no need for an investigation into
inventories.
However, based on some preliminary
work that was performed, we found that
WAPA’s pole yard was open to anyone with a
truck who could move a pole. The security
light hardware was observed on the ground
unprotected and very likely uncounted. The
pictures, shown here, of the St. Croix pole
yard were taken by us in April 2002.
April 2002 photo of poles stacked in WAPA’s St. Croix
pole yard. Photo taken by V. I. Inspector General’s
Office.

WAPA’s St. Croix pole yard entrance in April 2002.
Photo taken by V. I. Inspector General’s Office.

April 2002 photo of missing security fence at WAPA’s
St. Croix pole yard. Photo taken by V. I. Inspector
General’s Office.

WATER TAMPERING
During the course of our investigation, there were no instances uncovered of businesses
intentionally stealing water; but several instances of tampering by homeowners were discovered.
However, these instances were discovered by WAPA’s line personnel. As discussed below, reports
of tampering increased greatly when WAPA increased the employee reward from $10 to $100 per
instance.
Tampering Reported for Rewards
During the time of the investigation WAPA’s line personnel reported more than 50 out-ofcompliance water services. The bulk of those occurred the month that WAPA raised the bounty on
illegal connections from $10 to $100. Most of these water-tampering reports came in at one time.
Although, it cannot be proven, it is illogical to assert that all those tampered utilities occurred in one
month. They must have existed for some time and only when the reward was increased, did
WAPA’s line personnel turn in the violating customers.
Repeated Residential Water Thefts
Even before the bounty increase, WAPA employees had discovered a number of water thefts.
Two (2) cases are mentioned here as examples of the failure of WAPA’s management to take
effective action against repeated theft of water service. Although the customer’s service in the first
case was disconnected, after four violations, no steps were taken to refer the instances to the
Department of Justice for possible criminal prosecution.
The first case involves a long-time and current government employee whose water service
was repeatedly found to have been tampered with. On April 9, 2003 a WAPA employee observed
this water customer installing a bypass around his water meter and reported it. This was the third
time this service had been altered.
The first time, WAPA found that the water meter in place at the residence was not on
WAPA’s list of accounts. The meter in the ground had been taken from some discontinued service.
When this was discovered, a new meter was installed. WAPA employees later found that the new
meter had been turned 180 degrees. This resulted in the meter reading being reduced from month
to month.
Copper lines were then installed on either side of the meter to prevent tampering. That
resulted in the consumer putting in a bypass around the meter. When it was discovered, WAPA’s
final action was to disconnect the service. The customer had not attempted to reconnect the water
service as of October 2003.
The frustration of the WAPA employee who discovered the theft is apparent by the
comments made in the written report. The WAPA employee noted that “This is the 4th [records
reviewed by us only detailed three instances] tampering by consumer @ his premises. This

consumer is a [law enforcement officer] that is supposed to uphold the law & he’s the biggest thief
& have no regards nor respect to this Authority.” The photo below, taken by WAPA, shows the
bypass line around the water meter.

Portable water bypass line installed around water meter by customer. This was the
fourth violation by this customer, a law enforcement officer. Photo was taken by
WAPA.

The second case, not referred to any law enforcement agency, is reflected in WAPA’s
records and shows that a water service was found tampered with on four different occasions over
a 2 ½-year period. Field personnel reported a stolen meter at this location on August 23, 2001,
August 16, 2002, April 15, 2003 and finally on August 12, 2003, each time the stolen meter was
removed. As far as can be determined, WAPA’s management made no referral to any law
enforcement agency for possible criminal action. On August 13, 2003, the field personnel wrote the
following comment: “Second Stolen meter that is Removed From this Location in two days and
fourth time that meter Readers Reported found Stolen meter at this Location…” There is a notation
in the WAPA files that the listed owner “… no longer lives @ Glynn, She lives at … Castle Burk.”
This information indicates that no one has even determined who the responsible party is.

ELECTRICAL TAMPERING
We found that the losses of electric revenues are associated with seven (7) separate reasons3
as follows: (i) ordinary wear and tear; (ii) end-user tampering; (iii) employee associated tampering;
(iv) unlicensed electricians tampering; (v) WAPA employee cooperation with unlicensed
electricians; (vi) WAPA’s failure to keep appointments; and, (vii) WAPA’s general failure to
manage. In the following paragraphs we discuss each of the eight areas that we feel played a major
part in WAPA’s electric line losses on St. Croix.
Ordinary Wear and Tear
Any mechanical device will breakdown under repeated use. It was not unusual to find
meters out of calibration and producing both high and low incorrect readings. This ordinary wear
and tear is not attributable to customer tampering. However, being out of calibration is not always
the result of use, but rather can be intentional acts by customers or others at a customer’s direction.
A residential meter, off by only a small amount, is most probably the result of ordinary wear
and tear and not intentional tampering. Although this may be part of the line loss drain on WAPA’s
revenues, it is not likely a substantial loss because the over/under readings will tend to cancel each
other.
In any event, short of checking every meter on a regular basis, ordinary wear and tear cannot
be effectively addressed. In February 2004, WAPA reported the beginning of a Resealing Program
of every meter on St. Croix. We were informed that the resealing of all the meters on St. Thomas
was accomplished some years ago. This effort on St. Croix is similar to the St. Thomas Program,
but for unknown reasons, during the course of our St. Croix site visits, the Program was stopped
after only a few weeks of effort.
End-User Tampering
We found that both residences and businesses were in fact stealing electricity. This was
accomplished by tampering with meters and bypassing meters. There were many examples of stolen
electricity where a customer’s line was tapped and electricity diverted to an unauthorized use; or,
electricity was diverted directly from a WAPA line.
Homeowners/Renters. There are a significant number of homeowners on St. Croix whose
electric meters do not accurately read the amount of electricity consumed. The difficulty is in
identifying the out-of-calibration meter from the tampered meter. Since meters have not been
checked, it is difficult or impossible to say that the present customer is the one responsible for a
diversion.

3

The same reasons can be suggested for water line loss.

Many of the faulty meters are the result of the natural tendency for mechanical things to get
out-of-adjustment. However, there is no doubt that a significant number of people know how to
“tamper” with their electric meter so that they reduce, or avoid altogether, the monthly bill.
One renter living in Estate St. John readily admitted to us that he had “adjusted” his electric
meter and said, “everybody knows how.” The person said he had no job and lived off government
subsistence. When questioned, he showed no evidence of any sense of guilt or regret and, in fact,
he stated that he saw nothing wrong with bypassing the electric meter.
He went on to say that he had paid the tampering fee and reconnect fee but if the electric bill
kept on being so high, he was going to have to “fix the meter again.” It was simply his way of
getting by. This is very likely the situation in a great number of lower income households.
Businesses. Businesses also “adjust” their meters but there appears to be a more
sophisticated approach to this “business enterprise.” It is true that meters supplied for business, also
get out-of-adjustment through no fault of the customer. However, there were also numerous
examples of business tampering that could reasonably be cited as intentional.
Even when WAPA inspections clearly indicated intentional tampering, there were no records
of any effort to apply the V.I. Criminal Code. The same is true with repeated electric tampering,
as with the water customer examples noted above.
Gasoline Stations/Laundromat. The physical investigation on St. Croix began by surveying
26 gasoline stations. Two (2) gasoline stations were discovered with altered electric meters just
before our field
survey began. A n
additional five (5) of
the first six (6)
stations surveyed by
Wires connected
us were found to
to the back of the
have tampered
meters reducing
meters. These seven
the reported
consumption of
(7)
stations
electricity.
represent 26% of the
gasoline stations on
the island. Also of
interest was the fact
that of the first six
(6)
stations
inspected, 83% were
intentionally altered.
However, none of
the last 18 stations
inspected were
Two meters at a St. Croix gasoline station
surveyed. Photos taken by the V. I. Inspector
found to have been altered.
General’s Office.

Intuitively, it seems improbable that five (5) of the first six (6) randomly picked stations
were the only ones stealing electricity. It is more likely that after the first three days of unannounced
inspections, any tampering on the remaining meters were corrected in advance of the inspections.
We found that tampering was accomplished in four ways: (i) adjustments inside the meter
to reduce the reported rate of flow of electricity; (ii) a shunt installed in the meter; (iii) bypassing
the meter altogether with a wire from above the meter to below the meter; and, (iv) the installation
of an on-off toggle switch run to the meter that allowed the customer to turn the meter off.

Current transformer wires are not connected and are taped.

Meter number
Meter at St. Croix gasoline station surveyed. Photos taken by V. I. Inspector General’s Office.

Because all of the alterations were inside the meter or meter box, pilfering might not
reasonably be charged to meter-reader failure. However, the Audit Control Unit of WAPA did not
catch the extraordinary low usage reported at these locations.
The following photographs show additional tampered meters found during our field surveys.

Current transformer was not grounded to system.
It was corrected with this connection.

Meter at St. Croix gasoline station surveyed. Photos taken by V. I. Inspector General’s Office.

Closed Link
Open Link

Meter at St. Croix gasoline station surveyed. Photos taken by V. I. Inspector General’s Office.

Potential link screws were not tightened, causing
the meter to register only half of its consumption.
May or may not have been tampered with.

Meter at St. Croix gasoline station surveyed. Photos taken by V. I. Inspector General’s Office.

Open potential link and wires connected
on both sides of the link.

Wires connected to potential link leads to a conduit
which feeds under-ground to the gasoline station.

Meter at St. Croix gasoline station surveyed. Photos taken by V. I. Inspector General’s Office.

Large conductor feeds through the
meter.

Smaller conductor bypasses the
meter and goes directly to
laundromat associated with the
gasoline station.

Conductor and conduit that lead to
the laundromat.

Meter at St. Croix gasoline station and associated laundromat surveyed. Photos taken by V. I. Inspector
General’s Office.

Grocery Stores. A second example of the failure to report grossly under-reported
consumption of electricity was a grocery store in Christiansted. In April 2002, shortly after our first
meeting with WAPA, we located a grocery store with a meter that was not turning. The lights, air
conditioning, iceboxes and electric fans were operating and no generator could be seen or heard.
A toggle switch was observed on the inside wall, directly behind the location of the meter box
located on the outside of the wall.
It had been our intention from the beginning of the investigation, to enter the building with
a Search Warrant and document the toggle switch installation. This did not occur because of
interference with the investigation. A WAPA Loss Prevention Unit employee was assigned to
inspect the grocery store, and corrected the situation before we could photograph the apparent switch
device.
We were however, able to verify the significant change in consumption before and after the
meter was repaired, by reviewing records maintained by WAPA. At this location, the electric
consumption for the eight (8) months before the meter was corrected was 32,602 KW for an average
of 4,075 KW/mo. During the eight (8) months following the meter repair, the consumption was
112,309 KW for an average of 14,039 KW/mo. The difference was 9,964 KW/mo. At 20.7
cents/KW, the grocery store’s average payment was more than $2,000 per month less than it should
have been. We were informed that there were no tampering fees or connection fees charged when
the situation was corrected; nor were there any attempts to recover back charges for the pilfered
electricity or refer the case for possible criminal prosecution.
The following schedule shows the monthly electricity consumption for the eight (8) months
before the meter was repaired and the eight (8) months after it was repaired.
Meter Reading Date

Consumption Before
Meter Repair

Meter Reading Date

Consumption After
Meter Repair

12-17-02

2,163

08-14-03

14,140

01-15-03

2,734

09-15-03

15,697

02-13-03

3,482

10-15-03

14,479

03-17-03

2,949

11-13-03

13,530

04-15-03

4,723

12-15-03

14,659

05-16-03

3,613

01-13-04

13,145

06-16-03

3,965

02-11-04

13,553

07-16-03

*8,973

03-11-04

13,106

Total

112,309

Total
32,602
*The meter tampering was repaired during this month.

Although we did not determine when the under reporting started, it appears that it went on
for a very long time. The reason that this could go unnoticed was, in part, the result of WAPA’s
policy on identifying low power usage. The WAPA Audit Control Unit uses a monthly deviation
of 50% to identify services for Revenue Protection to inspect. In the first place, 50% seems to be
too high a threshold. There may be some valid industry-wide reason that sets the standard at 50%
but this seems unnecessarily lenient.
Perhaps a month-to-month deviation of 10% to 15% is too stringent for residential customers
considering the fact that some homes are unoccupied during certain times of a year. A business,
however, would seem to require about the same electrical consumption year-round. The deviation
for inspection purposes might be tied to the seasonal fluctuations in identifying low usages.
In the case of the grocery store, the Audit Control Unit should have identified the store for
inspection. The reason the grocery was not identified was because the “recent history” indicated
a consumption rate of only 35% of the actual consumption. With the toggle switch in place the
electric consumption was reduced each month.
When this problem was discussed with Revenue Protection personnel, they opined that even
when the Audit Control Unit identifies a significant drop in consumption, it takes so long to inspect
that the lower consumption rate becomes the norm. Why this happens and why, once identified,
the location is not surveyed is not known. The only answer provided to us was that, “It just
doesn’t.”
The low rate of electric consumption at business locations will continue to be unrecognized
as long as WAPA measures incremental deviations by comparison with the “recent history” instead
of the average consumption for all like businesses.
WAPA would get a more accurate reading of a specific retail store’s consumption by
comparing the monthly consumption with the average consumption taken over a period of time.
The renter, the gasoline stations and the grocery store referenced above would likely have
been identified had such a base line measurement been used for comparison.
A hole through the wall, similar to the one observed in the first grocery store, was found at
another nearby grocery store. The hole was visible from the inside and appeared to be at the same
height and distance from the end of the building as a meter box on the outside of the store. The hole
was empty when first observed but when on a second visit to photograph the hole, movable fixtures
were placed against the wall covering the hole from observation.
Mall. Another bypass was identified at a mall. The property owner was contacted and said
he did not know that the line had been tampered.
A spliced line was found running from the owner’s meter to augment another electrical
service. The line was disconnected. A short time later the owner advised that the tap on his line was
for electricity to run the well pump that supplied the mall with water.

Another toggle switch installation was found at the same mall. In this instance, we were
informed that a renter needed to increase the amount of power in order to operate a refrigeration and
cooler system in his business. The owner of the property had given permission for the additional
electrical service needed to provide for the merchant’s needs.
A separate, and larger, source of electricity was installed; it is unknown who did the
electrical work. WAPA attached the power line and the new coolers were put into service. When
the merchant’s lease was up, the property owner chose not to renew the lease and the store was
closed.
The larger electric line required by the former tenant is not needed by the present tenant. The
meter and box for the larger power source was checked by us, and we found a hole drilled from the
back of the box through the outside wall. The previous tenant patched the inside of the wall before
leaving the premises.

Hole through meter box where line can be fed
to, possibly a toggle switch, on the opposite side
of the wall.
Large meter base at a St. Croix mall. Photos taken by V. I. Inspector General’s Office.

Employee Associated Tampering
There were several instances where property owners indicated to us that WAPA employees
provided various types of services without the proper authorization from WAPA. In fact, during our
investigation, we identified at least one instance where a WAPA manager illegally tapped into
WAPA’s service before the meter, and also obtained security lighting without evidence of
authorization and without paying for the service. The following sections details tampering that has
been associated with WAPA employees.

WAPA Employee Surveillance. A WAPA employee was observed, in the early days of this
investigation, watching the investigators as they inspected meters at the gasoline stations. This
individual was assigned to the Revenue Protection Unit. It was plain to a casual observer that
WAPA’s electric meters were being opened and inspected by the investigative team. Although the
individual may have known the person assigned by WAPA to investigation, the WAPA employee
conducting the surveillance did not know our investigator.
The employee made no effort to confront or otherwise identify our personnel involved or try
to determine what the activity regarding the electric meters was about. This is the same individual
referred to previously who “corrected” the grocery store pilfering.
The fact that this employee could conduct surveillance on our investigators does not
necessarily raise a suspicion. Given the employee’s duty assignment, the nature of the activity
observed, and the fact that the observations went on for several days should have raised questions.
The fact that this employee had the time to conduct his own surveillance over several days without
having to account for his time is a reflection on his supervision or lack thereof.
Homeowners Association Security Lights. We were informed by residents that three years
ago WAPA employees installed WAPA poles, and security lights in a residential subdivision
without WAPA’s knowledge. Employees who worked as line crew were accepting $200 per
installation. In addition to the loss of property, the services were not reported to WAPA so that there
was no monthly payment for the electricity consumed by these services.
Between 7 and 10 poles were in place when the Homeowner’s Association found out about
this activity and contacted WAPA. WAPA sent a representative to meet with the Homeowner’s
Association. The poles and fixtures known at the time to have been stolen were paid for and
accounts were set up for the electrical services. It would have taken several WAPA employees to
make the installations. It is likely that this would have included a work crew, supervisor, and even
management personnel, warehouse personnel, and perhaps office employees. Many WAPA officials
must have known about this misuse of WAPA property, but no administrative action was taken nor
were criminal referrals made, even after the malfeasance was reported.
Individual Homeowner Security Lights. A Homeowner located on the west end of St.
Croix was found to have two utility poles with security lights installed on his property. When
interviewed by us, the Homeowner admitted the lights were stolen.
The homeowner indicated that shortly after Hurricane Marilyn, he asked some WAPA
linemen working in the vicinity how he could get security lights installed on his property. This
individual was not trying to get something for nothing; only looking for information. He was told
that the line crew could take care of him. Two days later the WAPA personnel arrived at his home
with a pole truck, auger, bucket truck, brackets and lights.
They installed a pole with security lights on each side of his house, and wired the
installations with electricity. He paid the linemen for this service but has never paid the
$10/monthly charge for electricity.

The electric wire strung from one pole to the other crossed over the residence, a Fire Code
violation.
In this case, the installation has been corrected. WAPA’s loss of income at this one location
was only about $2,000 but the amount does not include the original cost of labor and material to
install the security lights.
How many such unauthorized installations there are is unknown. But, the potential loss from
all such unauthorized installations in the 5 years just after Hurricane Marilyn may represent a
substantial loss in revenue.
The fact that employees were able to steal WAPA’s property and install it without notice is
an indication of the organizations failure to monitor its own resources. Again, intuitively, one must
assume that others knew of the unauthorized theft of property and said nothing. At a minimum, it
would seem that the crew’s supervisor would have been a party to the unauthorized installation.
Unauthorized Tie-ins. WAPA employees continue to assist consumers with unauthorized
electrical connections.
The connection
photographed to the right
was discovered in April
2004. From the line crimp
used, only someone with a
WAPA tool could have
made this connection.

Samples of illegal tie-ins to WAPA’s service on St.
Croix.

Photos taken by V. I. Inspector General’s Office.

Temporary Construction Services. In March of 2002 we observed “temporary or
construction” lines run to numerous residences in one residential subdivision. WAPA’s policy
requires that “construction electricity sites” be renewed every 90 days.
The utility services observed were attached to weathered gray 2 X 4 meter-stands. From the
condition and appearance of the meter-stands, it is clear that these meters have been there for a
substantial period of time. A representative number of these utility services were photographed at
the end of this investigation some of which are shown below.

Samples of “temporary construction” connections observed in a particular residential district of St. Croix.

Photos taken by the V. I. Inspector General’s Office.

Random checks on these locations revealed that these utilities were still being carried as
“temporary” services.

The failure of office personnel to note this deviance of policy or field personnel to inquire
concerning multi-year installations of temporary connections is a failure to perform that the
organization has allowed to exist for many years.
Management -Employee’s Residence. The utility service at a WAPA Manager’s residence
was inspected for tampering. The main house was used as
living quarters and behind the main quarters there was a new
section under construction. The residential utility pole and
meter are located behind, and to one side, of the new
construction.
Meter Bypass. A bypass, from above the residential
meter to below the meter, had been installed. This bypass
was accomplished inside the meter box. A small hole was
drilled in the bottom and to one side of the meter box so the
bypass line could be run into that hole.
A piece of conduit was then affixed to the outside at
the bottom of the meter box and run to another smaller box,
approximately 4” X 4” in size, available at any electric
supply store. The bypass wires were run into this smaller
box.
Meter and pole located at WAPA
Manager’s residence. Photo taken by V.
I. Inspector General’s Office.

Meter bypass wire.

4" X 4" box to which
meter bypass wire was
connected.

Photos taken by V. I. Inspector General’s Office.

At this point in the investigation, the standard practice, when tampering was discovered, was
to immediately disconnect the service and charge the customer with both a tampering fee and a
reconnection fee. Our understanding was that there would be no exception to this policy.

In this case, however, we were directed by WAPA’s Executive Director to wait until the
Manager of Revenue Protection inspected the bypass before taking any action. The Manager of
Revenue Protection was contacted and he inspected the site the following day.
When the Manager of Revenue Protection was shown the condition, he immediately
confirmed that the installation was a bypass and reported this fact to the Executive Director. The
Manager of Revenue Protection called for a line crew to disconnect the service and directed the
employee assigned to the investigation to prepare a WAPA “Report of Tampering”. When we left
the site, a tampering report was being prepared by the WAPA employee assigned to the
investigation. Before the WAPA line crew actually disconnected the service, the Manager of
Revenue Protection spoke with the WAPA manager-customer whose service was to be disconnected.
The manager-customer admitted that he had installed the diversion but said that it was not used to
pilfer electricity but rather the bypass was used as a “surge protector.”
According to the Manager of Revenue Protection, he called the Executive Director again and
told him what the manager-customer had said about the purpose of the bypass. Based on this “surge
protector” explanation, the Executive Director directed that the service not be disconnected and that
no tampering report be completed. We were informed of these actions after the fact and we voice
our objections of the decissions to the Manager of Revenue Protection.
We later met with the WAPA employee assigned to this investigation and the Manager of
Revenue Protection, who again indicated that no tampering report would be filed on this location.
The WAPA employee complained that the 4" X 4" box could not possibly function as a “surge
suppressor.” He said the location of the 4" X 4" box was incorrect, the size of the electrical line used
to bypass the meter was too small to divert the current of a surge and there was no ground wire.
The tampering report was destroyed and no report was filed.
When the Manager of Revenue Protection was again contacted and questioned by us
concerning this reversal of action, he said there was no doubt that the wire from above the meter to
below the meter was a bypass. He further said, that given the manager-customer’s position in
WAPA and his years of service, he should have known better. But, the Executive Director had made
the decision not to disconnect the service or file the usual WAPA “Tampering Report” and there was
nothing he could do but follow the directions given him. The Manager of Revenue Protection said
that he was going to make a report for the Executive Director on the incident and that the managercustomer would get a written reprimand.
The Manager for Revenue Protection was asked to provide a copy of his report to us. He
agreed to provide us a copy of his report to the Executive Director, but did not. However, we did
learn informally that the manager-customer had been issued a written reprimand. We were told that
the manager-customer paid no tampering fee or connection fee.
The fact that a Manager within the WAPA organization was found with a tampered electric
meter, admitted to the installation of the bypass and was then treated dissimilarly to others found
tampering, creates the appearance of impropriety because of the favorable consideration given.

Unauthorized Security Light. At the same time that the bypass was discovered at the
WAPA Manager’s residence we observed a second utility pole installed to the side and several feet
from the utility pole with the bypassed
meter box. Attached to this second
utility pole was a security light with
an electrical line run to it.
There was no record at WAPA
substantiating the purchase or
authorizing the installation of this
second pole or the security light
attached to it. The security light on
this pole was a 400-watt light, the
largest light that WAPA provides.
There was no billing record for the
monthly electrical charge for this
security light.
Unauthorized utility pole and security light located at WAPA
Employee Failure to Report.
Manager’s residence. Photo taken by V. I. Inspector
During the course of our site surveys,
General’s Office.
it became obvious to us that WAPA’s
line personnel, who are “on the street
daily”, do not report illegal connections and they do not report other employees stealing WAPA
property and services. Intuitively office personnel must be aware of the misconduct by the line
personnel. Their choice to remain silent is part of the engrained ethic of not reporting misconduct.
WAPA line personnel frequently do not even report Fire Code violations.

Unlicensed Electricians Tampering
Under this category of loss there are two separate circumstances, each involving unlicensed
electrical work and both leading to revenue losses for WAPA. One is the failure on the part of
WAPA personnel to report unlicensed electricians attaching lines to WAPA power. The other
category involves WAPA employees, themselves, doing unlicensed electrical work. It has been
reported to us that unlicensed electricians do a substantial amount of electrical work on St. Croix.
Reports to Regulatory Agencies. When making power line connections, disconnections and
reconnections that are done by unlicensed electricians, WAPA employees do not report the lack of
the necessary permits to the V.I. Department of Planning and Natural Resource (DPNR) or to the
V.I. Department of Licensing and Consumer Affairs (DLCA).
Some licensed contractors reported to us that they were required by WAPA’s personnel to
acquire DPNR permits when permitting was not required. This is a widely known problem and has
been addressed by some electricians with DPNR, but there still exists an arbitrary requirement by
WAPA personnel that DPNR permits be obtained before electricity is connected.

It is not uncommon for licensed electricians to obtain permits for unlicensed electricians. It
is unreasonable to believe that WAPA employees do not know whether the electrician present, when
the WAPA service is activated, is licensed or not. Not only does this “go along to get along”
philosophy constitutes a malfeasance that places customers of WAPA at risk, but it may also place
WAPA at risk.
With or without a permit, the fact is that WAPA employees, over whom it has direction and
control, are cooperating with persons unauthorized to do electrical work. This results in potentially
faulty electrical installations and provides another opportunity for illegal diversions. If the work of
a person with no electrical license is permitted to be tied into WAPA electric lines, WAPA has no
assurance that the installation is properly done. This condition is substantially aggravated when the
installation is done without a permit when one is required.
Of course, a licensed electrician may also put in a faulty service; however, the chances of
this happening are mitigated by the fact that the licensed individual passed a test indicating that the
individual has the requisite knowledge and skill to make a proper installation. In addition the
licensed electrician has a vested interest in doing work properly because their license could be
revoked resulting in the loss of ability to earn a living.
More importantly providing electricity to a facility that WAPA knows or reasonably should
know was installed by an unlicensed electrician might very well expose WAPA to liability in the
event of damage to property, injury to persons or loss of life.
Unlicensed WAPA Employee Tampering. In addition to the unauthorized electrical work
accomplished by unlicensed electricians, WAPA employees also did unauthorized electrical work.
In the examples provided below, none of the WAPA employees, who allegedly did the electrical
work, hold a license issued by the Virgin Islands as an electrician, master electrician or electrical
contractor.
V. I. Police Installation on Recovery Hill. The WAPA Manager, whose residential electric
service was bypassed and security light stolen was
reported to have wired 2 buildings for the V.I. Police
Department. One installation was located on
Recovery Hill. The other installation was in
Fredericksted, but was not found by us. Witnesses to
the construction also said that there were no DPNR
Permits for the work.
Blue Mountain. At the April 2002 meeting
with WAPA representatives, they identified an
alleged illegal electrical line on Blue Mountain.
When investigated, two separate stories were
uncovered. Which is the correct version is not
known. It may be that neither is completely correct.

V. I. Police Installation on Recovery Hill,
allegedly done by an unlicensed electrician.
Photo taken by V. I. Inspector General’s
Office.

At that April meeting, WAPA’s Line Superintendent for St. Croix related to us that he
discovered an illegal line on Blue Mountain. The individual said that he called the WAPA Safety
Inspector who determined that the line was not an authorized line.
The Revenue Protection Unit Report indicated that the Safety Inspector discovered the
installation. Regardless of who discovered it, a line was found running from a WAPA meter on one
building to a meter on another building. WAPA had no record of the meter on the second building.
The Safety Inspector disconnected the line and took possession of the meter. According to WAPA’s
Line Superintendent, he waited at the location until the end user of the illegal line arrived at the site
to investigate the loss of power.
The end user, a person in the communications business, arrived at the site about seven-hours
later, and admitted that he had engaged a well-known unlicensed electrician on St. Croix to run the
line from an existing service to the new service. Revenue Protection personnel prepared a
memorandum documenting the incident on February 3, 2002. The memorandum identified the
unlicensed electrician but indicated that the investigator was unable to locate him.
This unlicensed electrician lives on St. Croix, works throughout the island daily, doing work
at both permitted4 and un-permitted locations. During our time on St. Croix, we have regularly seen
this individual on the streets. Either no one with Revenue Protection made an effort to locate the
unlicensed electrician; or Revenue Protection personnel do not know even the rudimentary basics
of locating a person of interest.
As an addendum to the Blue Mountain matter, specific reference is made to the fact that
WAPA’s General Counsel, the Line’s Superintendent on St. Croix and the Internal Auditor all had
personal knowledge about the unlicensed electrician’s activity on Blue Mountain. With that
knowledge, WAPA administration took no action to protect its interest or promote the interests of
the people of the Virgin Islands. There was no additional investigation after the one memorandum
of February 3rd. There was no referral to the Department of Justice for prosecution, nor a referral
to DLCA for administrative action concerning the unlicensed electrician. This case is another
example of the failure of the organization at its managerial and administrative levels to take
appropriate action.
WAPA Employees Cooperation With Unlicensed Electricians
Employees of WAPA are not the only individuals improperly accomplishing electrical work
on St. Croix. Some WAPA employees knowingly cooperate in the illegal electrical installations.
Blue Mountain. The Blue Mountain incident, described above is an example of WAPA’s
cooperation with unlicensed electricians. In this instance the cooperation was passive in that WAPA
failed to locate and take action against the unlicensed electrician or the businessman who had
commissioned the unauthorized work.
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Permitted by the V.I. Department of Planning and Natural Resources

House at Bugby Hole. In the spring and summer of 2002, the same unlicensed electrician
involved in the Blue Mountain incident was building a house in Bugby Hole. He tapped directly
into a WAPA electric line for construction electricity. A neighbor who was aware of his activities
contacted WAPA and the line was disconnected. The individual did not pay a tampering fee and
no connection fee was charged because after the disconnection the electrician connected a portable
generator at the construction site.
Multiple Electrical Crews. The same individual involved in the Blue Mountain incident and
the Bugby Hole incident, and who
WAPA Revenue Protection personnel
have not been able to locate in 3-years,
works daily at the electrical trade
without a business licenses. At times
he has more than one crew on multiple
job sites.
Other Unauthorized Work. In
addition to this individual involved
with: Blue Mountain, and Bugby Hole,
there are several other individuals
working at the electrical trade without
Unlicensed electrician making illegal electrical hookup at
DLCA licenses. These persons do
private residence on St. Croix. Photo taken by V. I.
electrical work either for hire with no
Inspector General’s Office.
pretense of licensing, under the
pseudonym of maintenance man or
arrange to have a licensed electrician obtain a permit.
In the aggregate, these individuals impact substantially on WAPA’s revenues because their
work is unauthorized, even illegal; there is no restraint on them regardless of the quality,
competence, or propriety of their work. More importantly, WAPA personnel make no effort to
report the unqualified electrical work that they do.
WAPA’s Failure to Keep Appointments
There are two general conditions in the WAPA organization that provide for, indeed
promote, the opportunity for employees to do unauthorized WAPA work. One is the failure of
WAPA to keep appointments with licensed electrical contractors doing work for the general public;
or for the Government.
The other condition is the difficulty individuals and businesses have in getting WAPA’s
service. This latter issue also relates to the problem of keeping appointments. Neither one of these
difficulties lend themselves to specifics because it is the difficulty taken in aggregate that produces
the lack of efficient responses to customer needs.

An occasional “no show” is to be expected but with WAPA the allegation is that this is a
regular practice. It is, in sum, a lack of a customer-oriented process. When customer-service is not
the first objective of employees, the customer quickly becomes the last concern. This is true in the
office and in the field. But, it is in the field where the greatest opportunity for theft exists.
The WAPA organization has allowed these work habits to build around the concept of
employee convenience rather than customer service. Long waits, inept and not infrequently rude
employees, have resulted in a general failure to meet the public’s needs. If the needs of the customer
are not addressed by the organization, they will be addressed by the free enterprise system.
The fact that WAPA does not keep appointments with individuals, businesses and
contractors is a well-known fact of long standing. This has in fact resulted in a sub-rosa organization
within WAPA that meets the demand and in doing so reduces WAPA’s revenue.
The organization’s failure provides one of the opportunities that enterprising employees use
to get paid again for their work for WAPA. Failures to show-up were reported numerous times
during our investigation. Contractors complained that they wait hours and even days for WAPA to
keep a predetermined appointment to connect, disconnect or reconnect electrical services.
These failures leave electrical contractors with only three options. The contractor can: (i)
do nothing and wait the hours or days it takes WAPA personnel to show up to connect, disconnect,
or reconnect the service; (ii) employ “self-help” by doing the work himself; or, (iii) turn to a WAPA
employee to make the connect, disconnect, or reconnect of the service.
To do nothing is not viable since electricians charge by the hour. No one can afford to wait
the hours or days it might take for WAPA personnel to keep an appointment.
Employing self-help is a by-product of a lack of customer-service. As a result, many
licensed electricians routinely do their own connection work. And resorts and condominiums
throughout St. Croix routinely use “maintenance men” for routine electrical service work that
require the services of a licensed electrician.
The resort employees do more than just change lights and replace outlets. They run electric
wire when remodeling, splice inside and outside cable and repair storm damage to electrical lines.
One example of self help occurred at a condominium where a long-time WAPA employee
lived. For at least five years, the Condominium Association used a WAPA employee-tenant to
service their electrical needs. In 2001, after a particularly bad storm, the employee-tenant was
contacted to replace a weather-head. This work required a licensed electrician, a permit from DPNR
and a disconnection/reconnection by WAPA. The employee-tenant and another WAPA employee
replaced three weather-heads without a permit or notice to WAPA, and billed the Association $8,000
for the work.

Neither individual was a licensed electrician. Neither individual had a business license issued
by the Virgin Islands. It was reported to us that at least one and possibly both individuals were at
the time of the work, on Workman’s Compensation leave from his WAPA position. No DPNR
inspector or authorized WAPA representative inspected the work to ensure that it was properly done.
After paying the $8,000 bill, the Condominium Association requested a licensed contractor
to inspect the work. The electrician opined no more than two of the weather-heads required
replacing. Even if all three weather-heads needed to be replaced, the actual cost would have been
not more than $3,500.5
Asked by the Resident Manager why he had not told them he was not a licensed electrician,
the employee-tenant said, “You didn’t ask me.” A demand letter to return the $8,000 was sent to
the employee-tenant. It was ignored. The Condominium Association took no further action but has
since relied only on licensed tradesmen.
At our April 2002 meeting with WAPA officials this matter was discussed. Both
management and administrative personnel knew of the incident when the details were reported to
us. In fact, at the direction of the Board, WAPA representatives investigated this matter in 2002,
the Internal Auditor spoke to the Resident Manager for the Condominium Association. The Internal
Auditor issued a report and included the $8,000 invoice; however, as of March 2004, nothing has
been done concerning this matter.
When asked by us for the invoice and report made on this inquiry, the support staff that did
the investigation for the Board stated that the information had been given to the then Chairman of
the Finance Committee of the Board. The Chairman told us that he did not have, and had never been
given, the invoice. At this time the whereabouts of the invoice is unknown.
This is yet another example of a failure to function at the administrative level. The failure
of action on this matter is an example of a dereliction of duty by the administrative staff. This
dereliction of duty is aggravated by the fact that no action was taken in this case regarding the
fraudulent Workman’s Compensation payments. For an employee to claim Workman’s
Compensation when actually able to work is a fraud upon WAPA, if it insures itself.
If WAPA carries Workman’s Compensation insurance and having the information it did,
WAPA factually cooperated in the fraud upon the insurance company underwriting the Workman’s
Compensation. We have been informed that one of the employees who participated in the
unauthorized electrical work is now deceased and cannot be held accountable, at this late date. The
other individual, on Workman’s Compensation when he did the work, is no longer employed with
WAPA.6 The status of his Workman’s Compensation claim is not known.
5

This price included approximately $500 for bucket-truck rental as opposed to using WAPA equipment.
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During the course of our investigation, we were informed that this individual was at the time installing the
electrical system at a business on Melvin Evans Highway.

This case is yet further aggravated by the incompetence with which evidence collected
during the investigation was treated. If there was a written report, there was no chain of custody.
The evidence to prove the case, as far as we can determine, has been lost.
The fact is that no one took any action to terminate the Workman’s Compensation fraud,
recover the money improperly paid out or stop the employee-tenant from the unauthorized and
unlawful work is again directly chargeable to WAPA’s administrative officers because it was the
support staff of the Board who investigated and reported the incident. From conception to
completion the investigation was improperly handled and this was permitted at the highest level of
the WAPA organization.
If the administrative officers of the organization do not expect and require competent work
product there is no reason to believe the lower levels for the organization will expect or provide a
higher degree of competency.
A second example of the self-help option was witnessed by us in the latter part of 2003 when
we observed a local licensed electrical contractor disconnecting the WAPA line to a business in
downtown Christiansted.
The WAPA representative assigned to this investigation intervened and stopped the
unauthorized work. The
contractor complained to
us that he could not
depend on WAPA to come
when scheduled. He said
that when he tries to
follow the protocol, he has
to wait hours and
sometimes days. This cost
is prohibitive. The
contractor was cited and
directed to follow the V. I.
Code and WAPA’s
requirements.
The owner of the
business called us two
days later pleading for
electricity so that she
Licensed electrician making illegal service connection to the weather-head
could reopen her
at a St. Croix business. Photo taken by V. I. Inspector General’s Office.
business.
A week’s
income for the business
owner was lost due to WAPA’s inability or refusal to address the service after it was repaired.

The third option is to pay a WAPA employee to make the connection/disconnection in a
timely manner. This is done on a regular basis, with and without a DPNR permit. Money is paid to
the WAPA employee for connecting/disconnecting WAPA power to residences and businesses.
In one case on February 13, 2004, a WAPA employee re-connected a commercial weatherhead in Christiansted. He was paid directly by a licensed electrical contractor. We were informed
that this was not a one-time or even an isolated instance for this WAPA employee. This employee
regularly accepts money for doing WAPA’s work on the side without proper permits or any fees
paid to WAPA, and, during the day, while on WAPA’s payroll.
It is the custom, habit and practice for this WAPA employee to take payments directly from
homeowners or business owners for whom the electrical connection/reconnection work is done.
However on February 13, 2004 the employee was paid $100 by check. A copy of the check payable
to the WAPA employee was provided to us during the course of our investigation.
Another example of WAPA personnel doing unauthorized connections without proper
permitting or fees occurred when a line crew moved a meter bank on Centerline Road. On May 28,
2002 we were informed by a creditable source who had been present the previous weekend, that a
meter bank on Centerline Road and Golden Grove was moved. No WAPA work order was obtained
and there was no inspection of the installation. Photographs taken of the installation after the fact
showed that no ground line was provided.
The same individual who accepted the $100 for making the connection in February of 2004
was present when this work was accomplished in 2002.
Aside from the loss of revenue, this unauthorized work causes a concern for the potential
liability resulting from death, injury to persons or loss of property. Should an electrical fire occur
due to faulty installation, never mind the inconvenience a loss of power would cause everyone
serviced by that meter bank, WAPA could be called upon to make good for any injury that might
occur.
Whether WAPA had actual or constructive knowledge, the corporation may be called upon
to defend itself in a civil action over its employee’s acts. The fact that WAPA knowingly allows
unauthorized, illegal electrical work could be a serious allegation. Failure to take appropriate action
to supervise and control its employees may be seen as an intentional indifference. Any liability that
can be attached to WAPA might be enhanced, given the fact that WAPA has actual notice of a
practice that appears to be widespread and of long duration.
None of these options are, in fact, a correct solution to the problem. The real solution, that
serves everyone’s best interests, is for WAPA to take that action necessary to make available the
personnel and equipment to meet the consumer needs, and to provide the leadership to ensure that
the personnel tasked with the work of connecting, disconnecting, or reconnecting utility services
meet their appointments.

WAPA’s General Failure to Manage
WAPA does not take care of itself. WAPA could mitigate the above findings, almost
without exception, by appropriate and consistent response to the nonfeasance, misfeasance and
malfeasance within its own organization. To address ordinary wear and tear, WAPA announced
in February 2004 that it was doing a Meter Reseal Program on St. Croix. However, at the
conclusion of our survey work, little work had been accomplished to this end and the project was
discontinued for unknown reasons.
WAPA employees have been conditioned not to rely on what the company says it wants
done. WAPA’s typical failure to follow through with its announced intentions, and with no
explanation, supports the employees’ beliefs and leads the public to the same conclusion.
Broken Meter Seals. During the investigation on St. Croix, we found numerous broken
meter seals indicating the possibility that tampering had occurred. None of these defective seals had
been reported as broken to the appropriate authority.
The majority of these seals showed signs of long wear; the break in some seals was caused
by rust. It appeared that no one charged with inspecting meters reported these defective seals or, if
the seals were reported, then WAPA failed to take action on the reports.
Broken Meter Housings. During the investigation on St. Croix, we also found numerous
broken meter housings indicating that tampering or vandalism had occurred. None of these defective
housings had been reported as broken to the appropriate authority.
Only one broken housing unit was clean and had no scale or soil that might indicate it was
a recent occurrence. However, unlike all the other meters, this one was enclosed in a shed and
sheltered from the weather. The housing was observed over a 5-month period without WAPA action.
Office Procedures. In addition to employee acts that lead to theft of services and property
discussed above, there is a second issue that causes individuals and businesses to resort to tampered
lines and theft of services. The issue deals with the complexity of securing electrical service.
This is a separate issue not specifically commissioned in this inquiry. However, reference
is made here because it is a territory-wide complaint that affects revenues, albeit indirectly. Opening
an account or getting an existing account changed to another entity, is a long, laborious and
frequently frustrating exercise. This provides the incentive to avoid the whole process and secure
unauthorized service.
Bureaucratic red tape making the process difficult to accomplish creates the willingness for
people to seek alternatives to the proper procedures. It also creates the opportunity for unscrupulous
employees to take advantage of the situation.

A recent publication by the International Bank for Reconstruction and Development,
documents why making difficult, complicated and needless regulations provides both incentive and
opportunity for corruption.7 It is not difficult to relate the finding by the World Bank to WAPA’s
operating procedures.
In one case, on St. Thomas, it took two trips to WAPA’s business office to get electrical
service switched for a new homeowner. This was the result of WAPA’s intake-employee insisting
on documents that did not exist. The entire process: travel time to and from WAPA; waiting to be
seen by WAPA office personnel; time with WAPA employees; time and travel to locate nonexistent
documents; waiting again to see office staff took more than 4 hours.
When the service was finally authorized the customer was told that no specific date or time
for the connection would be provided. Again the issue of customer service is at the heart of this
matter. From all reports, this example is typical. To the extent that this is true, it should be
incumbent on WAPA supervisory, managerial and administrative personnel to address the reasons
for unreasonable delays.
Another incident on St. Croix indicative of WAPA’s business office’s failure occurred
during our investigation of pilfered electricity. We discovered an electric meter in Fredricksted that
was out of calibration due to a bent wheel. A call was made to the business office on St. Croix by
the WAPA employee assigned to assist us, and he was informed that the customer’s electric bill was
substantially delinquent. As had been the practice during the investigation, the service was
immediately cut off.
After the WAPA employee assigned to this investigation returned from the field, he was
directed to return to the location on overtime to put the service back on because the customer had
in fact paid the delinquent bill three weeks earlier. WAPA’s collection personnel apparently had
not entered the payment into the computer system used to provide information to field services.
Resort Hotel. Also not a part of the original commission, we found an instance of
unreported revenues on St. John. In April 2003, Revenue Protection personnel inspected the electric
service and determined that an improperly sized transformer was servicing a resort hotel.
This was reported and the proper replacement equipment was ordered and delivered by June
2003. In September 2003 a picture was taken of the under-sized transformer still in place. The
following month the new transformer was installed.
The estimated monthly loss was approximately $1,600 due to the undersized equipment.
WAPA’s policy allows it to collect back charges in this instance for only 6-months. As a result,
this delay in installation cost WAPA approximately $10,000 in revenues, not considering the years
of loss due to this under-sized transformer.
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The loss of this income from this one source is not the real problem. The real problem is the
failure to quickly address the loss of income. This is the same problem alluded to above regarding
the failure to address audit referrals, the failure to report broken meter housings, the failure to report
broken seals. All are just symptoms of the same problem, the failure to supervise and manage.
The Revenue Protection Unit. The WAPA Revenue Protection Unit is charged with
locating, identifying, documenting and reporting on tamping with WAPA utility lines. This Unit was
represented to us as qualified and reliable. In fact, the operation of this Unit during this
investigation indicated that the Unit suffers from the same general malaise as the rest of the
organization. But, given its mission and the position of trust it holds within the organization, the
failings of the unit must be viewed as more egregious than other field operations. One member of
this Unit had been identified earlier in this report with concerns over surveillance conducted on our
investigation.
Revenue Protection Manual. The Revenue Protection Manual8 was described by the
Manager of the Revenue Protection Unit as “The Bible” for Revenue Protection personnel. The
document is incorporated here in its entirety; by reference only, because it is too voluminous to
attach.
The Manager of the Revenue Protection Unit repeatedly stated that personnel in that Unit
“…live and die by this. It is our Bible.” Although the Manual is labeled Revenue Protection
Procedures Manual it is not a competent document on which Revenue Protection personnel can rely.
While the book purports to have been prepared for WAPA and meant to be a statement of
WAPA’s policies and procedures, it is not tailored for use in the Virgin Islands. Much of the text
provides information, forms, formats and protocols that are not relevant to WAPA; other sections
provide incorrect information.
There is a Table of Contents and there appears to be an attempt to number the pages of the
book. However, The text was copied without reference to its worth or propriety. Some of the
obviously extraneous material includes: “Radio call numbers for the Jacksonville [Florida] Electric
Authority and frequently used phone number by [the Jacksonville Electric Authority] revenue
protection activity.” Those numbers include the Atlantic Beach [Florida] Police Department, the
Jacksonville Electric Authority Attorney; the Orange County [Florida] Parks Authority; and, the
business offices of Georgia Power and Light.
The Manual discussion on Page 28 “Diversion Monitor Installation,” directs that: “If the
customer refuses to pay the bill and charges, we will prepare the case for prosecution thru the State
Attorney’s Office. (sic) Fig. 8”. Obviously this was not written for Virgin Islands.
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It is not difficult to substitute “Attorney General” for “State’s Attorney”; however, there is,
in the copied text, a reference to a “Fig. 8” for which no “Fig. 8" exists in the WAPA Manual.
Again, this document obviously was not prepared for use in the Virgin Islands.
A more serious example of the Manual’s defects is that of its instruction on the law. On
Page 3a it discusses “Laws that relate to meter tampering” and refers to Section 812.14. According
to the text this citation provides the authority to charge a criminal offense for tampering. However,
the citation is to the Florida Code, as amended in 1988 and makes no reference to the section of the
Virgin Island Code9 that contains the same language.
The section of the Manual dealing with the preparation and service of Search Warrants is
another example of the text’s failure to address Virgin Islands law. Beginning on page 31, the book
instructs on Florida law without reference to Virgin Islands law. It makes no reference to the local
process. This may not be a big problem because no one at WAPA ever recalled a Search Warrant
being used in connection with a tampering investigation.
The Manual is also antiquated. The book’s cover sheet indicates the document was issued
on April 1, 1994. It may have been current for the Jacksonville Power Authority in 1994. However,
the policies set out in the book were dated from 1978 with revision dates no later than 1982 and the
Florida Code citations are from 1988.
We cannot address the adequacy of this book’s technical information. But, intuitively a book
not revised for more than ten years is very likely to be out dated. If the shortcomings listed in the
specific examples cited above indicate the technical proficiency of the book, then it is of little use.
False Information. When our investigation began, the Revenue Protection Unit was not a
part of the inquiry. Approximately two months into the investigation, the Manager of the Revenue
Protection Unit met with us, and advised us that a private investigator had recently concluded an
investigation of all the personnel in the Unit and indicated that, “They are all clean.”
The Manager was asked for a copy of the investigative report at the first meeting with us.
He assured us that it would be provided. The Manager was reminded about the report on two later
occasions over a four-month period. It was never provided.
The Executive Director and the Chairperson of the Board were both asked for this document.
Both stated they knew nothing about such an investigation. They were each asked to determine if
such a report, in fact existed, and to provide a copy if it did. No report has been received by us.
Failure to Cooperate. Initially, the Executive Director assigned a WAPA Engineer to assist
with surveying electrical services on St. Croix. The Revenue Protection Unit was later enlisted to
also participate. The Manager of Revenue Protection then assigned a second WAPA employee to
assist with the work.
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This individual was tentative and uncertain in his work. After some time working with this
individual he was questioned directly about his qualifications. He stated that his first day in the
Revenue Protection Unit was the day he began working with our investigation. An investigation of
this magnitude and complexity was not the job with which to initiate a career in Revenue Protection.
Through no fault of his own, he did not know what he was doing. We complained to the Manager
of Revenue Protection; another employee, extremely competent, was assigned to the investigation.

INVESTIGATIVE CONCLUSIONS
The facts and circumstances determined during this investigation led us to conclude that
WAPA has been a long-term victim of neglect and mismanagement. Because WAPA has
consistently failed to provide structured leadership, employees and the public alike have little
reservation in stealing it’s property and services.
Employees steal WAPA property and convert it to their own use and for that of the general
public. The employees are paid directly by the consumer for WAPA property. These thefts of
property include utility poles, security light brackets and security lights. This process also includes
the loss of electric income that would be generated by electricity consumed by the utility lights.
Although not specified in the request for assistance, WAPA’s utility yard was inspected and
found to be open, unguarded and property there available to anyone with a serviceable vehicle.
We discovered no water thefts; however, WAPA line personnel did discover a substantial
number of thefts by water meter tampering. The examples cited in this report dealt with multiple
tampering at two locations. After the discovery of tampering with the water meter on several
occasions at each location there was still no referral for criminal prosecution.
WAPA employees connect illegal electrical services for customers. Such installations were
found in this investigation as far back as Hurricane Marilyn. Employees charged with protecting
the organization’s revenue are themselves engaged in the theft of services and property and engage
in conflict of interest practices.
There was evidence of individual homeowner/renters tampering with their residential electric
meters. The revenue losses associated with this tampering is likely not as severe as revenue losses
because of stolen electricity from businesses. About 26% of the gasoline stations on St. Croix were
found with intentionally tampered electric meters. There is reason to believe more than just seven
(7) gasoline stations were actually pilfering electricity.
A grocery store was found with an on-off switch that controlled the amount of electricity its
meter reported. WAPA Revenue Protection personnel corrected the condition before it could be
thoroughly documented by us and failed to make any report of the diversion. Another grocery was
suspected of having a toggle switch tampering, but the on-off switch was removed before it could
be documented. A third location that had been a delicatessen showed the clear signs of a toggle
switch interrupt.

A WAPA employee attempted to cover up the pilfering by these businesses found with the
tampered meters. The same employee conducted a surveillance of our investigators while we
surveyed gasoline stations on St. Croix.
Revenue losses are attributable to WAPA personnel at every level of the corporation. A
Homeowner’s Association contacted WAPA with a list of between 7 and 10 unauthorized security
lights and no one was ever identified as responsible for the installations.
WAPA’s administrative offices directed the investigation of two employees who were
reported to have installed 3 weather-heads at a Condominium Resort. The investigation found that
not only did WAPA personnel do the work, but also that individuals were on Workman’s
Compensation leave when the work was done. No action was taken against either employee.
In another instance, WAPA employees installed two unauthorized security lights on private
property. The customer paid the employees for the lights and there was no monthly billing for the
electricity used by the lights.
A Manager with substantial tenure was found with a bypass on his home electric meter. His
electricity was not disconnected, he was not required to pay an assessment for tampering and was
not required to pay a disconnect/reconnect fee. No report was made of the tampering found at this
employee’s home.
The residence of the same Manager was found to have a second unauthorized WAPA utility
pole with a security light. A check of WAPA records determined that there was no work order for
the installation of this pole, hardware and light. There was no account for the electricity used by this
light. No action had been taken by the organization to ensure that such misconduct does not
continue to occur with the exception of the long term Manager being given a written reprimand.
Pilfering of electricity continues to this day.
WAPA requirements call for temporary or construction accounts to be renewed every 90
days. One residential subdivision was observed in April 2002 with numerous temporary connections
on weathered meter stands. The meters were still in place in October 2003. A random check
determined that the services had not been renewed as required.
Unlicensed electricians accomplish tampering of electric services. They do this with the
knowledge and tacit approval of some WAPA employees. WAPA employees do not report illegal
electrical connections that do not have required Permits. This may pose liability for WAPA should
there be a loss of property, injury to persons or loss of life due to a defective electrical installation.
WAPA employees charged with checking meters do not report broken seals or defective meter
housings.
WAPA employees make unauthorized installations with impunity. Even when employees
do report improper installations, WAPA fails to investigate cases to conclusion or take
administrative action against the responsible parties, much less refer the individuals for prosecution.

WAPA’s procedures for utility connections are unnecessarily difficult. By making the
process complicated for getting or transferring a service, WAPA creates the opportunity for
corruption. This is also exemplified by WAPA’s failure to keep appointments with contractors.
Contractors cannot afford lengthy waits for WAPA to connect, disconnect, or reconnect
electrical services. As a practical matter, the alternatives are for the contractors to do the work
themselves without calling WAPA, or to pay WAPA employees on the side to met them timely and
make the connection.
The one common thread running through all the ways and means that results in revenue
losses is WAPA’s failure to look after its own interests.

RECOMMENDATIONS10
We recommend that the Executive Director:
1. Evaluate and repair security measure at the St. Croix property yard.
2. Evaluate inventory control measures for equipment and property and draft procedures and
processes that will provide accountability for equipment and property.
3. Complete the Resealing Program on St. Croix.
4. Review WAPA’s tampering records and evidence related to the residential water thefts
and refer both matters to the Department of Justice for prosecutorial review.
5. Review WAPA’s tampering records and evidence related to the theft of electricity by
gasoline stations and refer each matter to Department of Justice for prosecutorial review.
6. Revise WAPA policies to provide for disciplinary action regarding employees who fail
to report utility improprieties that should be found in the ordinary pursuit of their employment.
7. Review WAPA’s tampering records and evidence related to the theft of electricity by a
grocery store and: (i) refer the matter to the Department of Justice for prosecutorial review; (ii) if
there is insufficient evidence to make a referral, then review the actions of WAPA employees and
takes appropriate administrative action; and, (iii) take appropriate administrative action regarding
the employee who failed to report the toggle switch intercept.
8. Replace the current “Bonus Program” for reporting tampering by employees who are
responsible for checking meters. Make locating and reporting water/electric meter/line tampering
a job requirement with suspension and dismissal options for failing to meet work expectations.
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9. Establish and enforce a policy that requires each suspected theft of WAPA property to be
investigated to conclusion.
10. Establish and enforce a policy that provides for the administrative discharge of an
employee found to be stealing from the corporation.
11. Enforce the policies that require re-certification of temporary/construction electric
service; or, revise the policy so that it can be consistently enforced.
12. Review this report and take appropriate administrative action and/or make criminal
referral of the management–employee found with a meter bypass and stolen security light.
13. Establish and enforce policies that prohibit employees from engaging in conflicts of
interest with their employment.
14. Require the completion of the investigation into the Blue Mountain electrical installation
and take appropriate administrative action regarding WAPA personnel involved.
15. Make appropriate referrals to the Department of Licensing and Consumer Affairs
regarding the merchants and unlicensed electrician involved in unauthorized utility installations.
16. Review the investigative report prepared by WAPA’s Internal Auditor concerning the
Condominium Resort: (i) take appropriate administrative action; and, (ii) make appropriate referral
for criminal prosecution.
17. (This recommendation was combined with recommendation 16 above.)
18. Provide for in-service training that addresses the need and means of instilling a work
ethic that encourages honest reporting of employee misconduct. This training should commence
with administrative officers.
19. Provide Revenue Protection Unit with additional personnel sufficient to ensure timely
attention to all reports of suspected tampering.
20. Provide Revenue Protection Unit personnel with additional support that will allow them
to work more effectively in identifying and documenting utility tampering and theft of property.
These tools might include: (i) specialized training in the area of criminal investigation in order that
they can competently prepare a tampering case for referral to the Department of Justice for
prosecution. This would be in addition to the technical training necessary for recognizing and
dealing with tampered electric/water lines; (ii) unmarked vehicles for investigative purposes; and,
(iii) field radio equipment that will allow the personnel to coordinate their work and procure
information in a timely manner. Anticipate and provide for overtime for investigations.
21. Provide for vetting of Revenue Protection Unit personnel to insure the quality and
integrity of the Unit, with particular emphasis on the management and supervisory position.

22. Establish and enforce a policy of aggressive action, including criminal referral for
prosecution, of all intentional utility tampering and thefts.
23. Establish and enforce a policy of mandatory referral for prosecution of habitual/serial
tampering, theft of services or theft of property.
24. Establish a policy of immediate reaction to employee misconduct including appropriate
progressive discipline.
25. Review and revise the Revenue Protection Procedures Manual to provide competent and
current information necessary for Revenue Protection Unit personnel.
26. Provide a policy manual for circulation to all WAPA personnel with general information
necessary to the competent discharge of duties within the organization. This manual would include
a mission statement for each operating entity, statements of company policies, business protocols
within the organization, forms and formats used in the discharge of duties, the ethical standards
expected by the company, etc.
27. Analyze the demand for connecting, disconnecting and reconnecting utility services, both
water and electricity, in order to determine the equipment and personnel needed to meet the demand.
Provide proper equipment and competent personnel who are sufficiently supported by effective
management.
WAPA’s Response
The Executive Director in his July 19, 2004 response began by stating that he took exception
with the “overall tone of the report that condemns the Management of the Authority.” He further
stated that the report claims “that Management allows and encourages unethical practices and
procedures that promote theft of WAPA’s services and property.” He goes on to defend the “many
hard-working, loyal and dedicated members of Management.”
Regarding the recommendations, he agreed with 23 of the 27 recommendations made.
Various target dates were provided for the completion of the courses of action.
Although the Executive Director did not disagree with the other four (4) recommendations
(8, 16, 17 and 26), it was indicated that a decision would be required of the Board for one of the
recommendations; two recommendations are no longer applicable due to time and event changes;
and, the fourth recommendation has already been implemented.
Regarding Recommendation 8, which deals with the termination of the “Bonus Program”
for reporting tampering, the Executive Director indicated that the Program was a policy approved
by the Board and the increased incentive fee was also approved by the Public Services Commission.
It was indicated that the recommendation would be brought before the Board for consideration.

With reference to Recommendations 16 and 17, the Executive Director stated that the
Internal Auditor’s Report was merely an advisory report. He further stated that all information
relating to the Condominium Resort investigation was provided to us for further investigation. In
addition, with the death of the individual suspected of performing the electrical work, any possible
action would be moot.
Finally, regarding Recommendation 26, which deals with the circulation of a policy manual,
it was stated that one already exists that addresses all of the concerns mentioned in the
recommendation.
Inspector General’s Comments
With respect to the Executive Director’s issues with the tone of our report, as indicated
before we accepted the engagement, we stated that we would take the investigation wherever and
to whomever it led. We agree that there are many “hard-working , loyal and dedicated” managers
at WAPA; in fact, we believe that there are many “hard-working, loyal and dedicated” supervisors
and employees at WAPA also. However, unfortunately, as in most situations, the misdeeds of a few
tarnishes the entire organization. Ultimately, it is WAPA’s Management’s responsibility to ensure
the effective and efficient operation of the organization.
We must complement the Internal Auditor and the General Counsel, who initially contacted
us in April 2002 to request our assistance in addressing what they perceived to be a serious issue of
water and electrical pilferage on St. Croix. We must complement the Executive Director, who when
he came onboard, contacted us to resume negotiations to ensure that the investigation got started.
Finally, we must complement the two WAPA employees who were assigned to work with us as we
surveyed sites on St. Croix and followed up on both leads and complaints concerning the theft of
WAPA’s services and property. These two gentlemen were very knowledgeable and professional
as they performed their responsibilities.
However, on the negative side, when we initiated the investigation, we thought that we
would be able to identify the few individuals who were performing illegal water and electrical
services. Unfortunately, as documented throughout this report, in the few months that we were on
St. Croix we saw that the problems were much more endemic to the organization. We identified or
were informed of: instances of water theft, where some customers were caught as many as four
times without being penalized; instances of tampered meters and illegal connections done by both
unlicensed electricians and WAPA employees; a WAPA manager with an illegal bypass, and an
unauthorized and unpaid security light system. We saw unauthorized persons connecting and
disconnecting electrical services. We saw meters with broken glasses, rings and seals. We identified
a grocery that had a 9,000 KW variation in consumption when an apparent illegal toggle switch was
corrected, and not reported by a WAPA employee. Most of these activities went unpunished. It is
unlikely that no one within WAPA knew of these and the other situations discussed in the report and
other situations not discovered by our investigation.

Yes, there are many excellent workers at WAPA, however, if managers do not manage, and
supervisors do not supervise, and administrators do not administer, the entire organization suffers.
Ultimately, the “buck stops with management”.
Regarding the responses to the recommendations made, for the ones agreed to and time
periods for implementation indicated by the Executive Director, Appendix II of this report identifies
the additional information needed to close each.
With respect to Recommendation 8, we feel that although the “Bonus Program” increased
the reporting of illegal connections to WAPA’s service, employees should not be given additional
“rewards” for doing what they should be doing in the first place. We find it hard to believe that after
the reward was increased from $10 to $100 customers suddenly became careless in their illegal
activities, and the illegal activities suddenly became apparent to WAPA employees. WAPA
employees should be held accountable for the service in the areas assigned to them, and supervisors
should be held accountable for managing employees under their control.
Regarding Recommendations 16 and 17, first of all, we combined them into one
Recommendation 16. We agree that at this point in time, with the death of the suspected former
WAPA employee, any further action would be impossible. However, this is just one example of
WAPA’s management not taking immediate action to address a violation of a personnel issue, the
Workman’s Compensation issue, and a functional issue, an unlicensed WAPA employee performing
major electrical work. Again, managers must manage.
Finally regarding Recommendation 26, we agree that the existing Manual of Personnel
Policy addresses many of the concerns cited in the recommendation; however, perhaps it is time for
WAPA to have some refresher courses for members of the organization, starting with management.
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ADDITIONAL INFORMATION NEEDED
TO CLOSE RECOMMENDATIONS
Recommendation Number
and Status

APPENDIX II

Additional Information Needed

1. Concurred-Unresolved

Provide a copy of the results of the security
review conducted by WAPA’s Security and
Warehouse Manager.

2. Concurred-Unresolved

Same as Recommendation 1.

3. Concurred-Unresolved

Provide a copy of the Meter Resealing
Program plan with projected completion
dates.

4. Concurred-Unresolved

Provide a copy of the results of reviews
performed by WAPA’s General Counsel.

5. Concurred-Unresolved

Same as Recommendation 4.

6. Concurred-Unresolved

Provide a copy of the revised and approved
policy.

7. Concurred-Unresolved

Same as Recommendation 4.

8. Disagreed-Unresolved

Provide a copy of the Board’s position on
replacing the “Bonus Program”.

9. Concurred-Unresolved

Provide a copy of the revised and approved
policy.

10. Concurred-Unresolved

Same as Recommendation 9.

11. Concurred-Unresolved

Provide a copy of the revised and approved
policy.

12. Concurred-Unresolved

Provide a copy of the results of the hearing.

13. Concurred-Unresolved

Provide a copy the notice to WAPA
employees.

14. Concurred-Unresolved

Provide a copy of the results of the review.

ADDITIONAL INFORMATION NEEDED
TO CLOSE RECOMMENDATIONS
Recommendation Number
and Status

APPENDIX II

Additional Information Needed

15.Concurred-Unresolved

Same as Recommendation 14.

16. Disagreed-Resolved

No further action needed.

17. Disagreed-Withdrawn

No further action needed.

18. Concurred-Unresolved

Provide a copy of the training plan.

19. Concurred-Unresolved

Provide a copy of the reorganization plan.

20. Concurred-Unresolved

Same as Recommendation 19.

21. Concurred-Unresolved

Same as Recommendation 19.

22. Concurred-Unresolved

Provide a copy of the directive and protocol.

23. Concurred-Resolved

No further action needed.

24. Concurred-Unresolved

Provide a copy of the revised and approved
policy.

25. Concurred-Unresolved

Provide a copy of the revised Manual.

26. Disagreed-Unresolved

Provide a copy of the refresher plan.

27. Concurred-Unresolved

Provide a copy of the completed analysis.
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