Village of Downers Grove

Long-Range Plan 2013 - 2015
2014 Update

Long-Range Plan 2013 - 2015
2014 Update

Executive Summary of 2014 LRP Update

The Village Council met four times during the summer of 2014 to review progress on the 2013-2015 LRP priorities and discuss major
policy issues facing the Village. The purpose of the 2014 Long-Range Plan process was the following:
●
●
●

Review the Key Issues from the 2013-15 plan and make updates as necessary
Identify and address new key trends and issues
Review and modify, if necessary, the High/Medium Priority Action Item list

The LRP meetings focused on the following topics:
May 20: 2013-15 Key Issues Update & Review and General Fund Revenue, Expenses and Fund Balance
June 17: Risk Fund and Downtown TIF
August 5: Stormwater Fund
August 19: Priority Action Item Review and Discussion

Below is a summary of the key policy issues and direction given by the Council for each issue.
●

●
●

●

General Fund Balance - The fund balance exceeds the recommended level and the Village has demonstrated needs in other
areas. The Council directed staff to transfer $1.9 million to the Transportation Fund to eliminate the Transportation Fund
accumulated deficit.
Risk Fund - There is a negative balance in the fund and risk-related expenses are increasing.
The Council directed staff to transfer $1.9 million to the Risk Fund to reduce the Risk Fund negative cash balance and to
increase the annual contribution to the fund to reflect actual expenses.

Downtown TIF Debt Service - Revenues from property tax increment will not cover future debt service payments. The TIF
is projected to have a negative fund balance starting in FY18. The Village will do the following:
• Continue to limit expenses in the TIF
• Use economic development tools to improve increment performance
• Explore options for retiring the TIF using revenues from a public-private partnership to develop the existing
Village Hall/Police Station property
• Consider levying for the debt service obligations

Stormwater Utility Revenue Needs - The plan establishing annual stormwater utility fees was updated to include to address
new capital improvement projects and existing maintenance expenses. The plan calls for annual fee increases of 8.7% and
provides recommendations for the amount of money to be spent on capital and maintenance projects.
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The 2013-2015 LONG-RANGE PLANNING PROCESS

In 2013, the Village combined elements of Long-Range Financial Planning and Strategic Planning into a successful Long-Range Plan
process. Previously, the Village used the two separate processes that worked well together but resulted in two separate sets of strategies,
solutions and actions that required the Village to coordinate the plans. The LRFP efforts were financially driven and focused on strategies
for allocating limited financial resources. The LRFP process enabled the Village to successfully manage through difficult economic
conditions by identifying potentially adverse trends and corresponding strategies to mitigate their impacts. The Village’s planning process is
one of many strong management practices that led Standard & Poor’s to upgrade the Village’s bond rating to AAA.

STRATEGIC PLAN

LONG RANGE FINANCIAL PLAN

• Outcome Driven

• Financially Focused

• Determines Overall Priorities

• ID’s Financial Trends and Issues

• Includes Multi-Year Goals
(updated every few years)
• Includes High Priority Action
Items (updated annually)

• Includes Strategies and Solutions

LONG-RANGE PLAN

• Guides Budget Preparation
and Daily Operations

• Updated Annually
• Guides Budget Preparation &
Daily Operations

• Financially Focused and Outcome Driven
• Identifies Trends and Issues Affecting Downers Grove
• Determines Overall Priorities
• Identifies Potential Strategies and Solutions
• Updated With Each Village Council (2 Years)
• Guides Budget Preparation and Daily Actions
• Includes Action Items
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2013-15 Key Issues Review & Update

The 2013-15 LRP addressed the following key issues:
● Potential reduction in state shared revenues
● Infrastructure maintenance funding gap
● Village Facilities Sustainability Plan

Issue 1: Potential Reduction in State Shared Revenues

Description: The Village receives approximately $15 million in state shared revenues in the General Fund, primarily from sales tax revenue
(more than $10 million) and state income tax from the Local Government Distributive Fund (more than $4 million). Previous state budget
processes have considered reductions in the amount of revenue shared with municipalities.
Update: While the state has not taken any action that directly affects municipal revenues, the General Assembly is currently considering
legislation that could affect municipal revenues.
Village Action: Continue to maintain substantial reserves, monitor state actions and work to protect municipal revenues.
2014 Direction: Take actions to reduce reliance on state-shared revenues.

Issue 2: Infrastructure Maintenance Funding Gap

Description: The Village identified a funding gap for infrastructure maintenance beginning in 2015. An additional $1.2 million will be
needed for annual maintenance activities to protect the Village’s infrastructure. This will be primarily needed for street maintenance.

Update: The Village has existing revenues that will be available to cover this gap. When the Village created the stormwater utility, revenues
previously dedicated to stormwater-related debt service (home-rule sales tax and property tax) became available for future maintenance
activities. The revenues will be available in 2016.
Village Action: Prepare the FY16 and future budgets with $1.2 million of existing revenues in the Capital Projects Fund to be used for
infrastructure maintenance.
2014 Direction: No changes.

Issue 3: Village Facilities Sustainability Plan

Description: Two of the Village’s major buildings - Village Hall and the Police Station - are in Below Average condition, have outdated
systems and need major renovations.

Update: Village staff presented a full range of potential options for addressing the Village’s facilities needs, ranging from renovation to
building new facilities, at two Council workshop meetings in early 2014. Based on Council direction, Village staff will provide additional
information on two separate options.
● Option A - Build new joint Police-Village Hall facility on the existing Civic Center site
● Option B - Build new Police Station on the vacant site at Ogden and Lacey in conjunction with private redevelopment along
Ogden Avenue and the potential relocation of Fire Station #1; and the mixed-use redevelopment of the Civic Center site to
include space for Village Hall.
Village Action: Additional Village Council discussion will take place in the summer with policy direction provided in August 2014.
2014 Direction: Village Council met on September 9, 2014 to discuss options.

Current Policy Issues - General Fund, Risk, Downtown TIF, Stormwater

There are four key policy issues that would benefit from Council discussion and direction as the Village prepares for the budget process
and future year work plans. The four key issues are:
● General Fund Balance - The fund balance exceeds the recommended level and the Village has demonstrated needs in other areas.
● Risk Fund - There is a negative balance in the fund and risk-related expenses are increasing.
● Downtown TIF Debt Service - Revenues from property tax increment will not cover future debt service payments.
●
Stormwater Utility Revenue Needs - The plan establishing annual stormwater utility fees should be reviewed to address new
capital improvement projects and existing maintenance expenses.

I. General Fund Revenues, Expenses & Fund Balance
Issue
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The General Fund balance exceeds the Village’s policy and the Village has demonstrated
financial needs in other areas including Downtown TIF debt service, risk expenses and facility
improvements.

Recent
Performance
and Actions
Completed

● Controlled expenses - Expenses increased 5.92% since 2009 at an average of 1.46% per
year. The Village eliminated a structural gap in the General Fund by reducing staffing levels,
implementing cost-cutting process improvements and controlling health expenses.
Significant savings were achieved in the areas of fleet management and special events.
● Strong revenue growth - Revenues increased 12.05%, an average of 2.91% per year, driven
by increases in the distributed state income tax (15.1% increase since 2009), sales tax
(10.9% increase since 2009) and some large revenues from building permits.
● Established a strong fund balance - The fund balance increased from $15.4 million in FY09
to $21.1 million in FY13

Strategies and
Solutions

● Maintain the General Fund balance at approximately 38% of expenses, which is the
mid-range of the S&P recommendation
● Transfer $1.9 million from the General Fund to the Transportation Fund to eliminate the
accumulated deficit
● Transfer $1.9 Million from the General Fund to the Risk Fund to address the negative
cash balance
● Increase annual contributions to the Risk Fund
● Transfers to Downtown TIF debt service
● Increase operating efficiencies
● Partner with others
● Reduce personnel expenses
● Enhance the revenue base

How does S&P rate us?

Maintaining a AAA Bond Rating

Standard and Poor’s upgraded the Village’s bond rating from AA+ to AAA in 2013, the highest rating issued by
the agency. A major factor in the upgrade was the Village’s strong General Fund reserve balance which is in
excess of 35% of annual General Fund expenses.The General Fund balance is at $21.1 million. For purposes
of analyzing the Village’s financial condition, S&P views the $1.9 million accumulated deficit in the
Transportation Fund as not available. In essence, S&P views the General Fund balance as $19.2 million.
The AAA rating is an indication of the Village's financial strength. All Downers Grove residents and
businesses benefit from this as the Village will be able to issue debt and refinance bonds at a lower cost.

How does this impact the Village’s past Risk Fund recommendation?

In the FY14 budget, staff recommended making a $4.2 million transfer to the Risk Fund.The desired
outcome was to use reserves more strategically and protect ongoing operations in the event of an
unanticipated major emergency.The planned transfer to the Risk Fund would reduce the fund balance below
38% of annual expenses when applying S&P’s analytic approach and may result in losing the AAA rating.
Use of the General Fund balance should be consistent with the S&P analysis and should maintain a balance
of 38% of annual expenses.
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General Fund Revenue and Expense Trends

In 2009, the Village identified a structural gap in the General Fund resulting from the growth in expenses exceeding the growth in
revenues. From 2007-2009, expenses exceeded annual revenues. Since 2010, annual revenues have exceeded expenses and expenses have
grown only modestly.

Addressing the General Fund gap

Previous Long Range Plan documents and processes have raised the issue of the potential for a long-term
structural deficit within the General Fund as a result of expenses increasing at a faster rate than revenues.
Expense increases are driven by rising personnel costs including pensions and health benefits, a high demand
for services, and regulatory constraints. Key revenues from sales tax, utility tax and building permits may not
increase as fast as expenses based on the performance of the economy and other factors.

While this issue is not as prominently emphasized in the 2014 Long-Range Plan Update (based largely on the
Village's successful efforts at controlling costs in recent years),Village staff will continue to be aware of this
potential and ongoing threat.The strategies originally identified to address this issue and bend down the cost
curve in future years will continue to be implemented throughout the organization including; Increase
Operating Efficiencies, Reduce Personnel Expenses, Partner with Others, and Enhance the Revenue Base.

Since 2010, $5.2 million in expense reductions have been made to address the substantial structural
financial gap. The significant changes implemented are as follows:
Action

Staff Reductions
Changes to Health Insurance Provider
Elimination of Heritage Festival
Changes to Health Insurance Plan Design
Improvements to Vehicle Fleet Management
Consolidated Dispatch with Westmont
Elimination of Community Grants Program
Modification of Taxi Subsidy Program
Elimination of DuPage Senior Citizen Grant
Elimination of Bike Race

Action

Elimination of Ice Sculpture Festival
Modification of July 4 Parade
Reduced Fire Department Overtime/Improved Responses
Restructured Fire Prevention Bureau
Privatized Downtown and Train Station Snow Removal
Partnered with District 58 and SEASPAR for Vehicle Maintenance
Created On-line Pay Check Stubs
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General Fund Performance, 2009 to 2013

The General Fund is the primary operating fund for Village services. Since the beginning of the Long-Range Financial Planning
process in 2009, revenues have exceeded conservative expectations and expenses have been held in check, allowing the Village to
build a strong reserve balance. The charts below show a breakdown of the major components of revenues and expenses in the
General Fund.
General Fund Revenues (2009-2013) in Millions

1.48

1.86

1.72

1.41
1.15

●
●

General Fund revenues were $43.64 million in FY13 - a 12.05% increase over FY09 revenues of $38.95 million and an
average increase of 2.91% per year.
Major drivers of revenue growth have been increases in the distributed state income tax (15.1% increase since 2009), sales tax
(10.9% increase since 2009) and building permit fee revenue from commercial redevelopment activities.
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General Fund Expenses (2009-2013) in Millions

The Village’s FY13 expenses were $41.6 million. In the period between 2009 and 2013:
● Expenses increased 5.92%, an average increase of 1.46% per year.
● Personnel expenses, the largest portion of General Fund expenses, increased at an average of 2.51% per year.
● Pension expenses increased from $3.95 million to $5.70 million (44.3% increase, 11% average annual increase)
● Expense increases have been lower than anticipated in the Village’s 2011 Long-Range Financial Plan, which projected
personnel expenses increasing at 3% to 4% per year. .

The Village’s financial results since beginning the long-range financial planning process in 2009 demonstrate an on-going commitment to
fiscal sustainability. During this time, the General Fund balance has grown from $15.4 million to $21.1 million. This fund balance exceeds
the Village’s policy and the Village has demonstrated financial needs in other areas including Downtown TIF debt service, risk expenses
and facility improvements. A portion of the fund balance could be used to address other financial needs.

What is the Transportation Fund accumulated deficit?

The accumulated deficit in the Transportation Fund refers to the total sum of annual operating deficits in the fund.
When the Village operated the shuttle expenses exceeded revenues causing a deficit.The operating deficits were covered
by the general fund, but the negative fund balance grew to $1.9 Million. In 2012, the Village entered into an agreement
with Pace to fund operation of the shuttle system and the Village Council directed staff to transfer annual interest
income into the fund to retire the deficit over time.

How much of the Fund Balance is available for other needs?

Fund Balance
$21.1 million
Will
be used for accounting accruals
- .7 million
_______________________________________________________________________________
$20.4 million
Targeted Balance - 38% of Expenses
Available for Other Needs
Recommended Uses:

$16.6 million
$3.8 million

$1.9 million transfer to Transportation Fund
$1.9 million transfered to the Risk Fund
No additional transfers at this time

The issues in the
Risk Fund and
Downtown TIF
Debt Service Fund
were presented and
discussed at the
June 17, 2014
LRP meeting.

II. Risk Fund
Issue
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The Village is self-insured and operates a Risk Management Fund to account for financial
activities related to risk, such as Workers Compensation and general liability claims.
Self-insurance means that the Village, not an insurance company, pays claims. The Village holds
stop-loss coverage (re-insurance) for catastrophic claims. Therefore, claims expenses vary
year to year. The Risk Fund is funded by transfers from the General Fund and other
operating funds.
At the end of FY13, the Risk Fund had a cash balance of negative $622,000. Expenses
exceeded revenues in past two years and are projected to do so again in 2014.
• In 2012 and 2013, transfer of funds into the Risk Fund (revenues) was insufficient to
cover expenses.
• 2012 transfers were insufficient due to inaccurate calculation of the projected
expenses while transitioning third party administrators
• The planned 2013 transfer of $4.2 million was delayed until the Council could
discuss this issue as part of 2014 Long Range Planning
• In FY14, the Village expects to make final payments to close out many existing claims
and could spend up to $1.2 million in claims more than is budgeted.

Actions
Completed

Strategies and
Solutions

• Reduced vehicle accidents from 13 in 2011 to 4 in 2013
• Reduced workers compensation claims from an average of 45 per year (2011 - 2013)
to a projected 15 in 2014 (7 claims year to date)
• Results achieved by the following recent actions:
• Hired full-time Risk Manager
• Changed Third-Party Administrator to track and pay claims
• Created Executive Safety Team
• Increased staff safety training and awareness
• Tested Drive Cam, a system designed to monitor driver performance and
increase safety
• Purchased cot lifting system for ambulances
• Implemented policy prohibiting cell phone use while driving
• Established the Internal Risk Management Strategy team and Accident Review Team

• Continue to reduce risk and improve safety by continually improving risk management
program and strategies
• Establish and maintain a positive cash balance in the Risk Fund by transferring
$1.9 million from the General Fund now and increasing the annual General Fund
transfer to cover expenses.
• Consider the costs and benefits of a Safety Manager position in the Public Works
Department
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The Village is Self-Insured

The Village manages the impact of liability and workers compensation claims in three ways:
•
By maintaining a Risk Fund to pay claims (funded by transfers from other funds, primarily the General Fund)
•
By proactively working to reduce claims by implementing a risk management and safety enhancement program led by a
Risk Manager
•
By limiting the cost of incurred claims using a Third Party Administrator

The Village is self-insured for risk and general liability. This means that it pays for claims (workers compensation claims and other
liabilities) from Village funds, rather than by paying premiums to an insurance company. The Village sets aside money each year in the
Risk Fund to pay for claims, such as medical expenses, salaries of injured employees and legal settlements.
The benefit of being self-insured is that the Village pays only its claims and administrative costs, rather then paying a premium to an
insurance company that would include additional overhead costs and profit. To protect against catastrophic loss, the Village carries
stop-loss insurance.

The money that the Village spends from the Risk Fund varies due to the unpredictability of claims, especially workers compensation
claims. Some claims, such as minor injuries requiring only medical treatment, are closed quickly at a low cost, while others, such as
injuries requiring therapy or surgery, take longer to close at a high cost. The Risk Fund allows General Fund expenses to be more stable
and predictable because the Village makes predictable transfers from the General Fund based on estimated costs.

Workers Compensation Claims Drive Risk Fund Expenses

Workers compensation claims, which can account for up to 75% of annual expenses, drive costs in the Risk Fund for several reasons. The
workers compensation system is controlled by the state and lacks incentives to control costs and conclude medical treatments. The costs of
medical treatment under workers compensation are higher than they would be for a similar non-work related visit to a health care provider
under the Village’s health benefit plan which includes discounted prices for treatment.

The cost of workers compensation claims have the potential to escalate over time. While the average cost of a workers compensation claim
is about $30,000, a single workers compensation claim may cost the Village over $1 million. In many cases the Village has to pay all of the
costs summarized below.
Direct Costs to the Risk Fund
•
Medical Expenses - The Village pays all costs for medical treatment for a work-related injury. Workers compensation claims are
paid under the State of Illinois fee schedule. These fees are higher than the discounted fees that the Village pays under its
medical plan.
•
Salary and Benefits - If an employee cannot return to work, the employee’s salary and benefits are paid from the Risk Fund until
they return to full duty.
•
Workers Compensation Settlement - In some cases, the Village may pay a settlement to the injured employee according to Illinois
workers compensation law.
Related Costs Affecting Other Funds
•
Replacement Employees - For certain positions, to maintain the same level of service, the Village may need to replace an injured
worker by paying overtime for other employees to work in the injured employee’s place.
•
Post-employment Disability Benefits - Police officers and firefighters that are unable to return to work may be awarded a
duty-related disability pension. Further, in certain qualifying cases, the Village pays 100% of the employee and their dependents’
health insurance costs, pursuant to state law.
Year
Number of Workers
Compensation
Claims
The table to the right shows the Village’s workers compensation claim
2014
(Year
to
Date)
20
experience since 2011. The Village reduced Workers Compensation Claims
2013
44
from an average of 45 per year (2011 - 2013) to a projected 30 in 2014
2012
39
(20 claims year to date).
2011
53
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Risk Fund Revenues and Cash Expenses in Millions
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Annual expenses ranged from $2.11 million to $2.47 million per year.
Workers compensation expenses accounted for more than half of the total expenses each year.
The Risk Fund revenues (transfers from other funds) declined in 2012 and 2013 and did not cover annual expenses.
• 2012 transfers were insufficient because the Village was expecting 2012 expenses to be about $600,000 less than they were.
• Change in Third Party Administrators - In 2011 the out-going TPA provided misinformation and/or incomplete
information about projected expenses to the current TPA. Based on this information staff and the current TPA expected
2012 expenses to decline compared to 2011 expenses.
• Re-opening of workers compensation claims - Four closed workers compensation claims were re-opened in 2012 causing
expenses to unexpectedly increase.
• The planned 2013 transfer of $4.2 million was delayed until the Council could discuss this issue as part of 2014
Long Range Planning

III. Downtown TIF
Issue

Actions
Completed
Strategies and
Solutions
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Projections indicate that the Downtown TIF Fund will have a negative fund balance by the end
of FY18. The negative fund balance will grow every year from 2018 through 2021 as a result
of the annual debt service obligations exceeding TIF increment revenue. Projections indicate
that the accumulated negative fund balance will reach approximately $5.2 million by the end
of the life of the TIF.
• Refunded bonds in FY13 resulting in a savings of approximately $478,000
• Updated parking fees in FY13, resulting in additional revenues that can be used to
retire debt
• Entered into redevelopment agreement for Charles Place
• Continue to limit expenses in the TIF
• Use economic development tools to improve increment performance
• Explore options for retiring the TIF using revenues from a public-private partnership to
develop the existing Village Hall/Police Station property
• Consider levying for the debt service obligations
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Downtown TIF EAV
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The Downtown TIF was created in 1997 to spur economic development in the downtown business district. When the TIF was created, the
Equalized Assessed Value (EAV) of property within the TIF boundaries was frozen at $16.05 million. This initial EAV is know as the
“Frozen” EAV. During the life of the TIF, the EAV has increased to $52.46 million, an increase of 227%. The Downtown TIF EAV has
outperformed the Village as a whole during its life growing an average of 7.80% per year vs 3.51% Village-wide. TIF Fund Revenues are
generated by multiplying the total property tax rate by the difference between the “frozen” EAV and the actual EAV.
The increase in Downtown TIF EAV can be attributed to the successful implementation of the Village’s economic development strategies.
Projects that were completed through the use of the TIF include Acadia on the Green, Station Crossing, Georgian Courts and
Morningside Square. Funds were also used to greatly improve public infrastructure including the Downtown Parking Deck and major
reconstruction of Main Street.
The following pictures, showing locations throughout the Downtown before and after improvements were made, illustrate the ways in
which the TIF has been instrumental in facilitating substantial redevelopment within the Downtown.

Long-Range Plan 2013 - 2015
2014 Update

Before
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After
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Downtown TIF Projected Revenues and Expenses
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The economic downturn has directly impacted property values and EAVs in the Village including the Downtown. This decrease in the
EAV in the Downtown coupled with increasing debt service payments on outstanding bonds in the final years of the TIF will result in a
projected gap between available revenues and expenses. Staff projects an accumulated funding deficit of approximately $5.2 million by the
end of the life of the TIF which can be seen in the above graph. The TIF expires in 2020 but increment revenue will be received and debt
service payments will be made in 2021. There are several strategies that the Village can employ to help mitigate the fiscal impact of this
funding gap.
Projections indicate that the Downtown TIF Fund will have a negative fund balance by the end of FY 2018. The accumulated deficit is
expected to reach $5.2 million by the end of the TIF.
Fiscal Year
2018
2019
2020
2021
Total

Increment Revenue

Expenses

Funding Gap

$2,960,000

$3,970,000

($1,010,000)

$3,170,000

$4,520,000

($1,350,000)

$3,060,000
$3,270,000
$12,460,000

$4,230,000
$4,910,000
$17,630,000

($1,170,000)
($1,640,000)
($5,170,000)

Can the Village Refinance the TIF Debt?
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Village staff, in consultation with the Village’s financial advisor, Northern Trust, explored several options related to the repayment of the
Downtown TIF’s debt obligations, including possible restructuring of the debt.

All bonds issued by the Village in the Downtown TIF are designated as Tax-Exempt General Obligation bonds. Tax-Exempt General
Obligation bonds can only be advance refunded (refunding performed prior to the bond’s call date, if there is a call provision) once during
their life. A call date is a date certain on which the issuer, the Village, can buy back its debt at a fixed cost and reissue new debt if interest
rates are to the benefit of the Village.

All five sets of bonds related to the Downtown TIF have already been refunded once to take advantage of low interest rates. These
refundings have saved the Village a net present value of $1,876,000 in interest costs to date. Of the five sets of bonds, only one has a call
provision that would allow for an additional refunding in 2018. This could provide a small additional savings to the TIF if interest rates are
favorable at that time.
Because the bonds cannot be refunded as Tax-Exempt Bonds, the Village could consider refinancing the debt as taxable bonds to extend
the payment window beyond the life of the TIF. Taxable bonds have a higher interest rate that would significantly reduce the benefit of
this refinancing and may not be looked upon favorably by the Village’s bond rating agency.
The Village’s financial advisor, Northern Trust, estimated that refinancing the bonds into taxable debt would have the following impacts:
•
Higher life-time costs (additional $1.0 million in NPV costs when compared to current bonds)
•
Longer repayment timeline
•
Loss of a revenue source when the TIF expires
•
May not be looked upon favorably by bond rating agency
The Downtown TIF expires in 2020 at which point the increment revenue will no longer be available to cover debt service payments.
By law, the TIF could be extended an additional twelve years but would require the following:
•
Official approval from all other taxing bodies which would likely result in the reduction in future available increment due to
payouts to other taxing bodies
•
Authorization from the Illinois General Assembly

Potential Strategies:
•
•
•

Refund Callable Bonds - The Series 2008B Refunding bonds are the only set of TIF related bonds with a call provision.
This allows one additional refunding while maintaining tax-exempt status. The bonds are callable in 2018 and if interest rates are
favorable, they can be refunded which could create some modest savings in interest payments.
Consider the potential opportunities associated with Option B of the Facilities Sustainability Plan - Option B includes relocating
the Police Department to the vacant site on Ogden Avenue between Stonewall and Lee and construct a new Village Hall on the
existing site, along with private development of the remainder of the property. Proceeds from the sale of development rights on
the Civic Center Campus could be used to pay for the TIF debt service.
Consider Levying Property Taxes for Debt Service - The Village can use its taxing authority to levy for the debt service payments
for the remainder of the TIF. The levy already exists but has been abated in recent years because the increment revenue was
adequately covering the debt service payments.
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IV. Stormwater Utility
Revenues generated from stormwater utility fees fall short of the cost of operating and
Issue

maintaining the stormwater management system to the recommended level of service.
In 2012, the Village created a plan for establishing stormwater fees that would increase
revenues over a 15 year period, allowing the Village to go from the current level of service
to the recommended level within that time frame.

During the period when revenues fall short of the cost of providing the recommended level
of service, the Village must decide how to spend the stormwater fees recognizing that the
recommended level of service will not be achieved.

There are two objectives:
1) Review and potentially modify the plan for establishing stormwater utility fees.
2) Review and potentially modify the plan for prioritizing stormwater maintenance and
capital expenses.

Actions
Completed

Strategies and
Solutions

• Implemented a Stormwater Utility.
• Constructed 53 stormwater management projects from 2008 to 2014 at a cost of
$27 million to alleviate flooding in areas underserved by stormwater infrastructure or
with persistent drainage problems.
• In response to the flood of April 2013, completed a report identifying $15 million in
new capital projects, prioritized by cost-effectiveness and need.
• Continue to implement the plan to increase stormwater utility fees by approximately
8.7% per year to achieve the recommended level of service by approximately 2028.
• Use the revenues from the stormwater fees to increase maintenance activities from the
current level to the recommended level by approximately 2028 and to construct capital
improvement projects in the amounts shown.
• Determine mix of maintenance versus capital investment during FY15 budget process.

The Stormwater Management System

Stormwater originates primarily from rain or melting snow. Water that does not soak into the ground becomes run-off. Every property
generates run-off and benefits from the Village infrastructure system that manages stormwater. Without proper stormwater
management, rain events may result in flooding on roads and properties throughout the Village, leading to property damage and
dangerous road conditions. Stormwater run-off must be channeled through a system of pipes, ditches, catch basins and storm drains
before being safely discharged into local streams and rivers.

The Village owns and operates an extensive stormwater management
system which consists of:
• Approximately 7,000 drainage structures
• 315 stormwater detention facilities (majority are
privately owned)
• 130 miles of storm sewer pipes
• 12 miles of streams
• 140 miles of roadway ditches
• 47,000 feet of culverts
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Current and Recommended Level of Service

The recommended level of service is to create and maintain a stormwater management system that will safely convey and store runoff
from 95% of rainfall events experienced in any given year. It is not possible to construct a stormwater management system that will handle
100% of rain events.

The stormwater management system serves the entire Village. However, the level of service provided by the system varies. In some
portions of the Village the stormwater infrastructure is modern and meets the recommended service level. In other portions of the
Village there is no formalized infrastructure and the service falls well short of the recommended level. To achieve the recommended
service, the stormwater management system must be properly maintained in all areas and enlarged or expanded in areas that lack adequately
sized infrastructure.
The estimated cost of owning, operating and maintaining a stormwater system that meets the recommended level of service was
determined when the Village created the stormwater utility in 2012 and is shown in the chart below. Estimated costs consist of operation
and maintenance and capital project expenses.

Estimated Cost of Providing Recommended Level of Service
2014-2028
Recommended Level of Service - O & M

Recommended Level of Service - Capital
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Maintaining the Stormwater System to Achieve the Recommended Service Level

The stormwater infrastructure system must be properly maintained to continue to function at capacity. Failure to properly maintain
the infrastructure results in two types of failure which reduce capacity. A description and examples of these failures can be found on the
following page.

Hydraulic Failure
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Portions of the infrastructure system such as storm sewers, culverts and streams become clogged with debris, silt, vegetation or other
items, partially or completely obstructing the flow of stormwater run-off.

To reduce the likelihood of hydraulic failure, the Village performs maintenance activities such as catch basin cleaning, storm sewer
inspection and cleaning, street sweeping, ditch cleaning, streambank stabilization, debris and sediment removal from detention basins
and repair and replacement of structures. These activities are performed based on an established schedule designed to keep the system
functioning at capacity.

Structural Failure

Portions of the infrastructure system such as storm sewers and culverts crack or collapse. Structural
failure is due primarily to age, type of material and construction methods. Below is an example of structural failure of a clay pipe that
has collapsed.
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To reduce the likelihood of structural failure, the Village replaces portions of the infrastructure that are past their useful life
expectancy or that have already cracked or collapsed.
Table: Current and Recommended Level of Service for Maintenance

Maintenance Activities

Structure Maintenance

Storm Sew er
Street Sw eeping

Stream Maintenance
Ditch Cleaning
Drainage Com plaints
Storage Facility Maintenance

Catch Basin Cleaning
Structure Repair
Structure Replacem ent
Lid Replacem ent
Cleaning
TV Inspection
Sw eeping - Curb and
Gutter
Sw eeping - Curb and
Gutter (CBD)
Sw eeping - Curb and
Gutter (Rural Section)
Debris Rem oval & Disposal
Initial Maintenance
Inspection
Routine Maintenance
Regrading/Restoration
Investigate Various Problem s
Maintain Vegetation
Rem ove Debris, Sedim ent
Repair Structure

Assets

Current
Maintenance
Assets Managed
Frequency
Per Year
(Years)

Recom m ended
Maintenance
Assets Managed Frequency
Per Year
(Years)

7,000

650

11

1750

4

7,000

20

350

70

100

7,000

10

700

35

200

7,000

20

350

70

100

130 miles

10

13

27

5

130 miles

7

18

27

5

80 miles

720

9X per year

1,200

15X per year

20 miles

44

22X per year

800

30X per year

50 miles

0

0

150

3X per year

0

0

1

1

12 miles

0

0

4

3

12 miles

1

12

12

1

12 miles

2

6

4

3

60 miles

3

20

6

10

N/A

25

N/A

50

N/A

4 acres

11

0.4

12

0.3

12

3

4.8

12

1

4

1

4

2
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Improving & Expanding the Stormwater System to Achieve the Recommended
Service Level

In some portions of the Village there is no formalized infrastructure or the existing infrastructure is undersized. In these areas,
the service level falls well short of the recommended level. To provide the recommended level of service in these areas, the
stormwater infrastructure system must be expanded, enlarged and/or extended. Capital projects such as installing storm sewers
where currently none exist, or building detention basins and replacing existing small storm sewers with larger ones are required to
be constructed to achieve the recommended level of service.

Allocating Funds for Maintenance Activities & Capital Projects

Unlike the street system, the cost of maintaining the stormwater system does not increase dramatically if maintenance activities
are deferred. Generally, infrastructure replacement and maintenance activities cost the same today as it will in the future, plus
inflation -- as opposed to the road system where deferring maintenance can cause the cost of repairing the road to increase by up
to four times. While deferring maintenance does not dramatically increase the future cost of owning and operating the
stormwater system, it does increase the likelihood of flooding.
There is no compelling reason to prioritize maintenance activities over new capital projects or vice versa. Therefore, the Village
may choose to allocate funds to both maintenance activities and capital projects in an effort to move closer to the recommended
service level.
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Plan for Establishing and Using Stormwater Fees

In 2013, the Village launched the stormwater utility. The utility model represents an equitable method to collect revenue from those
properties that place a demand on the system. Revenue is generated by charging all property owners a monthly stormwater fee, based on
the property's impact to the stormwater system. At that time, the Village created a plan for establishing stormwater fees that would increase
revenues over a 15 year period, allowing the Village to move from the current level of service to the recommended level within that time
frame. The plan calls for annual increases in the stormwater utility fee of approximately 8.7% per year, which would increase annual
revenue available for stormwater management from its current level of $3.6 million to about $11.4 million in 2028.
Village staff prepared a plan for the allocation of the stormwater revenue for maintenance and capital project expenses (see chart below).
The plan has been updated to reflect the construction of capital projects identified after the April 2013 flood.

Stormwater Utility - Recommended Level of Service vs. Planned Spending
2014-2028
Recommended Level of Service - O & M

Planned Spending - O & M

Recommended Level of Service - Capital

Planned Spending - Capital
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Fee $8.94 $9.72 $10.56 $11.48 $12.48 $13.57 $14.75 $16.03 $17.43 $18.94 $20.59 $22.38 $24.33 $26.44 $28.74
per
ERU
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The plan calls for the Village to invest $4.0 million to $6.1 million in capital projects each year. Capital projects identified in the
current Community Investment Plan would be constructed from 2014 through 2016. Capital projects identified after the April 2013
flood in the 2014 Stormwater Project Analysis would be constructed from 2017 through 2023. Capital projects to be constructed
from 2024 through 2028 would be identified in the future. Planned spending on capital projects exceeds the recommended level in
many years up to 2023 as the Village attempts to construct projects identified after the April 2013 flood that were not considered at
the time the recommended service level was prepared. Bond issuances of approximately $10 million would be issued in 2017 and
2020 to pay for the capital projects. The debt service will be paid by revenues from the stormwater utility. Debt service expenses are
included in the capital expense category.

Further, the plan calls for the Village to perform approximately 50% of the annual recommended maintenance activities in 2014 and
gradually increase the maintenance activities performed each year until all recommended maintenance activities can be completed in
approximately 15 years. Planned spending on maintenance activities is less than the recommended level and less than planned at the
time the stormwater utility was created to provide funding for capital projects as described above.

Modifications to the Plan

The Village Council may modify the plan for establishing and using stormwater fees. The impacts of modifying the plan are
summarized below:

Fees Higher than the Plan

Establishing fees greater than those shown in the plan would result in the Village performing more maintenance activities and
constructing the planned capital projects sooner and moving closer to the recommended level of service sooner. If provided with
adequate funding, the Village could perform maintenance activities at the recommended level immediately. Many of the capital
projects have not been designed and require land acquisition. Preparing plans and acquiring land take a significant amount of time
ranging from several months to over a year. If provided with the required funding, the Village could construct the capital projects
currently planned to be completed by 2020, instead of 2023.

Fees Lower than the Plan

Establishing fees less than those shown in the plan would result in the Village performing less maintenance activities and
constructing the planned capital projects over a longer period of time. It would take the Village longer to achieve the recommended
level of service.

Changing the Allocation of Funds Between Maintenance and Capital Projects

The plan currently emphasizes the construction of capital projects as the Village attempts to improve the level of service provided in
areas that do not have formalized stormwater management infrastructure or in areas that are served by undersized, inadequate
infrastructure. Increasing spending on maintenance activities while decreasing spending on capital projects would likely result in
improving the performance of the existing stormwater infrastructure. Decreasing spending on maintenance activities while increasing
spending on capital projects would result in improving service in underserved areas while decreasing the performance of the existing
stormwater infrastructure.

V. Action Items
Introduction
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In July 2013 the Village Council developed a list of Action Items to be addressed in 2014 and 2015. Action Items are used to determine
Council priorities and to guide staff work plans and the preparation of the annual operating budget. Projects that rise to the level of
Action Items meet the following criteria:
•

•
•
•
•

Support of Strategic Plan Goals and Key Issues - The action should achieve a measurable result that supports one or more
of the Strategic Plan Goals and/or Key Issues identified in the Long-Range Plan Preliminary Report.
Village Council Policy Direction Required - The action requires the Village Council to provide policy-level direction to
be completed.
Six Months or More to Complete - The action requires significant staff and/or Village Council time.
Multi-Department Effort - The action requires effort from more than one Village department.
Significant Community Engagement - The action includes significant interaction and dialogue with community members.

Implementation of the action items are planned to occur over an 18 month period (January 2014 through May 2015). High priority action
items are given the highest priority to ensure completion within the established timeline. Medium priority items are acted on throughout
the 18 month period and the Village takes opportunities to move forward on as many projects as possible. The graphic on the next page
shows a tentative timeline for completion and current status of the various action items. Detailed reports on each item are found on the
following pages.
The objective of the Long Range Planning discussion is to review and modify, if necessary, the priority action items to be addressed from
now until May 2015.

Current Status

Work has been undertaken on 14 of the 15 items and all action items are proceeding on schedule. The Village is also working on two items
from the 2013 action item list (zoning ordinance updates and wireless alarms).
Completed Items
•
Zoning ordinance (High, 2013)
•
Negotiate Collective Bargaining Agreements (High - Firefighters)
•
Fowl ordinance amendments (Medium)
•
Update the Ogden avenue sidewalk policy (Medium)
•
Explore options for methadone clinic relocation (Medium)
On-going Items Not Requiring Further Council Action
•
Wireless alarms (High, 2013)
•
Sign ordinance amortization compliance deadline (High)
•
Leverage membership in DMMC (Medium)

On-going Items Requiring Further Council Action
•
Facilities plan and implementation (High)
•
Continue to improve resident engagement (High)
•
Develop employee compensation strategy (High)
•
Negotiate collective bargaining agreements (High - Police and Public Works)
•
Consider amendments to stormwater management regulations (Medium)
•
Develop a standard for ROW improvements (Medium)
•
Update new construction sidewalk plan (Medium)
•
Continue to implement downtown parking plan (Medium)
Items Not Started
•
Construct gateway signs (Medium)
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Priority Action Work Plan

The current priority action item plan calls for the Village to work primarily on the following items from now until May 2015:
•
Facilities plan and implementation (High)
•
Continue to improve resident engagement (High)
•
Develop employee compensation strategy (High)
•
Negotiate collective bargaining agreements (High - Police and Public Works)
•
Consider amendments to stormwater management regulations (Medium)
•
Develop a standard for ROW improvements (Medium)
•
Update new construction sidewalk plan (Medium)
•
Continue to implement downtown parking plan (Medium)
•
Construct gateway signs (Medium)
As part of the Long Range Planning process, the Village Council may make modifications to the work plan.

Action Item Progress

a= completed
2014-15 Projects

= on-track

= not started

= 2014/15 action item

current date

2014

2013
4

1

2

2015
3

4

1

2

Workshop Meetings and Council
Policy Direction by April 2014

Finalize plan for
implementation

a

Begin monthly reports

a
a

Begin enforcement

Police/PW Contracts Expire
4/30/15

Fire Contract Expires
4/30/14

Council discussion at workshop
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Village Council discussion on
proposed ordinance

Begin design and construction

t
Main Street Platform
Reconstruction

a
a
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