Cedar Rapids, a vibrant urban hometown – a beacon for people and businesses invested in building a greater community for the next generation.

City of Cedar Rapids – Key Financial Strategies 


City of Cedar Rapids, Iowa

Key Financial Strategies

Key Financial Strategies is a process that combines financial planning with strategic planning.  Its primary purpose is to provide a disciplined framework for decision-making required to identify and implement strategies required to achieve the City’s vision.  This is especially important for Cedar Rapids because of its unique combination of opportunities and challenges. Recovery from the June 2008 flood is without question the most significant challenge facing Cedar Rapids.  The flood impacted over five thousand homes, hundreds of neighborhood businesses and the core downtown area.  Based on experience of other cities experiencing similar disasters, recovery will likely take many years.  The City Council has clearly committed to a recovery and reinvestment effort that will not just return Cedar Rapids to pre-flood condition but make Cedar Rapids a greater, more vibrant community.  This financial plan will reflect the opportunities and challenges required to achieve that result.  Some illustrative examples of these opportunities and challenges include: 

1. Loss of affordable – work force housing.  The housing most significantly impacted by the flood was largely affordable, work force housing.  Replacing that housing will be a challenge for several reasons.  First a major portion of the resources required to fund their replacement must come from the federal government at a time when the national economy is struggling.  Second, credit markets will make it more difficult for individuals and developers to borrow funds required for re-investment.  
2. Well developed economic base. Cedar Rapids is the core of a regional economic generator for the State.  As one of the two primary economic centers, Cedar Rapids is the single greatest source of jobs and investments in the corridor and provides the stimulus for much of the region.  Cedar Rapids is positioned to help lead the State in economic growth but requires additional resources to continue to build and maintain infrastructure needed to do so.  The City’s economic base remains strong despite the flood but the impact on key elements will need to be addressed.  
3. Established, stable and affordable residential neighborhoods proximate to job centers which serve the businesses within the region.  A large and important, portion of this housing requires immediate reinvestment.  This reinvestment will yield significant returns in adding to quality affordable housing to meet needs of area employers without adding to costs of City operations. In contrast some of the newer housing being constructed is adding more operating and capital costs than projected revenues.   Much of this new development is clearly less cost-effective operationally than older traditional neighborhoods. 
4. Significant City infrastructure and facilities to support current development and services (City Hall, Community Center, Public Works facility, water, sanitary sewer, wastewater treatment, storm sewer, roads, curb and gutter, street lights, parkway trees, paths and parks) which will require reinvestment or replacement over the next decade. The 2008 flood will require the City to make decisions regarding many of the major facilities.  Maintenance, scheduled replacement and upgrading of many of these assets which had been previously deferred created increased operating costs and reduced the City’s ability to adequately serve the public. Independent studies support the belief that investment in government infrastructure serves as an economic stimulus. 
5. Over-reliance on property taxes to support general fund operations.  Property taxes represent 68% of general fund operating revenue.  Best practices for cities indicate the need for greater revenue diversity with at least four major revenue sources and no one source representing more than one-third of total revenues. 

6. Flood recovery and reinvestment costs.  Current estimates for flood recovery exceed $2 billion.  This includes cost to recover and protect city damaged buildings and facilities, increased flood protection measures, cost to replace housing and assist with business recovery.  While a large portion of the revenue needed for recovery is expected to come from federal sources the timing and amount of these funds is yet undetermined.  Experience from other cities indicates that funding will be delivered in various funding packages over the next five to ten years. 
Key Financial Strategies is a process that combines financial planning with strategic planning.  Its primary purpose is to provide a disciplined framework for decision-making required to identify and implement strategies that will assure long-term community viability.

The City of Cedar Rapids has set the following financial goals:

1. Recover from the disastrous floods of 2008 stronger and greater than before the floods with a focus on long-term community sustainability.  

2. Provide the level of service requested from Citizen’s while maintaining a low tax rate as compared to Cities in Iowa that are of similar size.

3. Maintain responsiveness to various economic conditions as well as having sufficient reserves (currently reserves should be maintained at 25% of next fiscal year operating budget).

4. Continue to look at revenue sources other than property taxes to fund City projects.

5. Revitalize older areas of the City by aggressively leveraging Federal, State and private organization resources (particularly disaster resources).

6. Establish financial framework required extending the life of existing infrastructure/facilities and providing for timely replacement and maintenance of infrastructure/facilities as needed.

7. Use economic development to continue growing a diverse property tax base and customers, which will lead to long-term community affordability, livability, and stability.

8. Continue to revise and update core City services and amenities.

9. Review options and opportunities to improve City service delivery systems.

Key financial strategies will require the City Council to review updates as part of (or prior to) annual goal setting/strategic planning.  Results from annual goals will be incorporated into an updated key financial strategy and will be used to guide preparation of the annual budget. 

Key Financial Strategies is a process that requires a specific commitment to reviewing and updating this financial plan on an annual basis with the focus on the following:

· Development and update of goals and strategies directed at achieving Cedar Rapids Community Vision.

· Review of staff-prepared projections for the cost to maintain current level of services given projected growth.
· Development of measures to evaluate sustainability strategies including cost of service models, impact fees and fiscal impact analysis for new development.

· Review capital improvements required to maintain or replace infrastructure and facilities.

· Analysis of the impact of adding new services and facilities on the tax rate and fees.

· Periodic surveys to determine public assessment of the value and need for the current level of services.

· Identification of a select number of new goals and initiatives for needs assessment, study, or implementation.

· Continued assessment of the type and level of services provided and service delivery methods.

· Development of direction to staff to prepare specific strategies for future years.

Comprehensive Financial Management Plan

Comprehensive Financial Management Plan identifies potential financial needs of the City, reviewing financial projections, and discussing priorities for the community.  In addition, the City Council will conduct annual goal setting sessions to help frame issues of importance to the community.

OBJECTIVES FOR THE FINANCIAL PLANNING PROCESS

A financial plan is a necessary element of Cedar Rapids’ strategy to remain competitive in today’s demanding environment.  The City’s Key Financial Strategies will provide a road map into the future and a framework for future decision-making.  Objectives of the City’s Key Financial Strategies are:

· Establishing a common understanding among the elected officials and staff of the City’s needs and financial capacity.

· Developing a comprehensive view of financial resources and options.

· Identifying City issues and opportunities.

· Creating a framework in which elected officials and staff can make immediate and long-term investment decisions.

· Developing a consensus among the elected officials and staff on key actions the City will take to remain competitive.

· Providing a framework for forecasting long-range financial planning issues to the public.

A financial plan reflects the following Financial Principles:
1. Sustainability 
2. Long-term Community Affordability 
3. Competitive and Responsive Community Services 

4. Protecting Community Investment and Value 

FINANCIAL PRINCIPLES

This financial plan reflects the following Financial Principles reflecting existing community practices. 

1. Sustainability – Cities are forever.  Respecting that fact requires Cedar Rapids to incorporate basic sustainability strategies into our financial planning process.  Financial decisions must reflect factors beyond year-to-year budget decisions.  As an example capital expenditure should reflect life-cycle costs of operations (including energy and labor costs), environmental impact related to our natural resources and cost of service models. Sustainability can be promoted by establishing policies and practices that promote safe and livable neighborhoods, enhance urban design by focusing on reducing auto trips and promoting alternates including trail and transit systems, supporting environmentally sensitive design,  protecting natural resources, promoting in-fill development and redevelopment and avoiding the costs of “sprawl” development. 

2. Long-term Community Affordability – Long-term community affordability requires a balancing of tax impact and spending for both operating and capital investment.  Tax impacts must be carefully analyzed as part of spending and investment decisions. Attention to diversifying a tax base that supports city operating costs and investments is a key element to assuring community affordability. Use of an established financial plan that includes a projection of operating and capital costs, community survey and comparable community analysis are useful tools for that purpose.  It is especially important to evaluate the impact of delaying needed investment and maintenance on future operating costs. 

3. Competitive and Responsive Community Services – As Cedar Rapids matures, the needs of those served change as well.  The ability to refine both the services and methods of service delivery to reflect the needs of those served by the City is critical to maintaining a competitive edge and maintaining community affordability.  This means that the City will need to modify or eliminate services in order to find the resources needed to support new services.

4. Protecting Community Investment and Value - Protecting and enhancing the value of residential and commercial property is a primary responsibility of City Officials.  Community property values reflect not only the investment and re-investment of individuals but public investments as well.  Public investments in public infrastructure and leveraging private investments are required community investment strategies. Cities with deteriorating infrastructures frequently experience loss on market value and tax base.  Likewise cities with deteriorating commercial or residential properties find that nearby properties are unlikely to reinvest in their properties. Reversing these trends is typically very difficult and expensive. Strategies that target investments and reinvestments on a timely basis are key components to this practice. 

FINANCIAL ASSESSMENT – FINDINGS & RECOMMENDATIONS
The financial assessment conducted of the City was divided into six Strategic Focus Areas corresponding to the City’s long-term financial principles.  The assessment provides a framework for preparation of the financial plan and subsequent strategies.  This section summarizes information prepared and discussed at Council and staff workshops

1. Sustainability
1.1. General Development – Cedar Rapids is a full-service, economic center, core city with a population of 128,000 located in 75 square miles.  There is significant opportunity for in-fill development and general expansion. Special attention to post-flood redevelopment opportunities that promote sustainable development are clearly warranted.  In-fill development will permit more efficient delivery of services. Initial analysis of new development indicates that the cost to provide general operating services exceeds tax income for typical residential development.  Furthermore, capital costs for new development are not fully recovered by the City. In-fill development and redevelopment are clearly indicated as a way to promote improved operational efficiencies for the City.  In-fill development and redevelopment do not require expansion of capital or operating service infrastructure. Redevelopment supported by design standards and urban type of development to meet next-generation market demands will help the city compete for work force needed to supply area employers.  Sustainable development can also reduce cost of living by reducing travel times and promoting use of public transit. 





Recommendations:
1.1.1. Encourage in-fill development opportunities with focus on developments that follow sustainable development principles.

1.1.2. Seek legislative support to the use of impact fees to recover a portion of the capital cost required to serve new development along the City’s periphery.  

1.1.3. “Target redevelopment that will leverage reinvestment in adjoining areas and converting incompatible, lower market value development with compatible higher value uses. 
1.1.4. Establish a growth management strategy.
1.2.  Housing Development - Cedar Rapids has a solid base and wide range of residential housing.  While the majority of housing is well maintained, some concern has been identified within parts of the City regarding property maintenance.  The City has initiated an effort to identify tools needed to respond to these concerns.  Specific initiatives will be required in the area of improved housing enforcement, community policing, housing rehabilitation and housing replacement.






Recommendations:
1.2.1. Single Family Redevelopment and Rehabilitation
· Promote programs to rehabilitate existing single-family homes; repair, maintain, improve, and expand.

· Replace substandard homes that are not cost effective to rehabilitate.

· Coordinate resources that assist low and moderate-income households with repair and maintenance.
1.2.2. Multi-unit Housing Investment and Development

· Consider programs that reinvest in and sustain Cedar Rapids’ one and two-bedroom rental housing stock.

· Develop higher density housing options configured as parts of mixed use, pedestrian friendly, transit oriented urban environments in redevelopment areas.

· Deliver housing rehabilitation “best practices” and educational programs.

· Monitor key indicators; value, increase in value over time, house buying and selling patterns.

· Evaluate options to introduce a wider variety of housing choices.
2. Affordability
2.1.  Tax Rate – Despite being at the maximum operating general fund levy Cedar Rapids’ tax rate is among the lowest among comparable communities.  Perhaps more important is the fact that community surveys indicate that residents respond that the tax rate is reasonable. Key factors in this assessment are the stability of tax rates, perception that residents are receiving value for services, and the overall tax impact (not just City rates).  The public is increasingly more interested in participating in community financial decisions that impact taxes.  Effectively involving the public in these decisions will be an advantage for the City. There is a significant disparity, however, between residential and commercial/industrial tax impacts.  The net impact of residential rollback has been to compress tax impacts to commercial/industrial properties.  The City’s ratio of taxable property to market value has dropped from about 85% to 59% over the past 20 years.  This excludes the impact of tax-exempt property which now exceeds one-half billion dollars.  Commercial/industrial property taxes for Iowa cities, in general, are not competitive with other states.  




Recommendations: 
2.1.1. Metropolitan coalition has partnered for legislative action to address commercial / industrial tax impacts that result in a more competitive economic development environment. 

2.1.2. Conduct annual community surveys to assess resident perception of value of services and tax rate impacts.
2.1.3. Design communication tools that provide information on City programs, capital expenditures, and services.  The communications will strive to increase public participation in key financial decisions and clearly convey the financial situation of the City. 

2.1.4. Develop a means to educate City stakeholders regarding City finances. 
2.2. Budget Review/Performance Measures – Department operating impacts due to policy decisions, changes to operations, and limited revenue sources have not been identified in a timely manner.  In addition, City departments have not used performance measurements in the past to monitor their operations.
Recommendations:
2.2.1. Review performance measurements to determine if the City is achieving the results that are important to the City.

2.2.2. Provide demographic statistics that compare per capita income, per household income, and per capita taxable valuation.  These measures will help measure the financial condition of the City.

2.2.3. Determine appropriate increase per year to tax levy (i.e. % of increase or levy limit).

2.2.4. Determine appropriate allocation of property tax subsidy to departments.
2.3. Market Value – City market value of $8.426 billion has been increasing steadily an average of 2.7% per year over the past five years.  The City has a per capita market value of $65,828. The per capita market value is a good indicator of community affordability.  While there is a tendency to focus on population as a factor in community viability, per capita market value is a better indicator of financial viability. This is an important indicator because generally, the higher the relative value, the less the impact on individual taxpayers.  Cedar Rapids’ market value per capita is above average for comparable communities.  This is primarily the result of the City’s significant commercial and industrial tax base.  Continued reinvestment in residential properties should be an essential element in the City’s financial strategy.  Currently the ratio of residential property to total value is about 51%, however, the ratio of residential market value is 74%.  Even a small shift in the trends in the residential values has significant impacts on tax revenues. Regardless of the financial impact, enhancing housing values is a key indicator of strong communities.  The City has a tax base (taxable value) with 51% residential and 49% commercial/industrial/utilities. This is a highly diverse tax base even for an economic development center city. Careful consideration should be given to the appropriate balancing of future development.  Quality and diversification of housing and commercial/industrial development should be carefully evaluated in order to assure that Cedar Rapids will be able to achieve its “vibrant urban hometown” vision.





Recommendations:
2.3.1. Per capita market value will measure effectiveness of development efforts and be incorporated into the financial planning process. 
2.3.2. The City should continue to evaluate cost effective programs to enhance existing housing values. These programs should focus on single properties and property areas that demonstrate valuation increases less than the general market.  Programs should be focused on diverse strategies including scattered site housing replacement, housing rehabilitation, strong enforcement of housing and zoning codes, introduction of new housing types responsive to market trends, conversion of market and functionally obsolete housing and conversion of existing homes to meet functional requirements of housing buyers.
2.3.3. An analysis of the economics of low-income and affordable housing should be undertaken. 
2.3.4. Prepare a comprehensive housing marketing study to assess desired housing development strategy. New housing types responsive to responding to aging population and attracting new residents desiring housing types, designs and neighborhoods competitive with major cities will be needed to maintain overall competitiveness and housing value.  
2.3.5. Coordinate economic development strategies with existing partner agencies to assure that development is consistent with City vision.
2.3.6. Implement recommendations to support neighborhood reinvestment as delineated in the Neighborhood Planning Process Action Plan and through Enhance our Neighborhoods.
2.4. Economic Development Policy – The City has provided economic development incentives in the form of tax increment financing. The City has developed successful practices to use financial incentives for economic development those practices include:

· Aggressive analysis of the level of assistance provided to assist development, including use of “look back” provisions.

· Focused use of assistance to facilitate achievement of City development goals. 

· Leveraging public assistance to promote private re-investment of adjoining properties.
Cedar Rapids is clearly an economic “engine” for the region and State of Iowa.  The City has enjoyed considerable economic development success, in large part, due to private and public sector partners.  Building and enhancing the current investment will be keys to continued success.  Continuing the practices that developed this success may be the best option.  




Recommendations:
2.4.1. Establish economic development policies and update by the City Council on an annual basis.
2.4.2. Development assistance should be focused on investments that meet specific City economic development goals.  Assistance should be limited to the amount needed to provide the developer or investor with a reasonable rate of return.  
3. Competitive and Responsive Community Services 
3.1.  Service and programs – As Cedar Rapids matures, the needs of those served change as well.  In the next ten years the Boomer generation will reach ages of 53 to 71 years.  According to various organizations this generation places a value on exercise and fitness and will be seeking programs and facilities responding to those needs.  The general aging-in-place will impact all departments to various extents.  At the same time the City will need to better understand the needs and amenities required to attract new residents to the community.  Failure to do so will result in a lack of population diversity and potential stagnation of the housing market.  It will be necessary to plan ahead of these trends to make sure services are tailored to population needs. The ability to refine both the services and methods of service delivery to reflect the needs of those served by the City is critical to maintaining a competitive edge and maintaining community affordability.  This means that the City will need to modify or eliminate services in order to find the resources needed to support new services.



Recommendations:

3.1.1. Annually evaluate one or two services for potential alternate service delivery.  
 
3.1.2. Budget option analysis should be prepared for 5% to 10% of annual budget. 
3.1.3. Competitively bid maintenance work for projects exceeding $10K with both internal and external bidders.
3.2.   Recruit, retain and develop quality employees – The City is a highly diverse service organization. With some notable exceptions most work performed by the City is labor intensive.  Employing over 1,400 employees with dozens of specialist requirements, the City faces significant challenges and stiff competition as many “baby-boomers” reach retirement age.  The typical retiring employee developed into a more specialized position during their tenure. The recruitment profile for the many specialized fields has changed significantly over time. It will be necessary to review the traditional model for public sector employment in terms of skills, diversity, education, abilities and attitudes.  The City has under-invested in systems to help improve employee performance and has recently began employee performance reviews, leadership training and development programs.  The City also employs a significant temporary and seasonal workforce.  
Recommendations:

3.2.1. Invest in training and education to improve employee development opportunities. This could include learning management systems to track high performing employees, training requirements and development needs, performance appraisals and development plans from hire to retire.  
3.2.2. Review options to introduce or enhance technology to reduce workload requirements and improve employee performance.  Examples include; GIS systems for enhance public safety information and response and infield reporting for all operating units.  

3.2.3. Review alternative pay plans such as merit pay to reward high performing employees.
4. Protecting Community Investment and Value
4.1. Pavement Management System - In order to attract high quality jobs and businesses the City’s infrastructure needs to meet capacity, quality and be reliable to support existing needs and future growth.  Currently, not enough money and effort is allocated to adequately maintain the existing 1,350 lane-miles of public streets in Cedar Rapids. Streets in poor condition can give the impression of unsafe neighborhoods and lack of community vibrancy, as well as increasing street maintenance operating costs.

Street maintenance is most cost-effective with aggressive resurfacing and maintenance of the existing pavements.  The best approach is to annually maintain the resurfacing and sealing of existing street pavements to avoid replacement costs.  When maintenance is deferred, the street pavement eventually becomes unfixable by resurfacing and the cost for replacement is significant.  

The following are the life expectancies of typical urban streets.  These streets can be assumed to need full replacement at the end of their life expectancy and major rehabilitation midway through.

	Street Classification
	Typical Lifespan
	Major Rehabilitation

	Local/Collector
	40 years
	20 years

	Arterial/Heavy Industrial
	30 years
	15 years


An example of deferred repairs is Cedar Rapids’ 465 miles of local streets.  Per the above table, one could assume that 1/40 of our local residential streets should be replaced and 1/20 should be rehabilitated each year.  This means about 12 miles of replacement and 24 miles of rehabilitation of local streets should be budgeted annually.  Over the past two years the City has begun to increase its capital improvement program budget to address this need. 

Recommendations:
4.1.1. Streets in need of repair that benefit specific properties should be subject to special assessments as part of the funding strategy.

4.1.2. Streets in need of full replacement should be replaced instead of attempting to repeatedly repair the street.  In order to be cost effective, the life-cycle cost of repairing vs. replacement of a street must be considered.
4.1.3. To help establish a vibrant urban hometown, adopt a policy to provide 5-10% of construction costs going towards beneficial  aesthetic enhancements.
4.1.4. Street reconstructions should incorporate “completed streets” concepts as contained in sustainable development principle.  These concepts address all potential users of the public right-of-way, and encourage the use of the right-of-way for more than vehicular transportation as was done in previous generations.  Other uses to accommodate and encourage include, but are not limited to, pedestrians, runners, bicyclists, non-motorized vehicles, handicapped, children, elderly, sidewalk cafes,  neighborhood interactions, community events, and extensions and entrances to off right-of-way amenities. 
4.2.  Bridges – The Public Works Department coordinates a biennial federal bridge inspection program that determines projects needed for maintenance of the 76 bridge structures in Cedar Rapids.  Last year roughly $3.5 million was budgeted for repairs and new bridges and $4 million was deferred.
Recommendations:
4.2.1. A typical lifespan of a bridge is 60 to 80 years, and the City should maintain budget levels to replace approximately 1.25 bridges annually (i.e. 5 bridges per 4 years) at $1.8 million annually and should budget $4 million annually for repairs.
4.2.2. City  should continue to identify funding for enhanced aesthetic bridge design elements consistent with urban design principles during major renovation or reconstruction.  

4.3.  Sanitary Sewer – A key factor in the public health of a city is the sanitary sewer system.  There are 654 miles of sanitary sewer pipe in Cedar Rapids.   The city annually replaces or rehabilitates approximately one percent of the existing sanitary sewer pipe.
Recommendations:
4.3.1. The City should maintain  its pace of televising and cleaning sanitary sewer lines of 109 miles per year (6-year rotation).  
4.3.2. The city should annually replace or rehabilitate one percent of all structures and piping.
4.3.3. There are approximately 43 miles of 6” clay sanitary sewer pipe that are reaching capacity and starting to fail.  The City should plan to replace all 6” sanitary sewer pipe within the next 20 years, or approximately 2 miles per year.
4.4.  Storm Sewer and Storm water Management – The floods of 2008 have prompted the city to accelerate efforts to improve flood protection.  The basic protection system has been approved by the City Council and is currently under review by the Army Corps of Engineers (ACOE).  The review is anticipated to be completed by the summer of 2010 and construction will take an additional eight to ten years.  In the meantime the city will be evaluating interim protection measures.  The existing storm sewer system is currently only being maintained or repaired on a reactive basis.  An increase in the amount of storm sewer inspections has indicated a need to repair a number of aging storm sewer pipes in Cedar Rapids.  Currently little time or money is allocated for storm sewer repair and storm water management.
Recommendations:
4.4.1. The City should identify options to fund the flood management system analysis by the ACOE and flood improvements. 

4.4.2. Interim flood protection options should be prepared for review by City Council and updates provided on an ongoing basis.
4.4.3. The City should update its storm water utility fees to accommodate equitable system charges including credits for on-site retention and treatment. 

4.4.4. The City should allocate funds for storm sewer maintenance to repair the problems found with inspections.
4.4.5. The City should annually fund  proposed regional storm water detention basins to reduce flooding potential and improve regional water quality.  Older detention basins should be retrofitted to hold water longer in order to settle out particulates and improve water quality exiting the basins. 

4.5.   Traffic Signals – Traffic signals promote safe and efficient use of the City’s street system. The City has approximately 220 signalized intersections and the City currently replaces or repairs signal facilities on a limited basis.  A proactive maintenance schedule with traffic signal inspections is needed to ensure the existing traffic signal facilities are operating effectively and conform to generally accepted safety standards.
Recommendations:
4.5.1. A typical traffic signal pole has a lifespan of 30 years.  The City should allocate funds for replacing poles at 7 intersections per year. 
4.5.2. Traffic signal controller and communication equipment have 15-year life spans. The City should allocate funds for replacing equipment at 15 intersections per year.
4.6.   Signs and Pavement Markings – Signs and markings require constant maintenance to preserve their integrity and regulatory compliance.  The markings are repainted annually and there is no current program for sign inspections. 
Recommendations:
4.6.1. Pavement marking repainting needs to continue at current pace.
4.6.2. A sign inspection program should be started with replacements, removals or additions where needed.
4.6.3. Signs should be replaced with new and larger fonts to meet new standards for visibility. 

4.7. Trails – A number of new trail projects have been constructed since the mid 1990’s, but funds have not been consistently allocated for the maintenance of trail projects once they are built.
Recommendations:
4.7.1. The City should allocate funds for existing and expansion of the trail system and trail maintenance.  This should include resurfacing of the existing trails every 20 years.

4.8. Streetscape – Streetscape projects add a unique blend of aesthetics and landscaping to a district to attract pedestrians and businesses, though if not maintained properly it may become unsightly.
  
Recommendations:
4.8.1. The City should allocate funds for annual maintenance as well as for rehabilitation of the existing streetscape every 15 years.
4.8.2. Alternative funding (other than General Fund) should be identified for streetscape elements in business or other designated areas.  Funding could include special service area. 

4.9. Vegetation in the right-of-way – There are over 700 acres of right-of-way and other City property, excluding parks, in Cedar Rapids.  This includes over 60,000 trees.   To maintain the safety and appearance of the right-of-ways, detention basin, city properties, and recreation properties, appropriate level of grass and tree maintenance is required.
  
Recommendations:
4.9.1. The City should continue its 31-year commitment to designation as a “Tree City USA”. Neighborhoods are the heart of a city and trees are a key element.  This should include consideration of enhanced low maintenance landscaping (parkway and boulevard trees) in high traffic public areas. 
4.9.2. The current tree maintenance practice is a 10 to 13 year cycle of pruning and trimming with no replacement program.  The desired standard is a 7 to 8 year pace of tree maintenance with a fully-funded stump removal and tree replacement program.  This includes establishing a tree inspection program to proactively identify areas that need maintenance.
4.9.3. The vegetation growth in right-of-ways and various city properties present a real and immediate visual appearance and safety statement of a city.  The current cycle of mowing is five to six weeks with a maximum height of two feet. The mowing cycle needs to be on a three to four week rotation depending on growth, with a maximum height of one foot, similar to the ordinance for residents.
4.10. Sidewalks – The quality and extent of the sidewalk system are important for the safety of the youngest and oldest of our residents.  Whether it is a walk to school, neighborhood centers or other activities, residents use available sidewalk daily.  The existing system has 540 miles with over 25% in need of repairs or replacement.
  
Recommendations:
4.10.1. In a ten-year capital program the system should be upgraded to replace all substandard areas, extend to those areas that have justifiable need and bring it into full compliance with the American Disabilities Act.
4.10.2. Sidewalks and urbanized streets have been identified both locally and nationally as key items that help make a community livable.  The City has sidewalk along approximately 40% of its 1,200 miles of streets and should strive to double that percentage over the next 25 years, averaging construction of 20 miles of new sidewalk in existing neighborhoods annually.  
4.10.3. The City should consider special assessments as part of the funding strategy.
4.11. Safe Travel on City Streets - The citizens of the City of Cedar Rapids enjoy one of the lowest auto insurance rates in the entire United States. The backbone of this benefit lies with on-going data collection of accident records and traffic data. The data is analyzed for identification of correctable crash patterns and development of traffic signal timing modifications. Reduction in personnel for these efforts over the past several years has driven implementation of new technologies to continue this program.
Recommendations:
4.11.1. The City should continue to allocate funds to the expansion and maintenance of traffic detection and communication facilities. Collection of data is a significant component of the multi-phase fiber optic communication project underway with City, County and school district participation.
4.11.2. The City should allocate funding to computers and software for increased accident analysis and development of countermeasures. This effort would be jointly conducted by the Police and Public Works Departments.

4.12. Regional – The following are recommendations to increase the collaboration with other key partners within the metropolitan area:
Recommendations:
4.12.1. The sanitary sewer interceptor system is a multi-city system to a central plant.  The system must be updated for current and future needs while responding to known deficiencies.
4.12.2. Continued expansion of the joint fiber optics communication system provides long-term financial and operational benefits to its stakeholders, which presently include the City, Linn County, and the Cedar Rapids School District.
4.12.3. Commitment to coordination of long-range planning efforts is needed to clearly define the path to meet the goals of the 2040 Transportation Plan. 

4.13. Downtown Parking – The City has made significant investments in downtown parking including the parkades, surface parking and skywalks.  These facilities are essential for the future growth and success of downtown.  Given the current developed status of downtown it is not practical that all new development will be constructed with adequate parking.  At the same time, there are not sufficient funds available to properly operate and maintain these facilities. Transit should be a key component in development of parking and transportation plans. 



Recommendations: 
4.13.1. The City should develop a new financial model for funding construction and maintenance of downtown parking.
4.13.2. The City should work with downtown stakeholders and develop a strategic plan for downtown parking and create a timeline to implement the plan.
4.14. Public Facilities – Public Facilities should be practical and constructed to reduce operating and maintenance costs.  At the same time City buildings are sources of community identification and pride.  These buildings should reflect the fact the “cities are forever” and accordingly incorporate high quality design and energy efficiency principles. More immediately, the City will need to repair or replace a significant portion of city facilities including Veteran’s Memorial, central fire station, public works maintenance facilities, fleet maintenance and utility facilities.  The Council has directed that option be prepared for flood damaged facilities including repair to pre-flood condition (including flood proofing as required), repairs plus improved operating performance and co-location of facilities (including departments, County, Schools and State as appropriate).  Prior to flood the city had deferred building maintenance cost over the last five to ten years as it has faced budget challenges.  By deferring building maintenance cost the City has actually increased its operating cost to maintain buildings and decreased the estimated useful life of buildings. Additionally, the City has not routinely evaluated the “life-cycle” costs of existing buildings.  



Recommendations: 
4.14.1. Begin construction based on City Council recommendations for repair or replacement of flood impacted buildings.  

4.14.2. Require life-cycle cost evaluation for improvement to existing buildings and for new building construction. LEED certification should be a factor in design. 
4.14.3. Evaluate use of public participation mode to gain public feedback for high    value public facility investment decisions.
4.14.4. Prepare and maintain public facilities assessment for all public facilities.  The assessment should address expected non-annual maintenance cost and facility life expectancy. An appropriate level of funding is allocated for facilities repair each fiscal year.
4.14.5. Create a preventive maintenance program for all City facilities to ensure life expectancy of buildings is achieved.

4.15. Technology – Ever growing demands for staff services and the need for City departments to work together require ongoing investments in computers and technology.  The change to a more centralized organization will provide an opportunity and challenge to coordinate city activities and share information.   Additionally, there will be more and better technology products available to cities.  Residents, customers and employees will likely create pressure to invest in improved and new technology.  This will require the City to develop a disciplined approach to reviewing the requests and needs for technology investments. That approach should address cost and benefits (not limited to financial), productivity, training, support and potential obsolescence. Specific effectiveness benefits to improved technology will include improved neighborhood services once Police and Inspections functions can be coordinated and more readily accessible to city employees.  Improved efficiencies will be achieved by Police and Inspections with the ability to complete reports and access information in the field. 



Recommendations: 
4.15.1. Prepare and annually update technology plan with focus on improving efficiency, effectiveness and customer service.
4.15.2. Use the Information Technology internal review group to prioritize requests and needs for technology investments. This approach will address cost and benefits (not limited to financial), productivity, training, support and potential obsolescence. 
4.16.  Fleet Management – Cedar Rapids has an extensive vehicle inventory reflecting the fact that services were not previously centralized.  Vehicle maintenance was also generally managed on a department basis.  These practices did not support sharing of equipment or efficiency of vehicle maintenance.  Vehicle usage and maintenance costs were not uniformly recorded. The City has centralized fleet services. Assuring the equipment is properly maintained and available when needed, controlling operating and maintenance costs, evaluating need for equipment purchase vs. rental and promoting sharing of equipment will be enhanced with this centralization. 



Recommendations:
4.16.1.  Prioritize fleet replacements giving priority to those units exceeding by class average maintenance costs by 15% or greater.
4.16.2. Establish a goal whereby 5% of all fleet purchases will be capable of fueling with an alternative fuel.
4.17. Fire Station Repairs and Replacement – The Cedar Rapids Fire Department maintains nine (8) Fire Stations and 2 temporary Fire Stations.  Four of the stations were built to residential standards with a projected life span of 25 years.  All stations are nearing the end of their projected life span.  Our oldest station, #3 was built in 1929.  Although recently remolded, it is still in need of substantial repairs. Stations #5 and #6 were built in 1957 and have structural and physical needs.  In the older stations we are experiencing a substantial increase in operating costs associated with heating and cooling.
Recommendations: 
4.17.1. Fund the maintenance program for existing fire stations.
4.17.2. Develop replacement schedule for stations that are at or near the end of their useful life.
4.17.3. Identify funding source for future stations.
4.17.4. Identify potential building sites.
4.17.5. Based on projected population growth studies by the United States Census Bureau, add two fire stations on the west side of city.
4.17.6. Identify location of new Central Fire Station lost during the 2008 flood that will meet the long term needs of citizens.
4.18. Recreation Facilities – Recreation facilities are essential quality of life elements   of communities that effectively compete for people to live, work and play in their city.  Failure to properly and continually invest will result in a loss in the ability to attract and retain residents.   The City is in the process of completing a park and recreation master plan.  Parks have been added without the benefit of understanding strategic location, provisions for operating costs, establishing a maintenance plan, accessibility or meeting community needs.  Separation of recreation assets including riverfront, parks, recreation centers and Ushers Ferry have not supported coordinated marketing efforts.  Coordinated marketing efforts have begun to be developed as a result of the City reorganization. 
The centerpiece of Cedar Rapids recreation system is the Ambroz Recreation Center.  The Center is an elementary school constructed in the early 1900’s, converted by the City into its current use in 1975.  It is clearly inadequate by current standards in function, operating costs and design.  Other recreation assets including have similar deficiencies that have been unaddressed for decades including: 
· Bender Pool ( built in 1968 – functional/operationally obsolete);

· Tait Sports Complex (built on a landfill which is now settling);

· Spray and Splash Pads (19 wading pools built between 1936 and 1979 are in process of replacement with new Spray and Splash pads for safety and health reasons);

· Pavilions (Bever, Van Vechten, Jones Lagoon and Jones Oak, Daniels Upper, Ellis Pool, Ellis Harborview, Ellis Overlook and Ellis Rose Garden) all require replacement at an estimated cost of $75,000 each for safety and functional (ADA)  reasons, and Noelridge Park Pavilion (new all-weather pavilion - $275,000); 
·  Boat Harbor (replace pilings);
· Tennis courts (six courts at Veteran’s Memorial and one at Bever will need to be replaced in the next ten years at cost of $350,000); 
Recommendations:  

4.18.1. Continue work with community stakeholders to assess need and potential support for new recreation facilities including indoor pool. 
4.18.2. Identify potential funding sources for new facilities including grant, partnerships and sponsorships.

4.18.3. Identify existing community facilities and sites for potential location of new community facility.  Seek “impact” site that would match community recreation needs with other community goals. 

4.18.4. Implement master plan for parks and recreation.

4.18.5. Identify options for multi-sport athletic fields including existing sports complex sites.
4.18.6. Replace wading/spray pools on community needs basis. 
4.18.7. Develop comprehensive list of capital replacement, maintenance and new investment needs for inclusion in KFS.

4.18.8. Adjust recreation user fees to recover costs on a competitive cost model.

4.18.9. Expand partnerships with schools in expanding neighborhoods.
4.18.10. Recover costs for expanding recreation facilities from new development.
4.18.11. Repair and replacement of flood impacted buildings and parkland currently in system.
4.19. Utility Facilities – Cities need to identify, forecast and fund equipment maintenance and replacement to protect and prolong the life of those assets.  Failure to recognize and follow this practice results in transferring the real cost of services from the current users to future generations and will cause one or more of the following outcomes:

· Reduced reliability and usefulness of major infrastructure systems (solid waste, transit, water, sewers, etc.).

· Increased operating costs.

· Sticker shock rate increases in future years.

Cedar Rapids investment in infrastructure is primarily responsible for the City’s significant development.  Maintaining that infrastructure will be critical to future success.  Challenges will include the withdrawal of federal and state funding, aging infrastructure and increased federal requirements.  Historically, the Utility Department Divisions of Solid Waste, Water, and WPC have planned for the long term needs of their customers through a rate structure that provides for current and future operational and capital needs.  Rate increases to provide capital investments in facilities must be properly balanced to insure capital investments are utilized by the industrial resulting in adequate cash flow to cover debt service.   Water and WPC capital improvement needs are expected to exceed $225 million over the next ten years.  Disciplined decision process is needed to prioritize capital investments and provide the revenue for these improvements.  The City has funded most of the utility improvements with General Obligation bonds as a means to reduce interest costs.  However, the constitutional limits on debt capacity will require the City to seek alternatives to this approach. 

Recommendations: 

4.19.1. Use of defined decision-making process for high value Utility facility investment decisions.
4.19.2. Evaluate use of public participation mode to gain public feedback for high value Utility facility investment decisions.
4.19.3. Develop a long-term rate strategy tied to projected improvements
4.19.4. Evaluate use of non- GO revenue bonds supported by a “Utilities” debt reserve fund to reduce debt service costs.  

4.19.5. Evaluate development of rate structure to support pay-as-you go financing of some capital improvements. 

4.19.6. Utility rates should be reviewed for annual adjustments to reflect changes in cost of services. 

4.19.7. Evaluate use of public participation mode to gain public feedback for high value utility facility investment decisions.  This is an ongoing process which is being utilized during the development of the City Energy Plan.

4.19.8. Implement a continuous bus replacement program to ensure a dependable bus fleet.

4.19.9. Complete the Intermodal Transportation Facility by the end of fiscal year 2012.

4.19.10. Flood recovery and implementation of flood mitigation measures.

4.19.11. Implement public transit service improvements as recommended in the Corridor MPO’s 2009 Fixed-Route Service Analysis for Cedar Rapids Transit and NPP.

4.20 – Community Policing – Community policing is a philosophy that promotes strategies, which support the systematic use of partnerships and problem-solving techniques, to proactively address the immediate conditions that give rise to public safety such as crime, social disorder, and fear of crime.

Recommendations: 

4.20.1. Implementing school resource officers to create interaction with law enforcement at the youth level.

4.20.2. Creation of district stations in strategic locations on east and west side of City.

IMPLEMENTATION

KFS is a policy implementation plan that permits cities to combine long-term strategic planning with sound financial management practices. The results of the financial planning are used to guide the annual budget preparation process.   In order to effectively use KFS the following process is recommended:

1) The City’s Vision statement should guide the development of annual City goal setting.  These goals should be limited to a manageable number needed to advance the City’s progress to realize the City Vision.

2) City staff updates and refines the five-year budget projection.  The update should reflect the financial and performance result of annual operations. 

3) City staff updates KFS issues and Action Plan (reflecting actual results of accomplishments and new issues) prior to annual budget planning.

4) City Council reviews KFS updates as part of (or prior to) annual goal setting/strategic planning.

5) Results from annual goals incorporated into updated KFS.

6) Updated KFS used to guide preparation of annual budget and preparation of Council work plan (scheduled meetings). 

7) Summary of KFS results provided to Boards and Commissions and general public.
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