FUNDING THE
FUTURE
Work Session #1:

Financial Stewardship
of Laramie’s
Infrastructure Assets

Overview
•

Part 1: Why are We Here and What are we Doing Tonight - City Goals A2 & C1, C2, C3

•

Part 2: What are the Best Practices for Managing Public Infrastructure Assets
What are Laramie’s Professional Standards

•
•
•

•

Part 3: Looking Back a Decade: Review of the Data Discussed by Council at the Goal Setting
Retreat, January 2018
Part 4: Looking Forward: What Does/Will the Community Need in the Next Decade?
Part 5: Street & Storm Drainage Pros & Cons and Comparative Communities (Town & gown of
similar size and composition)

Part 6: Standard for Gravel-to-Paved Street Conversions

2018 Adopted City Goals
Work Session #1 of 6 (est.)

•

Goal A2. Continue Fiscal sustainability effort initiated in 2016…

✓Renewal of 5th and 6th penny
✓Reporting of direct distribution needed to fund basic services
✓Identify other funding sources
•

Goal C.

Improve Conditions of City Streets and Storm Water Management

✓Step 1. Adopt a financial policy for improving unpaved streets, and corresponding
areas of insufficient drainage, within the City that considers both municipal and
neighborhood funding options by September 30, 2018.

✓Step 2. Adopt a street improvement plan to bring the overall Pavement Condition
Index (PCI) to non-critical level by 2025.

✓Step 3. Appropriate funding and complete on average one improvement project per
year within the Storm Water Drainage master plan.

Part 2

What are the National Best
Practices for Managing
Municipal Public Infrastructure
Assets?

What are Laramie’s Professional
Standards for Infrastructure?

Best Practices for Management of Public Infrastructure Assets
Assess Current
Infrastructure

Develop and Maintain
Master Plans &
Pavement Condition
Indexing (PCI)

Annually Assess
Condition & Expansion
Needs

Determine
Funding Sources
& Levels

Identify Sources of
Dedicated Funding &
Available Amounts

Allocate Resources to
Meet Immediate Goal
and Ensure Long-term
Sustainability

Prioritize Work

Use Objective Measures
& Policies for Expansion
with Professional
Guidelines for Safety and
Engineering Standards

Recognize & Account for
Environmental
Limitations

Phase 1: Assess Current Infrastructure
•

Master Plans & Pavement Condition Indexing (PCI)

•
•

•
•

Master plans inventory infrastructure and identify deficiencies and prioritize needed
improvements
City staff link master plans for water, sewer, and storm drainage with street PCI ratings to
ensure the highest return on the City’s construction investment

Annual Condition Assessment

•
•

City staff inspect infrastructure annually to ensure condition assessments are current
Engineering recommends priorities based on professional standards, best practices, and
public health & safety

Growth & Development Needs

•
•

We are a growing city and just assessing current assets isn’t sufficient.

•

Expansion projects are presented to Council for prioritization.

Staff are constantly monitoring and assessing growth patterns, economic development,
and demand for services to determine where and when to “up-size” existing, or build new,
infrastructure.

Phase 2: Determine Funding Levels & Sources
•
•
•
•
•
•
•
•
•

Gasoline & Special Fuels Tax

Direct Distribution
SLIB Loans

SRF Loans
Assessment Districts – Depending on Legal Research/Opinion

Improvement Districts
Other Fees – Depending on Legal Research/Opinion

Local Option Taxes
New Ch. 38 SLIB Loan Program

While overall revenue is projected to post a 2.28% gain 2014-2019, regional inflation has more than offset this
small growth. From 2008 - 2019, total revenue from both State and local sources has decreased by 2.43%.

LOCAL TAXES
County Sales & Use Tax, 5th Cent
County Sales & Use Tax, 6th Cent
County Sales & Use Tax, 7th Cent *
Municipal Franchise Fees
Municipal Property Tax (8 Mill)
Total Local Tax
STATE-SHARED TAXES
Suppl. Funding/Direct Distribution
State Sales & Use Tax, 1st-4th Cents
Gasoline Tax
Special Fuels Tax
Cigarette Tax
Auto Tax
Mineral Royalty Tax
Severance Tax
Pari-Mutual/Wyoming Lottery
Total State-Shared Tax

FY2014

FY2015

FY2016

FY2017

FY2018
Projected

FY2019
Projected*

% Change FY14
to FY19

$$ Change
FY14 to FY19

$4.315
3.355
1.622
1.765
$11.057

$4.594
3.571
1.638
1.770
$11.573

$4.541
3.530
1.699
1.828
$11.598

$4.566
3.549
1.714
1.875
$11.704

$4,708
3.567
1.723
1.881
$11.879

$4.747
3,421
1.731
1.900
$11.799

10.00%
1.97%
6.72%
7.65%
6.71%

$0.432
0.066
0.109
0.135
$0.742

$5.561
4.591
0.686
0.298
0.102
0.439
0.705
1.144

$4.810
5.272
0.715
0.336
0.101
0.471
0.712
1.150
0.082
$13.649

$5.261
5.299
0.764
0.294
0.101
0.478
0.714
1.145
$0.093
$14.149

$4.777
5.359
0.802
0.309
0.095
0.483
0.721
1.144
0.138
$13.828

$4.270
5.585
0.796
0.302
0.088
0.485
0.721
1.144
0.164
$13.555

$3,997
5.640
0.804
0.305
0.081
0.488
0.721
1.144
0.164
$13.344

-28.12%
22.85%
17.20%
2.35%
-20.59%
11.16%
2.27%
0.00%
-1.35%

($1.564)
1.049
0.118
0.007
(0.002)
0.049
0.016
0.000
$0.082
($0.182)

$13.526

Net Change FY14-19: All State Shared and Local Taxes
Net Change FY08-19: All State-Shared and Local Taxes--Including Removal of Food Tax

+2.28%
-2.43%

$0.560
($0.625)

Funding Sources &
Amounts:
A National “Local”
Issue
2016 Innovations and
Emerging Practices in Local
Government Survey
ICMA, Center for Urban Innovation at Arizona State
University, & Alliance for Innovation

Phase 3:Prioritize Work
Use Objective Measures to Prioritize

•

•
•
•

Master plans and the PCI determine what to replace and at what point in the life-cycle to ensure maximum return
on the taxpayer/ratepayer investment.

American Society of Civil Engineers: The process of establishing priorities should be disciplined, fair, rational, and
transparent.
Government Finance Officer’s Association: Condition measures and standards should be the basis of multi-year
planning and budget allocation decisions.
Objectively prioritizing projects and maintenance reduces long-term cost to the taxpayer.

Recognize & Account for Limitations & Constraints – both environmental & economic

•
•
•
•

Laramie has an exceptionally short construction season – about 4 months at this elevation.
Insufficient pool of private contractors and/or suppliers which limits the amount of construction work that can be
performed in any given year.
Historically, $2 -3 M of street/drainage work is able to be completed each year.
While some contractors may accept a construction load that exceeds their capacity, the City pays a premium for
these contracts, which can lower the return for each dollar spent. In addition, residents often dislike this approach
to contracting City public works activities because project sites are usually closed / out of service for longer periods
of time.

Laramie’s Professional Standards for Infrastructure
Replacement

Streets, Water, Sewer
Staff implemented professional standards for infrastructure replacement many years ago.
These professional standards are applied objectively on a city-wide basis and, per ethics,
professional staff must not recommend the apportionment of taxpayer funding based upon
political (ward) boundaries.
✓ Priority recommendations made to Council are based upon pavement condition index
(PCI), health and safety, development trends, road designations, level-of-service, and levelof-use/demand.
✓ Water and sewer line replacement is based upon master plan recommendations and
failure history and customer service standards.
✓ Street paving over water/sewer improvements occurs when tax-generated revenue
funding is available.
✓ Utility rate-generated revenues may only be used to pay for replacement of street surfaces
disturbed by the utility work (typically an 8-foot trench and 10 feet of pavement.)

Storm Drainage
✓Priority recommendation made to Council based upon engineering plans, failure history,
development trends, etc.
✓City-wide Comprehensive Master Plan in progress
✓Research ongoing into dedicated funding sources
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Laramie’s Professional Standards for Infrastructure
Replacement

Streets, Water, Sewer
Staff implemented professional standards for infrastructure replacement many years ago.
These professional standards are applied objectively on a city-wide basis and, per ethics,
professional staff must not recommend the apportionment of taxpayer funding based upon
political (ward) boundaries.
✓ Priority recommendations made to Council are based upon pavement condition index
(PCI), health and safety, development trends, road designations, level-of-service, and levelof-use/demand.
✓ Water and sewer line replacement is based upon master plan recommendations and
failure history and customer service standards.
✓ Street paving over water/sewer improvements occurs when tax-generated revenue
funding is available.
✓ Utility rate-generated revenues may only be used to pay for replacement of street surfaces
disturbed by the utility work (typically an 8-foot trench and 10 feet of pavement.)

In the last two budget years City has
not had sufficient funding to pay for
gravel-to-paving-conversion on every
public works project.
(FY 17 & 18, July 1, 2016-June 30, 2018)
Storm Drainage
✓Priority recommendation made to Council based upon engineering plans, failure history,
development trends, etc.
✓City-wide Comprehensive Master Plan in progress
✓Research ongoing into dedicated funding sources

Current levels of available funding are insufficient to
support new pavements being installed at every
public works project site.
Capital Street Funding
$1M - $2M
Capital Sewer Funding
$4M – $6M
Capital Water Funding
$6M - $8M

Part 3
Looking Back:
Review of the Data Discussed by Council at the Goal
Setting Retreat, January 2018

A Decade of Renewal: Utility Enterprise
(Local Fiscal Management -- Health & Human Safety Systems)
City prioritized financial planning for water and sanitary sewer systems & infrastructure.

•
•
•
•

2009: development of “Red Oak” rate study and implementation of long term financial plan for water and sewer utilities *

2010: $14.55M Specific Purpose Tax (“6th Cent”) dedicated to improvements *
2011/18: Council enacted significant rate increases to finance capital construction and system rehabilitation. Revenue from
rates is now sufficient to support ongoing operational expenses and capital investments. Rate adjustments in the future will
support operational and inflationary adjustments. *
2015/18: Completion of South Water & Sewer Line & Initiation of North Side Tank. Completed master plan updates on Water
(2015) and Wastewater (2018) *

City prioritized financial planning for solid waste disposal system & infrastructure.

•
•

•
•
•

2007: DEQ determines that landfill must have sufficient liners and Solid Waste engages in an engineering study (2009) for
the landfill including recycling, baler building and other improvements *
2010: Funding for Landfill includes $2.6 million in SLIB funding for baler building and construction of landfill (including first
lined cell). $3.45 million of SPT tax dedicated also for improvements at the landfill *
2014: Developed rates sufficient to fund future liners, closure costs, and collection operations (2016 – 30% increase in
disposal to accommodate landfill liners and increase in closer costs
2013/14: Construction of Sanitary Landfill Stage I & Tipping Floor/Baling Facility, Scale House

2018: Next phase project permitting underway, design and construction of Stage 1B, 2A and 2B cell expansion at the landfill
funded through Clean Water loans.

•

* Item was/is an Adopted City Goal

A Decade of Renewal: General Municipal
Street & Storm Water
(Local Fiscal Management -- Economy/Commerce Facilitation & Property Protection Systems)
Since 2009, additional funding (much of it from State & Federal sources) allowed for greater investments in street &
storm water infrastructure:

•
•
•
•

•
•
•

•

1988-Present: Systematic Pavement Assessment & Use of Management System
1988 – Present: No gravel-to-pavement conversion program existed. Municipality focused on gravel road
maintenance only.
1988 – Present: No engineering plan existed for installation of storm sewer to augment/replace ditches and
swales.
2009/10: Staff recommend and Council approves funding for West Laramie Storm Drainage Evaluation/Plan.
* 10 of 28 projects outlined in this study have been completed to-date. This study and the capital program it
outlined made possible gravel-to-pavement conversion projects.
2013: Staff recommend and Council approves funding for North Laramie Storm Drainage Evaluation/Plan*

2016/7: At direction of Council, Staff develop Ribbon Paving Standard for Gravel Residential Streets *
2016/17: Staff recommend and Council approves funding for South Laramie Storm Drainage Evaluation/Plan
*

2019: Present: Staff recommend and Council approves funding for City-Wide Master Plan for Storm Drainage
In Progress *
* Item was/is an Adopted City Goal

PAVEMENT CONDITION INDEX (PCI) TREND

(Dec ‘09) PCI 70.5
(Sep ‘15) PCI 66.3
(Nov ’16) PCI 65.9
Current Estimated PCI 63-64

CATEGORY

PCI
RANGE

Very Good

85 to 100

Above Average

70 to 85

Average

55 to 70

Based on actual annual investment.

Below Average

40 to 55

Poor

0 to 40

CRITICAL PCI VALUE = 50-60
Maintenance costs are typically 3 – 5 times
higher once pavement falls into/below this
PCI range.

Borstad Consulting Services

PAVEMENT LIFE CYCLE
EXCELLENT (NEW), PCI=100
GOOD
FAIR, PCI=50

40% Drop in Quality
75% of Life (e.g., 1st-15th yr.) (Slower Rate of Deterioration)

$1 to rehab

40% Drop
in Quality

POOR
VERY POOR

12% of Life
(Escalating Deterioration Rate)

FAILED, PCI=0

TIME
Borstad Consulting Services

$3-$5 to
rehab

A Decade of Renewal: Street & Storm Water Accomplishments
▪

▪
▪

2009 – 2017: CITY-WIDE Spending for Street, Water, and Sewer = $8.6 Million / Year on Average
($77.5 Million Total but, # does not include storm drainage…yet)

2009 – 2017: WEST LARAMIE Spending for Street, Water, Sewer & Storm Drainage = $1.48 Million /
Year on Average ($13.4 M Total All Funds)
2009 - 2017: CITY-WIDE Street & Storm Water Infrastructure = $1.96 y Year on Average ($17.7 M
Total General Fund – but, # does not include storm drainage…yet)
Street work includes Gravel-to-Pavement Conversion, Preventative Pavement Maintenance,
& Major Pavement Maintenance/Recon
2018 Municipal Street System Inventory
City-Wide

W. Laramie

Paved

122

12.1

Gravel

17

11.5

139

23.6

Total Miles

A Decade of Renewal: Street & Storm Water Accomplishments
▪

▪
▪

2009 – 2017: CITY-WIDE Spending for Street, Water, and Sewer = $8.6 Million / Year on Average
($77.5 Million Total but, # does not include storm drainage…yet)

After a decade,
2009 – 2017: WEST LARAMIE Spending for Street, Water, Sewer & Storm Drainage = $1.48 Million /
51.3% of West Laramie has been
Year on Average ($13.4 M Total All Funds)
paved.
Only 11.5 miles of paving work
2009 - 2017: CITY-WIDE Street & Storm Water Infrastructure = left
$1.96toy Year
do! on Average ($17.7 M
Total General Fund – but, # does not include storm drainage…yet)

Street work includes Gravel-to-Pavement Conversion,
Preventative
Maintenance,
And, only
5.5 milesPavement
of paving
in
& Major Pavement Maintenance/Recon the remainder of the community.
2018 Municipal Street System Inventory
City-Wide

W. Laramie

Paved

122

12.1

Gravel

17

11.5

139

23.6

Total Miles

Part 4
Looking Forward:

What Does/Will the Community Need in the Next
Decade?

Fiscal Outlook for the Next Decade: 2019 - 2029
Enterprise Utility Systems of Water & Sewer currently have sufficient financial resources to
support operations, maintenance, and capital construction renewal and expansion project
costs.

General Fund Municipal Systems of Streets and Storm Drainage currently have insufficient
financial resources to support operations, maintenance, and capital construction renewal and
expansion project costs. Current estimate of needed capital investment for municipal street
and storm drainage = $175.5 - $195.5 M.

•
•

•
•

$79.5 Million in needed storm drainage improvements ($159 M Total).
$25 Million to maintain level-of-service of existing paved streets (PCI 60, lowaverage).

$45 Million to improve level-of-service of existing paved streets (PCI 65-75,
average to low-above-average).
$26 - $46 Million to convert remaining gravel roads to pavement, depending upon
paving standard (17 miles).

Phase 2: Determine Funding Levels & Sources
•
•
•

Gasoline & Special Fuels Tax
Direct Distribution
SLIB Loans

- New Ch. 38 SLIB Loan Program

•
•
•
•
•

SRF Loans

Assessment Districts – Depending on Legal Research/Opinion
Improvement Districts

Other Fees – Depending on Legal Research/Opinion
Local Option Taxes - SPT

Possible Funding Sources & Amounts: SPT
Specific Purpose Capital Construction 6th Cent Tax (Voters will Consider Renewed August 21st)
• Projected to collect $5.58M County-wide each year. City’s 64% share annually $3.57 Million to be
allocated proportionally among projects.
• More than half of the City’s funding from the SPT is being dedicated to street and storm drainage
improvements.
• Estimated funding for street and storm drainage over the next four years is tax is renewed:
FYs 19 & 20 - $4.2 Million
FY 2021 - $1.85 Million

FY 2022 – $1.5 million

Part 5:
Street & Storm Drainage Pros & Cons
&
Comparative Communities
(Town & gown of similar size and composition)

Gravel Roads
Pros

•

•

Provides rural character that is preferred by
some

Gravel roads are already installed so the only
cost will be upkeep

Cons

•
•
•
•
•

Climate and snow removal disturbs gravel
Wash boarding and ruts are common
Gravel roads can be dusty
There are more maintenance and upkeep costs
in the long run when compared to alternatives
Must ensure adequate drainage with ditch and
culvert maintenance to prevent saturated
surface or sub-base conditions or frequent
overtopping of the roadway An abrupt change
from a paved to an unpaved surface creates a
risk of skidding and losing control of the vehicle

Paved Roads
Pros

•
•
•
•

•
•

Flexible in extreme climate conditions
Long lifespan if properly maintained
Recyclable
Savings in routine and ongoing maintenance costs
Increased quality of life Lower vehicle operating
expenses for users
Increased safety and skid resistance
Positive economic development

Cons

•
•
•
•

Pollution caused from asphalt production
Installation costs can be high
Increased storm water runoff
May increase vehicle speeds and attract more traffic
(LRRB)

Roadside Ditches
Pros

•
•

•

Pros

Cheap, most gravel roads already
have them

•

Easy to maintain; require
occasional grading

•

Cons

•
•

Storm Sewers

Difficult to drain in flatter terrain
Standing water and mud puddles
may occur
Mosquito breeding ground when
water is allowed to pond

Generally have higher drainage
capacity than ditches (efficient)
Easy to maintain

Cons

•
•
•

More costly to construct

Debris is difficult to remove
Require occasional cleaning with
specialized equipment (jet/vac truck)

Pocatello, Idaho & Idaho State University
• Most of Pocatello’s roads are asphalt. 1.19 miles of concrete and .46
miles of gravel road.

• The drainage system includes a mixture of curb/gutter, ditch drainage,
and retention areas.

• Most of Pocatello’s storm water system includes inlets and pipes that
drain either into a retention area or into the Portneuf river.

• Pocatello does have some areas without curb and gutter drainage but,
instead, utilizes ditches that drain directly into retention areas.

• Pocatello always requires developers to retain/detain their storm water
by installing retention areas and a storm water system including curb,
gutter, catch basins, manholes, and piping in newly constructed areas.

Vermillion, South Dakota & University of South Dakota

• 50 miles of paved [concrete] with curb and gutter storm drains that
go to retention and detention ponds

•

1 mile of gravel roads with ditches that flow into the retention and
detention ponds

• All new development is required to pave (either asphalt or concrete)
and install curb and gutter with storm drains

Bozeman, Montana & Montana State University

• Bozeman has 250 miles of paved roads with curb and gutter
underground drainage flowing into retention ponds and into local
waterways

• 1 mile of road is gravel
• All new construction requires the developer construct paved roads
with curb, gutter, and underground drainage

Missoula, Montana & University of Montana
• Missoula streets are mostly asphalt and concrete roads with concrete curbs
that direct storm water into detention areas

• Several asphalt streets do not have any curb, sidewalks, or drainage system
• ½ Mile of unpaved (gravel) roads that utilize onsite ditch retention and do
not flow into detention ponds

• All new development is required to pave streets and install sidewalks, curb,
and gutter

Fort Collins, CO & Colorado State University

• Roads are 98% Asphalt, 1.7% Concrete, and .3% unpaved.
• Most streets use curb and gutter with storm drains that drain directly into the
Poudre River

• Ditches, channels, creeks, and retention ponds as all used as well
• Unpaved streets typically use ditches to move drainage

Moscow, Idaho & University of Idaho

• Majority of roads are concrete and asphalt
• Less than 1 mile of gravel road
• All roads, paved and unpaved, use storm drainage that drains into retention
ponds or the creek. There are no detention areas due to the climate.

• All new development is required to pave and install storm drainage

Part 6:
Standard for Gravel-to-Paved Street Conversions

City of Laramie Street Options
Option 1: Ribbon Paving Cross Section

City of Laramie Street Options
Option 2: Ribbon Paving with 5” Sidewalk

City of Laramie Street Options
Option 3: Ribbon Paving with 10” Sidewalk

•
•
•
•
•

•
•
•
•
•
•

•
•
•

•
•
•
•
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