Citty of Clev
velan
nd
Managem
mentt & Effficie
ency Stud
dy

N embe
Nove
er 200
09
In Conjjunction with
h:

Public Finan
ncial
Managem
ment

Enterprrising Resultts

Two Logan
n Square, Suite
e 1600
Philadelphia, PA 19103
7 6100
215 567
www.pfm
m.com

Table of Contents
I.

Introduction ........................................................................................................... 1

II. Overview of Findings and Recommendations ...................................................... 5
III. Focus Areas ....................................................................................................... 11
1 Structure of Government
2 Intergovernmental
3 Revenue
4 Capital Improvement Plan
5 Workforce & Collective Bargaining
IV. Departments ....................................................................................................... 71
a. Department of Public Service ........................................................... 73
1. Division of Architecture
2. Division of Streets
3. Division of Waste Collection and Disposal
4. Division of Traffic Engineering
5. Division of Engineering and Construction
6. Division of Motor Vehicle Maintenance
b. Department of Parks, Recreation and Properties .......................... 129
1. Division of Convention Center and West Side Market
2. Division of Park Maintenance and Properties
3. Division of Property Management
4. Division of Recreation
5. Division of Parking Facilities
6. Research, Planning and Development
c. Department of Public Safety ........................................................... 181
1. Division of Police
2. Division of Fire
3. Emergency Medical Services
4. Division of Correction
5. Division of Animal Control
6. Public Safety Administration
d. Department of Finance ................................................................... 227
1. Finance
2. Division of Information Technology and Services
e. Human Services ............................................................................. 255
1. Department of Public Health
2. Department of Aging
3. Office of Consumer Affairs
f. Urban Planning and Development ................................................. 269
1. Department of Community Development
2. Department of Economic Development
3. City Planning Commission
4. Department of Building and Housing
g. Other Departments and Divisions .................................................. 303
1. Department of Law
2. Department of Personnel and Human Resources
3. Workman’s Compensation & Safety
4. Civil Service Commission
V.

Appendices .................................................................................................. 325
1. Initiative Codes and Summary of Initiatives
2. List of Properties

I.

Introduction

Page 1

Page 2

Introduction
Over the past three years, the City of Cleveland has embarked on an ambitious and extensive selfevaluation to make its government more efficient and effective. Beginning with two rounds of
departmental and divisional reviews – the Operations Efficiency Task Force (OETF) – and continuing
through the Mayor’s recent Sustainability Summit, the City has challenged its managers and workforce to
find new ways to do business, and has asked local leaders and citizens to help provide ideas, too.
To build on this process of improvement, the City retained a team of local government professionals to
provide an independent look at its progress and provide recommendations on where to focus next to
meet the tremendous financial challenges it faces in 2009, 2010 and beyond. The team, led by Public
Financial Management and including experts from RNR Consulting, TechSolve and Enterprising Results,
has met with senior managers in all City departments, reviewed progress on recommendations from the
OETF, and analyzed the City’s budget and operations. This report contains the team’s initial
recommendations on how the City of Cleveland can further improve the management of public resources
and the delivery of services to citizens.
Coincidentally, this report has been prepared during the deepest U.S. economic downturn in generations.
Cleveland is not exempt from the impact the current recession has had on local and state government
revenues across the country, and the City projects a significant budget deficit in 2010 if current spending
is not adjusted to match the new revenue reality. Accordingly, this report focuses specifically on the
options the City has to bring spending into balance with revenues next year.
Many of these recommendations will likely be unpopular – in order to live within its new, diminished
means, the City will have to scale back services to which Clevelanders have become accustomed.
Becoming more efficient and effective in the current economy will not just mean eliminating waste, it will
require the City to think creatively about sharing services with its suburban neighbors, changing longstanding assumptions and rules, and even ending some cherished programs for the public. However, the
report also includes a variety of common-sense recommendations for working more effectively and
efficiently that would be appropriate regardless of the larger economic context and the need to reduce
City spending.
The recommendations in this report are meant to be a starting point for preparation of the FY2010 City
budget and for discussions about how to meet continuing financial challenges into 2011 and 2012. They
are not limited by instances where local or state law might have to be changed, especially given the work
the Jackson Administration and City Council have completed to make necessary legislative changes to
enact OETF initiatives. Also, in some sections different options are provided for service alternatives, and
might be mutually exclusive. It is assumed that the City will not choose to implement all of these
recommendations, but it is also clear that these or some similar initiatives will have to be enacted to
balance the City’s budget. Accordingly, the recommendations are far-reaching.
While there are some recommendations that touch on different City funds, the focus of the report is on the
City’s General Fund operating budget, and departments and divisions in that rely on the General Fund or
grants for support (subsequent reports will focus specifically on the City’s utilities and airport). Finally, in
most cases, estimates of savings are based on the 2009 budget, meaning that potential savings or costs
in 2010 and subsequent years might be slightly different once possible growth factors are applied. In
general, cost estimates are conservative, providing potential additional incremental savings.
The consultant team appreciates the cooperation, time and support it has received from staff in
departments and divisions across the government of the City of Cleveland, and from the day-to-day
project sponsors in the Finance Department.
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Overview of Findings & Recommendations
The City of Cleveland is one of the largest municipal governments in the United States, with a 2009 all
funds expenditure budget of over $1.2 billion, and a General Fund expenditure budget of $541.5 million.
The City provides comprehensive services ranging from public safety – police patrol, fire protection, and
emergency medical transportation – to daily operations from trash collection to recreation activities.
This report includes over 175 recommendations for potential management improvements and costsavings in Cleveland city government. The report is organized by department, with each division covered
in a separate sub-chapter. While the consulting team of local government experts that prepared this
report found a sound, competently-run government, the focus of this document is on areas where the City
can move to the next level, improving service delivery in a new environment of severely-limited revenues.
While the departmental and divisional chapters go into detail about specific operational initiatives, this
section presents the consultant team’s broad findings, providing context for the more detailed suggestions
that follow. The team’s recommendations can be grouped into several areas, including:





Opportunities to improve service delivery and eliminate overlap by reorganizing functions;
Opportunities to change traditional ways of providing services, or to modify or eliminate services;
Opportunities to collect new revenues, or increase collection of existing revenues; and
Opportunities to operate more efficiently and less expensively by modifying the organization,
deployment and compensation/benefit structure of the City’s workforce.

These major themes are discussed in greater detail below.
Reorganize City Agencies to Improve Service Delivery
The current alignment of City departments and divisions is in part related to the City Code and City
Charter, and in part a reflection of the evolution of City operations over years and even decades. The
consultant team found that divisions responsible for front-line service delivery and those with support
responsibilities were grouped together, sometimes leading to overlapping public services and back office
functions.
Accordingly, the report recommends reorganizing operating departments and divisions to align internal
and external services. Specifically, the report recommends creation of a citywide General Services
Department with elements from Parks, Public Service, Finance, and the subsequent combination of
architectural, engineering and property maintenance functions within the new agency. The remaining
front-line agencies would be grouped in Operations Department composed of most non-public safety
citizen service divisions.
The report also suggests institutionalizing the informal practice that limits the number of direct reports to
Finance Director, including grouping of accounting and treasury functions. To further streamline and
focus reporting now that the City is prepared to implement a new financial management system, the team
recommends creation of an independent information technology department headed by a Chief
Information Officer to coordinate, prioritize all major technology initiatives.
In general, the City should work to reduce the number of required approvals for personnel and
procurement transactions, streamlining control processes and shifting central agency focus to increase
on-going monitoring of performance. In combination with the launch of the financial management system
in January, this should allow lower levels of clerical staffing and a greater integration of service-level
reviews with budget and finance monitoring.
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Overview of Findings & Recommendations
Broadly and Consistently Challenge Service Delivery Paradigms
Cleveland provides many services that in other parts of Ohio are delivered by County governments or
non-profit agencies. In addition, many of the services it offers are provided in whole or in part by the
private sector in other jurisdictions around the country.
The City is justifiably proud of its historic focus on providing extensive service to the public, and offering
rewarding public service careers for its residents. However, in the past year the environment has shifted
significantly. First, constrained resources mean that the City will have to make difficult and often painful
choices about the level of services it provides, and in some cases whether it can provide the services at
all. Next, recent court decisions ending the residency requirement for City employees mean that
traditional views of the City as an employer for its residents will change dramatically.
In this environment, the City must review what it provides to residents of and visitors to Cleveland to
identify opportunities where it can:






Collaborate with nearby governments, the County and non-profit service providers to jointly offer
services;
Invite private sector firms and non-profit organizations to make competitive proposals to provide
services, especially in areas where there is a robust non-public market;
Directly contract certain services where the public sector is not the preferred provider;
Transfer County services to the County; and
Reduce or eliminate selected services.

To fill the budget gap facing the City, it simply will not be able to continue with the traditional methods of
service delivery, or even deliver all of the services it has historically provided. While this will require
significant change, it is also an opportunity for the City to identify what services it most prizes and wants
to fund, and what services it can no longer offer.
The City should also continue its shift toward using an evidenced-based approach when making budget
and policy decisions, something that should become easier once the new financial system is launched in
January. In particular, the consultant team found that many divisions had good ideas for service
improvement, but some required significant investment to implement, and others might be more efficiently
provided by the private sector. The City should thoroughly investigate all options for service provision.
Consider New Revenue Sources; Aggressively Collect Revenues
The City’s largest revenue sources – the income tax, property tax, and state funding – are declining and
unlikely to return to recent historical levels for some time.
In the current economic environment,
however, tax increases are anathema. While the City cannot solve its budget issues with revenues alone,
there are a variety of areas where it can charge for services to recoup costs and move costs to service
users. The City can also more aggressively collect outstanding sums owed it.
Address Workforce Issues
No municipal government can operate without talented and dedicated workforce that polices and cleans
the streets, protects public health, and provides recreational opportunities every day. At the same time,
given the large portion of the City General Fund budget dedicated to employee salaries and benefits,
Cleveland cannot address its financial challenges by maintaining the status quo with its 9,000 employees.
As noted above, this report recommends eliminating, competing or contracting a variety of City services,
and also suggests greater flexibility for division heads to manage and deploy their workforce. The report
also points out areas where the current City wages and benefits should be modified to more closely
match regional and national norms, and to address the current financial challenges.
Management & Efficiency Study – Cleveland, Ohio
Overview
November 2009
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Overview of Findings & Recommendations
The table below summarizes by functional and thematic area the potential savings from initiatives in this
report; a detailed list may be found in Appendix 1. In the interest of providing the City with multiple
options for filling the 2010 budget gap and achieving further savings in 2011 and beyond, the full range of
initiatives is presented in this report. In some cases, there are varying savings scenarios depending on
what approach the City chooses, and in a few cases savings may be overlapping or mutually exclusive. 1
With some exceptions, savings do not include any growth factor, and most are estimated with a high
degree of conservatism. Many specific initiatives presented in the report include savings identified as “to
be determined” or “not available,” so additional gains are achievable for many of the divisions covered in
the report.

Department/Program Area
Structure of Government
Public Service
Recreation
Public Safety
Finance
Human Services
Urban Planning And Development
Other Departments And Divisions
Revenue
Capital
Workforce & Collective Bargaining
TOTAL

2010
330,000
14,588,801
11,014,686
4,514,495
423,844
1,149,000
5,897,371
3,032,750
32,286,000
725,000
7,615,175
81,577,122

2011
660,000
17,916,609
12,707,434
20,802,958
2,102,540
1,149,000
8,194,454
5,748,500
41,951,000
739,500
10,560,792
122,532,787

Fiscal Impact
2012
2013
660,000
660,000
18,824,094
20,079,037
13,887,061
14,152,244
24,493,018
24,883,078
2,925,697
3,007,416
1,349,000
1,549,000
7,444,454
6,467,454
5,309,250
6,237,000
50,600,000
62,361,000
754,300
769,400
16,157,093
27,060,347
142,403,967
167,225,976

2014
660,000
20,222,637
14,425,057
25,273,128
3,089,005
1,749,000
6,467,454
6,083,750
74,446,000
784,800
30,252,815
183,453,646

Total
2,970,000
91,631,178
66,186,482
99,966,677
11,548,502
6,945,000
34,471,187
26,411,250
261,644,000
3,773,000
91,646,222
697,193,498

The looming financial challenges in Cleveland – and most other American cities – will require a major
change in how local government operates. Government will have to focus more carefully on the most
essential services, no longer providing support in other areas. At the same time, this is an opportunity for
government to show what it does best, and to focus on core services to citizens. These changes can not
only balance the 2010 budget, but create the foundation for a financially stronger Cleveland government
in the future. The consultant team hopes that this report provides a framework and set of ideas that will
help the City move successfully towards these goals.

1

Estimated initiative cost impacts in this table and throughout this report are preliminary and high-level, subject to
change based on City policy decisions, implementation factors, and the likely interplay of initiatives that affect the
same cost centers.
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Structure of Government
Overview
The structure of Cleveland’s municipal government is defined by rules from State of Ohio, City Charter
and City Code; over time, the City has evolved to meet new and changing priorities. As a result, different
departments have divisions performing similar functions, and more than one department provides both
front-line and support services. In addition, smaller departments have evolved, often only loosely linked
to general services and sometimes without full administrative support. This patchwork evolution – typical
of most large organizations and especially governments (given their legal framework) – can lead to
duplication of services, reduced depth and lesser ability to deploy to meet peaks or crises, and confusion
for citizens seeking assistance.
The consultant team was not asked to reorganize all of City government to increase its efficiency.
However, there are a number of key areas where targeted reorganization or realignment can produce
cost savings while maintaining or even improving service delivery. In other cases, alternative service
providers can deliver the same services while lowering City overhead costs and better focusing City
resources.
These initiatives are described in detail throughout this document. However, this chapter outlines some
of the broad themes of the report on the structure of government, and offers several initiatives that are
particularly broad or cut across multiple departments and divisions.
Current Overlap and Misalignment of Services
The City’s internal operating divisions are generally located in the Public Services Department and the
Parks, Recreation and Properties Department. While in some cases the divisions have similar personnel
and specialties used for different purposes, there is significant overlap. Examples of similar services that
are provided in both departments include:
Service Area
Building Maintenance &
Management
Architecture
Small Capital Projects
Solid Waste Collection

Division in Public Service
Engineering & Construction
Architecture
Architecture
Engineering & Construction
Waste Collection

Division in Parks, Recreation
Parks Maintenance & Properties,
Convention Center/Market/Stadium
Research, Planning & Development
Property Management
Research, Planning & Development
Property Management
Parks Maintenance

The overlap of building maintenance functions is likely perpetuating inefficiencies and overlaps in the
deployment of resources for this purpose. For example, as described in this report, responsibility for
routine building maintenance activities like painting conducted by Parks Maintenance & Properties should
be coordinated with more significant renovations like window replacement or roof repairs completed by
the Division of Architecture such that one does not interfere with or cause unnecessary extra expense
from the other. However, because these two activities are conducted by two different divisions in different
departments, confusion and duplication of effort is inevitable even with the best attempts at coordination.
Centralizing these activities in a single Department/Division will minimize this potential.
A slightly different problem has arisen due to cases where service demands have created duplicate
services or there are historical divisions that may no longer be necessary. For example, the Division of
Motor Vehicle Maintenance is responsible for fleet, rolling stock and mechanized equipment. However,
the Streets Division also maintains its own non-motorized rolling stock and Parks Maintenance maintains
its own equipment. Some portion of this overlap appears to be related to customer department
confidence in the timeliness and level of fleet services.
Management & Efficiency Study –Cleveland, Ohio
Structure of Government
November 2009
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Structure of Government
The relatively new Division of Information Technology is responsible for telecommunications, except for a
legacy radio system maintained by the Streets Division. It is not always necessary to dismantle these
parallel systems, but they should be regularly evaluated to see if the conditions that led to them still exist.
Realignment of Internal Services Functions
In Cleveland certain central services are spread across multiple divisions and are generally integrated
into departments that provide service to the public in addition to service to other City departments. For
example, in Public Services the Architecture Division provides internal services and Waste Collection
delivers direct service to the public. In the Parks, Recreation and Properties Division the Recreation
Division works directly with the public while the Property Management Division provides citywide building
services. Further, many of the costs attributable to operating department activity are not separately
budgeted or accounted for in the cost center that drives the expenditure. Therefore, the City cannot
adequately monitor, nor can operating departments manage, the costs related to internal services like
office services and motor vehicle maintenance that are critical to day-to-day operations.
The centralization of internal services offers a municipality the most efficient organizational structure to
monitor support service expenses, administer internal service charge systems to improve accountability
and increase responsiveness of internal service departments to their customers – other City departments.
While not a perfect model, it is widely practices by governments around the country.
Elimination of Functions
The City of Cleveland has a proud history as one of the nation’s largest and most dynamic cities,
providing a wide variety of important services to its residents, businesspeople and visitors. However, as
the City has become smaller, population has spread out across the region, and the services expected of
government have changed; yet the City has maintained some services that have strong private-sector
competition, are no longer needed, or are not core functions of government.
Other parts of this report will discuss opportunities to share services with other levels or government or
adjacent municipalities, or to divest functions to the State or County. In various chapters of the report, the
consultant team has identified services that could be provided by the private sector or non-profits and
should be contracted out or subjected to managed competition.
Here, however, it is important to note that there are functions which the City could eliminate outright,
directing citizens to private sector or non-profit providers and directing limited General Fund revenues to
core functions. These functions are noted throughout this report, and generally include enterprise
functions that have come to require a General Fund subsidy (golf, cemeteries, off-street parking) or that
generate fees but have strong private-sector competition (commercial waste collection).
Distributed Administrative Services
The City of Cleveland has a number of larger departments, most of which have their own administrative
services group. However, smaller departments and individual offices and divisions often have limited
administrative support. Many of these agencies need but do not have a sufficient budget for the full suite
of support services – personnel and human resources, Council liaison, budget, procurement, payroll,
information technology and clerical/administrative.
Earlier this decade, facing a budget challenge, the City of Philadelphia created administrative services
clusters to provide these support functions for groups of small and medium-sized departments. By
bringing together “back office” experts who could serve multiple agencies, the City saved well over
$750,000, mostly in salary and benefits. Cleveland may be able to improve support services at a lower
cost by grouping them into clusters of related departments and divisions.
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Structure of Government
Initiatives
SG01.

Create a General Services Department and Other Clusters
FY2010 Impact: $280,000
Five-year impact: $2.52 million
Many cities have General Services Departments that centralize internal service
departments/divisions. For example, the City of Detroit consolidated Ground Maintenance
sections, Inventory and Stores Management, Fleet and Equipment Maintenance, Building
Operations and Maintenance, Security and Janitorial Services, and Property Management to
streamline operations that were common to different city departments. The consolidation
involved taking core and non-core processes occurring throughout Detroit government and
delivering them through a common service provider thus promoting cost efficiencies in line with
best practices in other U.S. cities, such as Chicago, Los Angeles, and Seattle. Initiative AR01 in
the Division of Architecture chapter has a summary of how other cities organize some of these
services.
Consolidation of Divisions such as Research, Planning, and Development, Property
Management, and Architecture, will help to eliminate duplication of functions, to share physical
resources, increase accountability, distribute work assignments, equipment and facilities
geographically, and increase quality of service delivery through established standards, faster
response times and coordinated activities. Ultimately, through an appropriate feasibility study, the
Division will achieve future cost savings.
The consultant team proposes reorganization of front-line service divisions and internal support
divisions into an Operations Department and a General Services Department. It is also
recommended that other divisions and departments be grouped into clusters to facilitate
efficiency, administrative support (see initiative SG03, below), and overall streamlining. While
some portions of individual divisions may also be moved, and these recommendations are
preliminary, the following groupings are proposed:
General Services Department
 Parks Maintenance & Property
 Property Management
 Architecture
 Engineering & Construction
 Motor Vehicle Maintenance
 Printing & Reproduction
 Other office services, currently scattered
 Remaining Procurement warehouse responsibilities
 Capital Program Office (when created)
Operations Department
 Recreation
 Convention Center/West Side Market/Stadium
 Special Events
 Parking
 Streets
 Waste Collection
Human Services Cluster
 Health
 Aging
 Consumer Affairs
 Community Relations

Management & Efficiency Study –Cleveland, Ohio
Structure of Government
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Structure of Government
Development
 Building & Housing
 City Planning
 Community Development
 Economic Development
 Workforce Development
Within each new Department, individual realignment may also be advisable to achieve full
efficiency and cost savings, and to improve service.
Additional analysis is needed to identify exact cost savings related to this realignment, and some
are already reflected in the Division of Architecture chapter. However, a preliminary projected
savings of over $500,000 per year is projected, based on the assumption that combination of like
functions will allow the elimination of at least ten positions with an average salary of $40,000 and
benefits of 40 percent, with the first year discounted. This number is almost certainly very low,
and further investigation can be completed once specific realignment plans are identified for
costing.
Fiscal Impact
Fiscal Impact

SG02.

FY2010
280,000

FY2011
560,000

FY2012
560,000

Realign Central and Functional Services
FY2010 Impact: NA

FY2013
560,000

FY2014
560,000

Total
$2,520,000

Five-year impact: NA

While there is a rationale behind the duplications of internal services described above, in many
cases they have evolved to address unmet needs from central service providers. Elimination of
overlapping services and their concentration in a single division with strong customer service
level agreements enforced by the Mayor’s Cabinet members would in many cases be preferable.
In some cases this will mean grouping of services still located in separate divisions after the
establishment of the clusters described in SG01.
Areas for focus include moving all fleet and equipment repair to Motor Vehicle Maintenance,
along with the other initiatives in that Division’s chapter; centralization of all telecommunications
in the Information Technology Department; creation of a central GIS unit, perhaps also in IT; and
location of all architects in one division in General Services. Most of these are described in detail
elsewhere in the report, so no separate savings are estimated here.
SG03.

Create Administrative Clusters
FY2010 Impact: $50,000

Five-year impact: $450,000

An administrative services cluster for the human services-related divisions and departments
could be created by uniting support personnel from the Health Department, Aging Department,
and Office of Consumer Affairs, as well as Community Relations/Human Relations. The units
have 220 budgeted City and grant-funded positions in 2009.
A similar cluster could involve the urban planning and development agencies, such as
Economic Development, Community Development, City Planning, and Building & Housing.
These agencies have 340 budgeted positions in 2009, and could be augmented by other
related agencies.
A critical factor in the success of such an initiative is the designation of the strongest existing
divisional staff in key areas – budget, procurement, personnel, Council liaison, payroll and
clerical support – to join the cluster.
Management & Efficiency Study –Cleveland, Ohio
Structure of Government
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Structure of Government
If the City phases in these two administrative clusters in 2010, conservatively-estimated
savings equal to 2.5 administrative positions plus benefits are assumed to be achievable by the
second year.
Fiscal Impact
Fiscal Impact

FY2010
$50,000

FY2011
$100,000

Management & Efficiency Study –Cleveland, Ohio
Structure of Government
November 2009

FY2012
$100,000

FY2013
$100,000

FY2014
$100,000

Total
$450,000
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Intergovernmental
Overview
The midst of an economic downturn is a difficult time for public sector agencies to consider increased
intergovernmental cooperation. Governments struggling with a challenging financial environment have
reduced staff and have limited capacity to analyze joint working options and create political consensus to
implement those options. Citizens want more efficient government, but are more reluctant to give up the
independence that defines their communities. In the Cleveland area, many localities are taking a “wait
and see” approach to potential initiatives involving Cuyahoga County.
At the same time, the situation is ripe for joint working. Despite local government desire for
independence, cost pressures make cooperation unusually appealing to local governments and
authorities. Larger service areas can mean economies of scale, and population trends provide some
governments in the region with excess service capacity.1 Long-term regional success is rooted in greater
cooperation across traditional jurisdictional boundaries.
In the past, the City of Cleveland has had somewhat limited joint working relationships, in part because its
relative size allowed it to generate internal economies of scale. Those areas where it does cross the
City’s boundary tend to be where it provides regional services – drinking water, tax collection – or where
it overlaps with County services – vital statistics. Certain internal functions, such as capital planning,
include non-City local and regional agencies.
This review identified multiple areas where the City should investigate alternatives for intergovernmental
cooperation:


Increasing shared service provision with other Cleveland public agencies, especially the School
District, the utilities, and the RTD;



Providing City services to adjacent jurisdictions, especially given advantages provided by
irregular corporate boundaries and the presence of several much smaller governments;



Regionalization of services in cooperation with suburban neighbors;



Eliminating services that are a State or County responsibility.

While the detailed description of individual alternatives may be found in the departmental and divisional
chapters, specific examples of intergovernmental working mentioned in this report are mentioned below.
Items marked with an asterisk already have some notable level of cooperation.
Shared Services with Cleveland Public Agencies
 Motor Vehicle Maintenance (fuel, pool cars, maintenance)
 GIS*
 Printing
 Market-based revenue alternatives (advertising, licensing)
Providing City services to adjacent jurisdictions
 Fire
 Emergency Medical Services
 Solid Waste Transfer*
 Traffic Signs
 Public Health*
1

Just in the period from 2000 through 2007, the US Census Bureau reports that overall population in the region
declined by 2.4 percent, predominantly from out-migration.
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Intergovernmental
Regional Services
 911
 Golf
 Hotel/Motel Tax Collection
Services that can be transferred to Cuyahoga County or the State of Ohio
 Animal Control
 Corrections
 Aging
 Consumer Affairs
A successful intergovernmental effort principally requires leadership. Given the complex logistical and
political issues involved, initiatives succeed most often when there is agreement – or at least a willingness
to talk – from senior elected officials and policymakers. Therefore, it is recommended that to the extent
that joint working or transfer initiatives are a part of the City’s final plan, that initial outreach to non-City
stakeholders occur as early as possible, and that the City remain open to a variety of alternatives that
may be proposed by other parties.
While some of these project might take time, there are a variety of initiatives that can be taken up
immediately. For example, a joint downtown motor pool or private car share organization jointly with City,
the School District, City enterprise funds, and perhaps downtown federal, state and county offices can be
initiated now. Participation fits with the Mayor’s Green City on a Blue Lake sustainability initiative, and
several of the likely participants are likely to be open to a Mayor’s request to participate. Similarly, the
Mayor could lead related agencies to jointly seek market-based revenues, which will increase with the
addition of more facilities, employees and customers.
It is recommended that the Finance Director or the Chief Administrative Officer designate a specific
individual to catalogue these opportunities, organize the City’s efforts, and serve as a central
clearinghouse for contacts with officials and staff of other agencies and governments.

Other Areas
Of particular focus should be options to share services with the Cleveland Metropolitan School District
(CMSD), since the two bodies serve the same geographic area and face similar revenue and expenditure
challenges. For example, the City of Richmond, Virginia and the Richmond Public Schools recently
funded an audit that found consolidated grounds maintenance functions would save over $400,000
annually after initial technology upgrades. Key areas where the City and CMSD may be able to partner to
share services and facilities to generate savings include:
• Fleet Management – The combination of similar services offered by the Division of Motor Vehicle
Maintenance and the CMSD may generate operational savings in personnel, parts & supplies,
and facilities. While not identical operations, some preventive maintenance and other services
could likely be shared. Over time cross-training of personnel may produce further cost savings
opportunities.
• Joint Purchasing – Cooperative purchasing agreements have created tangible cost savings for
many governments. The larger the purchase the greater the ability to improve pricing and
reduce overall expenses. The City and CMSD should explore joint purchasing on common items
from paper to cleaning supplies that could produce cost savings for both organizations.
• Maintenance – Maintenance functions such as janitorial and grounds maintenance that could be
shared between the City and CMSD where facilities are in the same areas of the city. Janitorial
shared services should generate savings where services are contracted out (due to the benefits
of joint purchasing discussed above) or provided in similar ways (such as the Team Clean
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Intergovernmental
approach noted elsewhere in this report). Grounds maintenance services can be also be shared
when parks and schools are in close proximity, or through contractual agreements.
• Facility Sharing – The City and CMSD could share facilities for recreation programs that require
access to a gymnasium or meeting space. Through effective planning the City and CMSD could
coordinate facility usage to reduce operational (e.g. utility, personnel) costs. These initiatives
could be combined with some facility reduction proposals in the Recreation Division chapter of
this report.
• Health & Human Services – Some governments have had success locating certain health
services such as community-based health clinics within schools. Locating after school programs
or other child care services at school facilities may prove to be a better use of facilities.
In addition to shared services, the City and CMSD could also be partners in approaching Cuyahoga
County to work with the County to address and improve the property tax collection rate as both the City
and the CMSD have a vested interest in increasing current collections.
Overall savings from shared services between the City and CMSD will depend on the scope of the effort.
It is likely that a comprehensive shared services program could yield substantial savings.
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Overview
As with most cities, Cleveland’s revenue structure has evolved over time and includes a variety of tax and
non-tax revenues to support City services. This chapter will consider:








The City’s current General Fund revenue structure;
Its revenue performance over time;
Impact of current economic conditions on City revenues;
Positive and negative aspects of the current revenue structure;
Its future revenue outlook;
Initiatives to strengthen and expand the City’s revenue base.

Current Revenue Structure
Cleveland relies on a diverse mix of revenue sources to provide the resources to fund current operations
and services from its General Fund. The largest component of City General Fund revenues is the income
tax, which produces more than five times the revenue generated by the next largest revenue source. The
City’s other major sources of revenue include property taxes and intergovernmental revenues. Along with
the income tax, these three sources comprise nearly 78 percent of City revenues. The table below shows
the estimated share of revenues by major category.
FY2009 Budgeted General Fund Revenues
Revenue Type
Income Tax
Property Tax
Admission Tax
Parking Tax
Other Local Taxes
Licenses & Permits
Local Government Fund
Other Intergovernmental Revenue
Sales & Charges
Fines & Forfeits
Expenditure Recovery
Other
Total

Amount
($000)
$290,000
$51,301
$11,000
$10,200
$4,842
$11,327
$49,953
$6,814
$20,668
$26,608
$19,740
$9,643
$512,502

% of
Total
57%
10%
2%
2%
1%
2%
10%
1%
4%
5%
4%
2%
100%

Yearly Growth Rates
Since 2005, City General Fund revenues have grown at an average rate of 1.7 percent annually. Over
the past five years, Cleveland has benefitted from regular growth in property tax revenues, income tax
revenues, as well as fines and forfeitures. Other major categories, including intergovernmental revenues
and licenses and permits have exhibited less growth. The following table summarizes the recent historic
performance of the City’s major General Fund revenue categories:
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Negative to Flat Growth
Other Local Taxes

Flat to 2% Annual Growth
Property Taxes

2% or Greater
Annual Growth
Income Tax

Intergovernmental Revenue*

Sales & Charges For Services

Fines & Forfeitures

Licenses & Permits

Expenditure Recovery

Other Revenues

* Intergovernmental revenue includes both the Local Government Fund as well as other
intergovernmental sources.

Cleveland Revenue Sources
As the economy has slowed since 2008, revenue growth in cities across the country has declined
dramatically. A survey of city finance officers conducted by the National League of Cities (NLC)
estimated that nominal 2009 revenues would decline by 0.4 percent.1 Cleveland’s revenue base has also
felt the impact of the recent economic downturn and the City’s 2009 budget forecasted a 2.4 percent
reduction in revenue compared to projected 2008 receipts. The following table details the City’s General
Fund revenue sources over the last five fiscal years.
General Fund Revenues FY2005-FY2009 ($000)
Revenue
Local Taxes
Property Taxes
Income Tax
Admission Tax
Motor Vehicle Lessor Tax
Parking Tax
Other
Total
Licenses & Permits
Licenses & Permits
Intergovernmental Revenue
Local Government Fund
Electric Excise Tax
Cigarette & Liquor 'Tax
Estate Tax
Other
Total
Other Revenue
Sales & Charges For Services
Fines & Forfeitures
Miscellaneous
Transfers In
Expenditure Recovery
Total
Total Revenues

FY2005
Actual

FY2006
Actual

FY2007
Actual

FY2008
Unaudited

FY2009
Budget

$47,475
$260,859
$10,538
$2,878
$9,977
$3,177
$334,906

$47,596
$271,120
$11,531
$3,012
$10,319
$1,113
$344,691

$50,881
$278,873
$13,971
$3,169
$10,720
$2,401
$360,015

$50,118
$290,077
$13,161
$2,786
$10,673
$2,018
$368,834

$51,301
$290,000
$11,000
$2,850
$10,200
$1,992
$367,343

$11,760

$11,785

$11,650

$11,718

$11,327

$55,887
$6,199
$896
$3,366
$0
$66,347

$55,922
$6,044
$770
$2,690
$28
$65,454

$56,178
$6,469
$850
$3,032
$54
$66,583

$53,226
$3,365
$754
$6,151
$0
$63,496

$49,953
$3,100
$714
$3,000
$0
$56,767

$19,940
$15,793
$4,535
$6,833
$18,871
$65,972
$478,985

$19,179
$20,831
$6,681
$125
$21,659
$68,475
$490,407

$20,318
$25,334
$5,330
$6,758
$20,929
$78,669
$516,917

$20,732
$26,775
$3,301
$6,674
$23,146
$80,628
$524,676

$20,668
$26,608
$1,778
$7,865
$19,740
$76,659
$512,096

As described earlier, some City revenue sources have shown strong growth over the past five years,
most notably the income tax that provides over one-half of General Fund revenues. However this growth
has been partially offset by flat growth or declines in some budget categories, some of which also
experienced one-time spikes. The current state of the economy suggests that revenues are likely to
decline in the short run and not return to projected 2008 levels for some time.

1

Michael Pagano & Christopher Hoene. “City Fiscal Conditions in 2009.” National League of Cities. September 2009.
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In order to provide context for the recommendations in this chapter, the following pages provide a brief
description of the City’s General Fund revenue sources by order of magnitude.
c Income Tax
Budgeted to decline by 0.04% in FY2009
FY2009 Revenues

$290,000,000

% of Total Revenues

56.6%

The income tax is a 2.0 percent tax levied against the wages and earnings of individuals who live or work
in the City. It is also levied against the net profits of businesses operating in the City. Receipts from
individuals account for 88.5 percent of the income tax revenues, with businesses contributing the
remaining 11.5 percent. The income tax accounts for over half the City’s General Fund revenues and is
clearly the largest driver of overall revenue growth. The revenue stream is budgeted to decline slightly in
FY2009, although the decline may be greater than projected given continuing weakness in local and
regional employment.
d Property Taxes
Budgeted to grow by 2.4% in FY2009

FY2009 Revenues
% of Total Revenues

$51,301,000
10.0%

Property taxes are levied on all real and business personal property in the City of Cleveland. Properties
in Cuyahoga County were reassessed in 2006; by statue, real property must be reassessed at least once
every six years. The City’s total assessed property value was $6.1 billion in FY2008.2 The following
table details the property tax levy by governmental entity within the City:
Cleveland Property Taxes – FY2008
Millage per $1,000 of Assessed Valuation
Millage

Residential

Commercial

City Operating

$7.75

$7.75

City Fire Pension

$0.30

$0.30

City Police Pension

$0.30

$0.30

City Debt

$4.35

$4.35

City School District

$29.08

$44.66

County

$12.66

$12.82

Special Districts

$10.33

$10.84

Total

$41.78

$57.36

While property taxes historically have been resistant to economic downturns, recently many cities across
the country have experienced real declines in property tax revenue due to the weak condition of the
housing market. As of April 2009, the State of Ohio has experienced a decline in home prices, placing
the state in the bottom quartile of home price growth with a decline of 12 percent.3 In addition to declining
home values, the City has faced challenges due to real estate speculation that have been partially

2

City of Cleveland 2008 CAFR, page S13, S15.

3

PMI Group. “The Housing Mortgage Market Review.” April 2009.
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responsible for a continuing decline in the rate of property tax collections. In the past decade, collections
have decreased about 1.2 percent per year. Given the state of the housing market in northeastern Ohio
and the collections challenges, the City may be hard-pressed to see property tax growth in the near future
in line with historical averages.
eIntergovernmental Revenue: Local Government Fund
Budgeted to decline by 6.1% in FY2009

FY2009 Revenues
% of Total Revenues

$49,953,00
0
9.8%

The City receives substantial revenues each year from the Local Government Fund (LGF), which
historically provided county governments and their constituent municipalities with a share of State
revenues from sales, income, and other taxes. In FY2008 the state made changes to the LGF in an
attempt to create a more stable revenue source. The new state legislation designated the LGF would be
funded by 3.68 percent of total state General Fund tax revenues. In addition the state legislation
guaranteed that each county would receive at least what it received in 2007 and any remaining funds
would be distributed to the counties based on their proportion of population. These changes will likely
preserve an important revenue source for the City over the long term; however, the current decline in
state tax revenues will have a negative impact on the City’s share of the LGF in the current fiscal year.
f Fines & Forfeitures
Budgeted to decline by 0.6% in FY2009

FY2009 Revenues
% of Total Revenues

$26,608,00
0
5.2%

Revenues generated from fines and forfeitures are used as general operating funds for the City. The
table below shows that, until recently, this revenue source had shown significant increases due primarily
to the City’s red-light camera program.
Fines and Forfeitures Annual Growth
FY2005-06
FY2006-07
FY2007-08
FY2008-09
31.9%
21.6%
5.7%
-0.6%
The overall trend in fines and forfeitures is consistent with other nationwide cities that have instituted redlight camera programs. Going forward, there are three main ways to increase future revenues: increase
the level of fines, increase enforcement, or improve collection rates.
g Sales & Charges for Services
Budgeted to decline by 0.3% in FY2009

FY2009 Revenues
% of Total Revenues

$20,668,00
0
4.0%

Sales and charges for services include departmental revenues such as permit fees and charges for
services from City departments. Overall revenues have tended to fluctuate over time, but have
consistently generated approximately $20 million over the past five years. Charges for services have
been an increased area of focus for municipal governments nationwide, 45 percent of city finance officers
recently reported increasing their city’s level of fees and charges and 27 percent reported increasing the
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number of fees.4 Increasing user charges to the full cost of providing services by the City will increase
revenues.
h Expenditure Recovery
Budgeted to declines by 14.7% in FY2009

$19,740,00
0
3.9%

FY2009 Revenues
% of Total Revenues

Expenditure recovery revenues are reimbursed costs for city-provided services including telephone,
printing, and other services. The revenue generated will be dependent on the City’s policy regarding
charges for these services.
i Licenses & Permits
Budgeted to decline by 3.3% in FY2009

$11,327,00
0
2.2%

FY2009 Revenues
% of Total Revenues

Since 2005, Cleveland has averaged over $11.5 million in revenues from licenses and permits. This
revenue stream typically fluctuates based on the economy, especially the demand for construction and
building permits. Increasing the costs of licenses and permits as well as increasing the collection rates
would have a positive impact on the performance of this revenue source.
Other Revenue Sources
Revenue Source

Description

Other Local Taxes

Other local taxes include; admission, parking, and motor vehicle lessor taxes. Together
they account for just over 5.0 percent of the FY2009 budgeted revenues.

Other
Intergovernmental
Revenues

Other intergovernmental revenues consists of three separate taxes; electric excise tax,
cigarette & liquor tax, and estate tax. In total, these sources account for just over 1.3
percent of FY2009 revenues.

Other Revenues

The other revenues category is comprised of transfers in as well as miscellaneous
revenues. These two sources total nearly 2.0 percent of total City revenues in FY2009.

Current Economic Conditions and Impact on Cleveland
The current recession has had a significant impact on the fiscal outlook of cities nationwide. The sharp
downturn has forced municipalities to confront budget challenges that have been intensified by declines
in key economically sensitive revenue streams as well as demand for increased services and increasing
costs in areas such as healthcare and pensions. Earlier this year, this confluence of events led Moody’s
Investors Service to assign a negative outlook to the U.S. local government sector for the first time in
history.5
The graphic below shows Cleveland’s initial FY2009 budget gap in comparison to other major cities
around the country. While the City’s gap was significant and will require drastic changes in the City’s
future budgets, it was on the lower end of the comparison cities in the survey.
4

Michael Pagano & Christopher Hoene. “City Fiscal Conditions in 2009.” National League of Cities. September 2009.

5

Eric Hoffmann. “Moody’s Assigns Negative Outlook to U.S. Local Government Sector.” April 2009.
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City

Budget Gap

Detroit

300,000,000

Columbus

114,000,000

Phoenix

201,000,000

Kansas City

769,000,000

Los Angeles

528,720,000

Philadelphia

20%
18%
17%

87,100,000

Chicago

New York

Gap as a Percentage of General Fund

15%
13%
12%

6,600,000,000

11%

428,000,000

11%

Atlanta

56,000,000

10%

Cleveland

50,000,000

10%

St. Louis

30,000,000

Boston

7%

140,000,000

6%

Baltimore

65,000,000

5%

Seattle

44,300,000

5%
0%

5%

10%

15%

20%

25%

Source: Adapted from Claire Shubik. “Tough Decisions and Limited Options: How
Philadelphia and Other Cities are Balancing Budgets in a Time of Recession.” The Pew
Charitable Trusts. May 18, 2009.

Since 1985, the NLC has conducted an annual survey of city finance officers regarding the fiscal
condition of cities. In the NLC’s spring-summer 2009 survey, 88 percent of city finance officers predicted
that their cities will be less able to meet needs, the most negative assessment of city fiscal conditions
offered in the history of the survey.6
As with its peers, the City of Cleveland has felt the impact of the decline in the economy. City
unemployment increased from 9.1 percent in June 2008 to 12.2 percent in June 2009,7 economically
sensitive revenue streams such as income tax have weakened from historical growth rates and are now
projected to show no growth or decline in the current fiscal year. It is clear the current economy will
squeeze City resources from all angles in the near future and make it more difficult to fund critical
services.
In addition, local government finances tend to lag the overall economy, thus deteriorating economic
conditions will be felt by cities through 2009 and likely through most of 2010. In each of the last three
recessions, growth in local government receipts have trailed growth in expenditures and continued to do
so for one to two years following the end of the recession. The following chart details this trend:

6

Michael Pagano & Christopher Hoene. “City Fiscal Conditions in 2009.” National League of Cities. September 2009.

7

Bureau of Labor Statistics, Local Area Unemployment Statistics
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Evaluation of Strengths and Weaknesses of Cleveland’s Revenue Structure
Cleveland’s revenue structure possesses some significant strengths:


The City is the hub of a diverse regional economy with four primary sectors – education and
health services; professional and business services; trade, transportation and utilities; and
manufacturing – each comprising at least 10 percent of the area’s employment base.8



Cleveland is home to both large stable employers such as the Cleveland Clinic and University
Hospitals of Cleveland, and to private companies such as Progressive, which have increased
employment in Cleveland over the past ten years.



The City’s income tax and to a lesser extent its admission and parking taxes allow the City to
import revenue from non-residents who visit or work in the City and consume public services.

These positive aspects are in part offset by other factors:

8



The City is heavily reliant on the income tax. Cleveland generates more than five times as much
revenue from the income tax as it does from any other single revenue stream. In general, overreliance on any one revenue source will magnify its weaknesses, and the income tax is no
different. The income tax is also sensitive to economic downturns, including the current
recession. This can put the City in a difficult financial position when the economy weakens.



The City is constrained in its ability to increase another major source of revenue, the property tax.
Increases in the property tax are subject to popular vote by City residents, making it difficult to
secure additional revenue through the property tax. In addition, in the current economic climate,
real estate tax collections are challenged.

Bureau of Labor Statistics Quarterly Census of Employment and Wages, 2008 annual figures for Cuyahoga County, Ohio.
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Future Outlook for Cleveland Revenue
Most of the impacts reflected in the NLC survey relate to the current economic recession. However, there
are other factors, economic and demographic, that have had a negative impacted on many city budgets
for a number of years. Absent changes in city revenue structures, they should be expected to continue.
First, the nation as a whole is getting older. In 1980, the median age of the United States population was
30.0 years; in 2007, it was 36.6 years. As the following chart shows, older population cohorts spend less
of their income on taxable goods, which is a reasonable predictor of overall government revenue
collections:
Sales Tax Revenue Profile by Age, 2007

Source: U.S. Bureau of Labor Statistics

Cities also tend to have lower household incomes than their suburban counterparts, which can impact
overall revenue performance. For example, Cleveland’s median household income in 2007 was $28,512
compared with $46,597 for the state of Ohio.9 However, local governments also have the ability to create
a sustainable revenue structure by making adjustments that will produce a more resilient local economy.
The following have been cited as useful strategies as for a City seeking to improve its revenue structure:
10

9



Develop a Strategic Plan that objectively assesses the impact of local taxes and fees on the
economy;



Avoid Tax Favors that significantly interfere with the market. A well articulated plan that details
when and how tax incentives are used is critical;



Diversify the Tax Base through the use of several broad-based tax sources;



Increase Use of Service Charges which reach beneficiaries of local services who may
otherwise escape taxation and fund services directly from those who use them;



Limit Nuisance Taxes which in some cases are difficult to administer and yield insignificant
revenue;

US Census Bureau. 2007 American Community Survey.

10

Robert Bland. A Revenue Guide for Local Government. Second Edition. ICMA.
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Promote Revenue Self Sufficiency so that a revenue structure is not overly dependent on
intergovernmental or grant revenues.

Given this context, the remainder of this chapter will focus on a variety of ways in which the City of
Cleveland can increase its revenues, either by adding new sources of revenue or by modifying or
improving collections of existing revenue sources.

Initiatives
RE01.

Increase Use of Service Charges/Conduct a Comprehensive Fee Study
FY2010 Impact: $3.5 million
Five-year impact: $54.7 million
With increasing citizen resistance to raising broad-based general levies like the income and
property taxes, many local governments have responded by making service charges a larger
portion of their overall revenue portfolio. Cleveland currently obtains 11.4 percent of General
Fund revenues from service charges,11 trailing Midwestern cities of comparable size like
Minneapolis (19.1 percent) and Kansas City (15.4 percent), and best practice cities like
Portland, which receives 25.9 percent of General Fund revenues from service charges.
The current economic situation is leading many city finance officials to raise existing fees or
consider new fees, as detailed in the most recent NLC survey.12 This approach is consistent
with best practices and a more general goal of revenue diversity and linking services with
users. In many cases residents prefer this approach, as it is consistent with the sentiment that
residents want to have greater control over what government services they are willing to pay
for.
Discussions with City of Cleveland staff revealed that many City fees are not typically adjusted
on a regular basis. While there may be certain charges for services or fines that are set by
state statute and would be more difficult to adjust, many are at local discretion. The City’s
service charges do not appear to have kept pace over time and have great potential to be a
more robust revenue stream for the City. In fact, the licenses and permits and sales and
charges for service categories have combined to increase by a total of only 0.9 percent since
FY2005. In contrast, growth in the U.S. cities annual average Consumer Price Interest from
2004 to 2008 was almost 14 percent.
The primary driver of growth in Cleveland’s service charges in recent years has been the redlight camera program, which appears to have reached the point where the increase will slow or
revenue may even begin to decrease as motorists change their habits. In addition, the City
charges no fees for many recreation services, a significant source of revenue in other cities
even when modest amounts are charged and focused on those with an ability to pay or nonresidents.
One method that cities have undertaken to maintain adequate and sustainable cost recovery is
conducting regular fee studies to review applicable cost recovery and cost of service policies.
Fee studies have the potential to identify areas where a jurisdiction is not covering its cost of
providing services, and provide different approaches to properly structure fees on an ongoing
basis so that consumers of services are informed about periodic future changes. In concert
with this approach, some cities have also indexed fees for inflation during periods between
more comprehensive reviews, or adjust them in accordance with fee changes in adjacent
jurisdictions providing similar services.

11
12

Service charges in this context are licenses and permits, fines & forfeitures, and sales and charges for services.
Michael Pagano & Christopher Hoene. “City Fiscal Conditions in 2009.” National League of Cities. September 2009.

Management & Efficiency Study – Cleveland, Ohio
Revenue
November 2009

Page 31

Revenue
It is typical that cities develop fee policies to identify services where 100 percent of costs
should be borne by the user, those where a partial cost recovery is appropriate, and those
areas where the community desires to provide a service without cost. Within this context, a fee
study identifies the full cost of service, inflation rates since the prior fee adjustment, and/or
rates in other nearby jurisdictions. In 2008 the City of Baltimore conducted a partial fee
analysis covering fees related to services provide by seven agencies, including Police, Fire and
Health. The City completed an activity-based costing analysis for selected fees, collected
regional comparable rates, and developed the cost for public safety responses to vacant and
abandoned properties. This partial fee analysis generated $4.9 million in potential recurring
incremental annual fee revenue from adjustments to existing fees and new fees.
If the City of Cleveland were to conduct a comprehensive fee study it would likely have a multimillion dollar impact on the City’s revenue base. Alternatively, the City could elect to maintain a
policy that service charges be maintained at a level so that they equal 15 percent of General
Fund revenues in order to reflect the likely effect of inflation on non-camera-related revenues
over the past several years. Based on FY2009 budgeted revenues this would eventually
generate $18.2 million in additional revenue annually.
Fiscal Impact
Fiscal Impact

RE02.

FY2010
$3,500,000

FY2011
$7,000,000

FY2012
$11,000,000

FY2013
$15,000,000

FY2014
$18,200,000

Total
$54,700,000

Institute Ownership Payments from the Division of Water and Cleveland Public Power
FY2010 Impact: $22.2 million
Five-year impact: $117.8 million
The City owns multiple public utilities that function as enterprise funds or self-supporting
entities. Among these are the Division of Water (CWD) and Cleveland Public Power (CPP).
These two utilities generated over $392.9 million in revenues in FY2007 and are budgeted to
produce $443.7 million in the current fiscal year. It is common practice across the country for
city-owned utilities such as these to pay the City an annual payment as a return on investment
(ROI), similar to the dividend to shareholders the utilities would pay if they were private
companies. In some cities this is accomplished by applying a franchise tax to the gross
receipts of the utility, or to individual utility bills. While this approach may not be applicable to
Cleveland, a payment in lieu of taxes (PILOT) to the City as a ROI would accomplish the same
result and provide the City with a new source of revenue to fund critical service needs in the
upcoming budget.
Another positive benefit of a PILOT payment is the revenue source is essentially based on a
charge for service and would shift the City’s revenue structure towards relying on services
provided directly to citizens. Additionally, the CWD also supplies water to over 70
municipalities throughout metropolitan Cleveland, so this approach shares the burden of the
City’s provision of a significant regional utility service.
In its 2009 Public Power Peer Study, FitchRatings compiled financial ratios for retail public
power systems in the United States. For systems with senior debt rated A or A-, the
percentage of General Fund revenue comprised by utility transfers ranged from zero to 8.8
13
percent. Of the 16 utilities with a transfer greater than zero, the average was 4.3 percent.
An ROI of five percent of budgeted FY2009 revenues would generate $22.2 million from the
Division of Water and Cleveland Public Power utilities; this amount is projected to grow by
three percent each year in the future.

13

U.S. Public Power Peer Study, June 2009, Fitch Ratings, page 27-8.
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Fiscal Impact
Fiscal Impact

RE03.

FY2010
$22,187,000

FY2011
$22,853,000

FY2012
$23,539,000

FY2013
$24,245,000

FY2014
$24,972,000

Total
$117,796,000

Consider the Adoption of a PILOT Program for Select Tax-Exempt Institutions
FY2010 Impact: $0
Five-year impact: $10.0 million
Another form of PILOTs are payments to a local government from entities that are normally
exempt from other taxes, particularly property taxes. They are most commonly made by
nonprofit organizations, such as universities, hospitals, and foundations. A significant portion
of Cleveland’s land area is occupied by tax-exempt organizations, including universities, large
health systems, and local, county, state, and federal government agencies.
Comparison of Tax Exempt Property Value – FY2008
Tax Exempt
Property Value
Cleveland1
St. Louis3
Baltimore
Knoxville
Minneapolis2,3
Pittsburgh
Average

$1,283,851,000
$9,818,578,020
$213,839,000
$8,465,785,000
$7,777,749,000
$6,568,987,755

Total Property
Value
$6,114,332,281
$5,841,034,000
$36,451,265,431
$9,844,269,000
$45,562,351,000
$21,032,626,000
$28,222,627,858

Tax Exempt %
of Total
Property Value
22.0%
26.9%
2.2%
18.6%
37.0%
21.2%

1

Estimated actual value
FY2007
3
Includes personal property
2

As large property owners and major regional employers, tax-exempt organizations have a
significant stake in the current and future operations of the City. For nationally prominent
universities and hospitals to attract quality faculty, staff, and students, the City has to be
considered an attractive place to live and work. At the same time, these facilities and their
faculty, staff, and students consume significant City services. Many cities around the country
have partnered with their local non-profit organizations to create some type of program that
provides annual payments to the City. The cities of Boston and Cambridge in Massachusetts;
Madison, Wisconsin; Pittsburgh, Pennsylvania; and Providence, Rhode Island all have PILOT
agreements.
The revenue generation potential from individually negotiated PILOT agreements with the
City’s tax-exempt entities would be a function of the number and size of the tax-exempt entities
within Cleveland, how many of those entities would be willing to enter into a PILOT agreement
with the City, and the size and structure of each entity’s payment obligation to the City. The
following table is a survey of what some national cities have been able to generate through
similar PILOT agreements with large tax-exempt organizations.
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Comparable PILOT Agreements

Baltimore
Boston
Madison
Minneapolis
Norfolk
Omaha
Providence
Pittsburgh
AVERAGE

% of GF
Revenues

Total
PILOTs

0.43%
0.60%
8.90%
0.12%
0.43%
2.23%
0.90%
0.99%
1.83%

$5,606,000
$14,400,000
$6,200,000
$427,229
$3,476,967
$5,988,700
$3,800,000
$4,316,000
$5,526,862

Notes: 1) All data is from FY2008 except Madison which is
FY2009. 2) In cases where these cities receive PILOT
payments from city-owned utility enterprises those funds are
not included above.

In instances where these agreements are negotiated, the amount of the annual payments can
be determined by various methods including flat annual payments, payments based on the
estimated property value and the current millage rates, or adjusted property valuation, which is
the most common structure for agreements. Many of these agreements also provide an annual
increase for inflation during the PILOT agreement’s term. While each agreement is structured
differently, the final settlement is the result of negotiations between the City and the
organizations.
To minimize further erosion of the property tax base from the growth and expansion of nonprofit
institutions, the City should consider special agreements with new or expanding nonprofits to
gradually phase out tax payments on properties transferred from taxable entities to these
institutions. Continued tax payments by these institutions could be considered as part of any
PILOT agreement. This can reduce the immediate loss of revenue from these property
transfers, which often has a negative effect on annual property tax revenues.
Based on the number of nonprofit institutions in the City and revenue yields from comparable
cities, a reasonable target for PILOT agreements with non-profit entities in the City of
Cleveland, after creation of a city-wide program, would be one percent of General Fund
revenues, approximately $5.0 million per year. This initiative assumes that the program will
require agreements with several institutions and be phased in over four years.
Fiscal Impact
Fiscal Impact

RE04.

FY2010
$0

FY2011
$500,000

FY2012
$1,500,000

FY2013
$3,000,000

FY2014
$5,000,000

Total
$10,000,000

Explore Additional Non-Tax Revenue through an MBRO Agreement
FY2010 Impact: $0
Five-year impact: $10.6 million
Many jurisdictions around the country have entered into marketing, concessions, advertising,
and sponsorship agreements – known as market based revenue opportunities (MBRO) – to
generate ancillary revenues from municipal assets such as real estate and facilities. While it is
important for MBRO programs to operate within locally-established policy guidelines to limit
excessive commercialization and remain consistent with community values, these initiatives
can yield multimillion dollar revenues in the aggregate. Efforts nationally have included “street
furniture” programs (benches, bus shelters, signage) subsidized by limited advertising, naming
rights for major facilities and events, pouring and concession rights in public facilities, and other
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indoor and outdoor advertising, as well as strategic leasing for infrastructure such as
communications hardware on public buildings.
There are several benefits to MBROs:



Cost Avoidance. As an example, street furniture programs can enable a city to avoid
installation and maintenance costs for public amenities, such as bus shelters.



Revenue. With most outdoor and indoor advertising programs, the city receives some
appreciable percentage of the advertising revenue. For corporate partnerships (i.e.,
public/private partnerships, exclusivity agreements, etc.).



Non-Monetized Benefits. For street furniture programs in general, there is a benefit
to having benches, bus shelters, kiosks, and newspaper corrals that are clean, well
maintained, and aesthetically pleasing.



Administrative Burden Reduction. Vendors typically administer market-based
revenue initiative programs. While contracts are managed by City staff, the “hands
free” nature of the programs keeps oversight responsibilities (and commensurate
costs) to a minimum.

The City could pursue a request for proposals (RFP) process to select a broker to help identify
potential City assets for an MBRO program, assist with establishment of a policy framework,
and market approved opportunities. While the City can also pursue individual opportunities
with in-house staff, outside brokers can often identify opportunities government is not aware of,
and package multiple deals to achieve higher revenues.
As a general rule, municipalities can expect one to two percent of City General Fund revenues
once an MBRO program is fully implemented. Using a conservative estimate of one percent of
revenues based on the FY2009 General Fund budget, revenue potential for Cleveland once
fully implemented could reach $5.1 million annually. Recognizing that recent weakness in the
market may make shorter-term, less lucrative options desirable until the economy rebounds,
the estimate is phased in over four years.
Fiscal Impact
Fiscal Impact

FY2010
$01

FY2011
$1,000,000

FY2012
$1,500,000

FY2013
$3,000,000

FY2014
$5,100,000

Total
$10,600,000

1

Depending on City preferences, it may be possible to negotiate the payment of a portion of multi-year
concessions in the first year to address current budget challenges.

RE05.

Increased Enforcement of Income and Property Taxes
FY2010 Impact: $1.6 million
Five-year impact: $43.0 million
As an alternative to increasing current taxes, or creating new revenue streams, some
municipalities have been able to significantly supplement their revenue base through increased
enforcement efforts to ensure the jurisdiction is receiving the tax revenues it is legally entitled to
collect. In Cleveland any increased enforcement program should be targeted at two of the
City’s largest revenue sources, the income tax and the property tax. However, the situation is
complicated by the fact that the City does not directly control the collection of either revenue
source.
The City of Cleveland enacted its income tax in 1966. The tax is collected by the Central
Collection Agency (CCA), which operates under oversight from the City and an Executive
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Board. The CCA also provides similar income tax collection services to 50 other municipalities
throughout Ohio. CCA does have its own system called the Municipal Income Tax Information
System (MITIS) that provides tax enforcement information. While there are not obvious flaws in
the CCA’s data or system, the current budgetary environment makes it necessary that the City
receive data or reports that detail how successful CCA is collecting all appropriate income tax
revenues. Specifically, the CCA should provide the City with data that show how well it is
identifying and collecting income tax payments from delinquent filers and temporary contract
employees who are obligated to pay the City’s income tax while working in Cleveland.
The City’s property tax revenue is collected by Cuyahoga County. Historically the County has
not collected a high percentage of the City’s property tax revenue as shown by the following
chart.
City of Cleveland Historical Property Tax Collection

Source: City of Cleveland 2008 CAFR

The overall trend for property tax collection has not been positive. In 2008, the City collected
61.8 percent of the current property tax revenue it was due, meaning the City collected less in
current property tax collections in 2008 than it did in 2001, even though the total tax levy was
over $13 million more in 2008. The City must establish a partnership with the County to reduce
the long-term trend in the performance of property tax collections. If the City were able to
reverse this trend it would immediately yield additional revenue growth without growing the tax
burden on its residents.
If the City were able to increase income tax payments by one percent and raise the percentage
of property tax revenue collected to 80 percent over the next five years it could generate nearly
$16 million in additional revenue by FY2014.
Fiscal Impact
Fiscal Impact

RE06.

FY2010
$1,593,000

FY2011
$5,575,000

FY2012
$7,965,000

Impose a Real Estate Transfer Tax
FY2010 Impact: $1.8 million

FY2013
$11,947,000

FY2014
$15,930,000

Total
$43,010,000

Five-year impact: $9.0 million

Real estate transfer taxes are levied on the purchase price of a sold property, often associated
with covering the cost of deed transfer processing and recording. The tax can be imposed on
either the buyer or the seller. Most often, it takes the form of an ad valorem tax on the value of
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the property transferred; however some cities use a flat registration fee. The tax can be levied
at graduated rates varying with the range of the sale price or with the length of time of holding,
which can be used to discourage speculative sales and purchases. Most commonly,
residential properties are subject to the tax, however in many cases, commercial, industrial,
and vacant properties are subject to the tax as well.
Although the tax provides a new source of funding, it may also impact the real estate market by
increasing the property purchase price. This may be balanced by its tendency to discourage
real estate speculation and frequent turnover of properties; reducing this speculation can have
a stabilizing effect on home prices and property values in certain areas.
Imposition of a real estate transfer tax in Cleveland would provide an effective way to capture
the value of property value increases and provide some disincentive for quick real estate
property “flips.” Revenue is dependent on the amount of real estate sales activity. A significant
upswing or downswing in the City housing market could have an appreciable effect on
collections, yet the long–term stability of the tax is ultimately tied to City property values. As
demand for housing is unlikely to be affected by such a small levy, the real estate market is not
likely to be materially impacted.
Based on collections realized by comparable cities with such a tax, it is estimated that a 0.4
percent City real estate transfer tax on residential property sales would generate in the range of
$1.8 million annually. Imposing the tax on commercial and industrial property sales would also
likely generate significant additional revenue. The estimate assumes that revenues would grow
by 1.0 percent in subsequent years.
Fiscal Impact
Fiscal Impact

RE07.

FY2010
$1,764,000

FY2011
$1,781,000

FY2012
$1,799,000

Consider Approval of a Restaurant Tax
FY2010 Impact: $2.2 million

FY2013
$1,817,000

FY2014
$1,835,000

Total
$8,996,000

Five-year impact: $11.5 million

Currently, Cleveland does not tax the gross receipts of dining establishments. The restaurant
tax presents a unique opportunity to solicit additional contributions to the cost of city services
from visitors and nonresidents enjoying meals in the City. The tax would be in addition to the
current sales tax that is applied to all restaurant meals. The following table shows a brief
survey of other nationwide cities with a restaurant tax.
Comparison of Restaurant Tax Rates
City
St. Louis
Minneapolis*
Norfolk

Restaurant Tax Rate
1.5%
3.0%
6.5%

*Minneapolis’s tax is only applicable in downtown restaurants

As demand for restaurant meals tends to be elastic, the burden of the tax would tend to fall on
the City’s restaurant owners, and there would be a reduction in the number of restaurant meals
served. One option would be to limit the increase to downtown only, perhaps aligned with
current business or community improvement districts, as is done in Minneapolis. Restaurant
demand downtown is more likely to be inelastic, due to its status as a hub for tourist and
business activity. In addition, tourists, business travelers, and convention attendees are less
likely to view leaving the City for restaurant alternatives as a viable option.
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Based on data on total sales at food establishments from the Economic Census completed by
the U.S. Census Bureau, a one percent additional tax on full-service (“sit-down”) restaurant
meals would generate approximately $2.2 million annually. An extension of the tax to a wider
range of establishments would generate additional revenues. The estimate of potential
revenue from this initiative is flat in 2011, and then grows by two percent in subsequent years.
Fiscal Impact
FY2010
$2,242,000

Fiscal Impact

RE08.

FY2011
$2,242,000

FY2012
$2,287,000

FY2013
$2,332,000

FY2014
$2,379,000

Total
$11,482,000

Pursue an Additional Local Option Hotel/Motel Tax
FY2010 Impact: $1.0 million
Five-year impact: $5.1 million
The City currently has a three percent local option dedicated hotel/motel tax. Similar to the
restaurant tax, a hotel/motel tax allows the City to predominantly generate additional revenue
from non-residents who visit the City for entertainment, cultural, or business reasons. An
additional local option tax on hotel/motel rooms would allow the City to recover the cost
associated with City services used by visitors. If desired, revenues generated through the
increased local option hotel/motel tax could be dedicated to downtown public infrastructure or
other services that would benefit hotel/motel patrons. The following table shows Cleveland’s
hotel/motel rate in comparison to other cities nationally.
Comparison of Total Hotel/Motel Tax Rates
City
Cleveland
Cincinnati
Columbus
St. Louis
Minneapolis
Omaha
Pittsburgh
Kansas City
Knoxville

Hotel/Motel Tax Rate
15.25%
17.00%
16.75%
15.49%
13.15%
16.48%
14.00%
$15.20% +$1.50
17.30%

Cleveland’s current hotel/motel tax rate is in the mid-range of the comparable cities. As an
alternative to actually raising the current rate, the City could attempt to add a fixed, per night
fee on hotel/motel stays. Kansas City recently adopted this structure to help pay for
renovations to its professional sports facilities. Based on comparable revenue estimates, an
increase of 0.75 percent in the local option would generate approximately $1.0 million annually,
with no growth in 2011 and one percent annually in subsequent years.
Fiscal Impact
Fiscal Impact

FY2010
$1,000,000

FY2011
$1,000,000

FY2012
$1,010,000

FY2013
$1,020,000

FY2014
$1,030,000

Total
$5,060,000

Other
Numerous additional initiatives in chapters throughout this study recommend changes to enhance City
revenues, especially in the area of fees and charges.
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Overview
The construction and maintenance of public infrastructure is one of the primary responsibilities of the City
of Cleveland. Capital planning that builds and preserves sound transportation, neighborhood
infrastructure, and technology systems along with citywide facilities and major equipment serves as the
physical foundation for public services, as well as a key component of potential future community growth
and economic development.
A comprehensive Capital Improvement Plan (CIP) is a foundation from which to build and invest in the
highest priority capital needs of the City, and is especially important for prioritizing limited resources
during periods of financial challenge. The City took an important step in this area when the Mayor
reinstated the Five Year CIP in 2007, Cleveland’s first CIP in over 15 years. In addition, the City’s CIP is
integrated with long-range planning through the Connecting Cleveland 2020 Citywide Plan. Cleveland
has also recently issued an RFP to contract with a firm to assist in the creation and ongoing management
and operation of a centralized Capital Project Planning Office (CPPO) within the Office of the Mayor.
Sources of Capital Funding
Cleveland’s capital program is funded by a variety of local, state, federal, and other sources dependent
on a range of factors. The two primary methods of local funding are General Obligation (GO) bonds and
the City’s Restricted Income Tax (RIT). The RIT was established in 1981 and receives one-ninth of the
City’s income tax collections, which are dedicated exclusively to capital improvements and debt service.
The table below shows the City’s projected funding for capital projects over the next five years.
Cleveland Capital Funding FY2009-FY2013
Funding Source
FY2009
FY2010
FY2011
FY2012
FY2013
Total
Cleveland Cuyahoga County Port Authority
1,332,500
1,332,500
Core Cities Funding
4,100,000
4,100,000
Cuyahoga County Funds
5,001,000
5,001,000
Enterprise Funds
130,096,849 228,899,667 208,683,667 106,586,667 95,126,000 769,392,850
Federal Community Development Block Grants
750,000
750,000
Federal Congressional Earmark
1,246,000
4,560,920
5,806,920
Federal Neighborhood Stabilization Program
9,380,000
4,690,000
14,070,000
Federal Safe Accountable Flexible Efficient
Transportation Equity Act- Legacy for Users
4,550,000
4,550,000
Federal Surface Transportation Program
12,476,000
12,476,000
Federal TRAC
5,000,000 322,000,000
- 327,000,000
General Fund (Non-TIF)
850,000
850,000
850,000
850,000
850,000
4,250,000
General Fund-TIF
880,000
880,000
880,000
880,000
880,000
4,400,000
Local- Economic Development
4,600,000
4,600,000
Ohio Department of Natural Resources
9,810,000
9,810,000
Ohio Department of Transportation Funds
3,319,000
3,319,000
Ohio NOACA Funds
10,500,000
10,500,000
Ohio State Capital Funds
20,000,000 20,000,000
40,000,000
Potential General Obligation Bonds or
Comparable Local Funding Sources
46,880,740
68,482,341 75,649,660 71,606,800 73,703,180 336,322,721
Potential Restricted Income Tax
3,917,545
9,984,000 11,824,000 13,749,000 18,424,000
57,898,545
Private Funds
500,000
6,300,000
6,800,000
Total
245,588,634 676,247,928 317,887,327 193,672,467 188,983,180 1,622,379,536
Source: City of Cleveland 2009 Five Year Capital Improvement Plan.
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Uses of Capital Funding
The capital projects delivered through the City’s CIP typically fall into three categories. Transportation
infrastructure rehabilitation, maintenance, and upgrades to City facilities are typically paid through local
funding sources and federal transportation aid. Development activities are commonly funded by
Community Development Block Grants (CDBG) through the U.S. Department of Housing and Urban
Development. Finally, the City’s enterprise funds have significant infrastructure needs that are financed
through charges for services (i.e. water, electric). The capital projects are located throughout the City’s
21 wards, and the majority of projects are selected through a prioritization process that ranks projects
based on the following criteria:





Preservation and revitalization of Cleveland’s neighborhoods, particularly new housing
development
Cost effective provision of basic services
Economic development and job creation
Maintenance and/or upgrade of existing facilities

The following table shows planned capital projects by City department over the next five years.
Cleveland Capital Project by Department FY2009-FY2013
Department
FY2009
FY2010
FY2011
FY2012
FY2013
Total
Building & Housing
10,130,000
4,690,000
14,820,000
City Planning
25,524,940 29,890,920 31,321,660 14,101,800
880,000 101,719,320
Civil Service Commission
30,000
30,000
Community Development
2,000,000
1,500,000
3,500,000
Economic Development
4,100,000
6,300,000
10,400,000
Finance
741,000
2,584,000
3,684,000
2,584,000
5,844,000
15,437,000
General Government
300,000
70,000
370,000
Law
50,000
100,000
250,000
400,000
Parks, Recreation & Properties
22,016,300 27,078,800 15,042,000 10,820,000 31,274,180 106,231,280
Personnel & Human Resources
10,000
500,000
510,000
Port Control
25,556,840 35,004,667 45,178,667 34,481,667
1,150,000 141,371,841
Public Health
975,000
50,000
230,000
2,000,000
3,255,000
Public Safety
550,000
5,420,000
155,000
55,000
1,155,000
7,335,000
Public Safety-EMS
165,000
1,770,000
6,220,000
3,025,000
750,000
11,930,000
Public Safety-Fire
697,545
880,000
1,180,000
8,145,000
7,320,000
18,222,545
Public Safety-Police
449,000 11,775,000
1,700,000
1,700,000
8,687,000
24,311,000
Public Service
8,864,000
5,745,541
9,715,000 17,050,000 21,388,000
62,762,541
Public Service-Engineering & Construction 40,899,000 351,054,000 39,706,000 29,105,000 13,059,000 473,823,000
Public Utilities-Cleveland Public Power
70,190,000 91,805,000 93,805,000
9,605,000 22,036,000 287,441,000
Public Utilities-Water
25,450,009 95,270,000 61,000,000 55,350,000 47,700,000 284,770,009
Public Utilities-Water Pollution Control
6,900,000
6,750,000
8,700,000
7,150,000 24,240,000
53,740,000
Total
245,588,634 676,247,928 317,887,327 193,672,467 188,983,180 1,622,379,536
Source: City of Cleveland 2009 Five Year Capital Improvement Plan.

Progress and Future Challenges
Cleveland has several strengths to build upon to further improve the condition of its capital assets. The
City has a clear definition of capital expenditures, those expenditures which cost more than $5,000 and
have a useful life of at least five years. The re-instituted CIP is another major step in the right direction
especially for a city like Cleveland that is a mature regional hub that has a large amount of infrastructure
to maintain. Cleveland’s current local funding for its CIP is above average as shown by the following
chart, which compares the City’s FY2009 level of local capital investment compared to other regional
jurisdictions. However, the City has also has noted that its current projections of GO bond funding may
not achievable due to recent financial events and funding challenges.
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FY2009 City Funding for CIP Program
$80,000,000
$70,000,000
$60,000,000
$50,000,000
$40,000,000
$30,000,000
$20,000,000
$10,000,000
$0
Buffalo Pittsburgh St. Louis Rochester

Toledo
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Akron

Notes: 1) Data represents local funding sources only and excludes water/sewer and other
utilities/authorities. 2) For Cleveland local funding sources include GO bonds, RIT, and
General Fund (non-TIF) funding sources. 3) Akron’s FY2009 program has TIF funding that
was omitted from the above analysis due to concerns over comparability to the other
localities in the chart.

City leadership has also recently conducted a comprehensive facilities assessment, a pavement
management study, and built a GIS system. All of these efforts are widely recognized best practices and
will be critical components of the City’s ongoing efforts to improve citywide infrastructure.


The facilities assessment identified nearly $300 million in capital and maintenance needs to City
facilities. Not surprisingly, the needs of individual departments exceed the City’s funding
capabilities. For example, while warranted, it may not be possible to provide the Fire Department
with $35 million in upgrades identified by the study. The Division of Architecture section of this
report addresses options for City facility maintenance needs in more detail.



The pavement management system will be used to help prioritize and manage the repair and
rehabilitation of Cleveland streets. The system will be useful in identifying the locations where
timely repairs could be completed to avoid more costly rehabilitation or reconstruction in the
future. The Division of Engineering & Construction section of this report addresses options for
improved street quality in more detail.



GIS will allow for improved planning and project management. The system could be used to
improve coordination among City and/or contractors completing infrastructure work throughout
the City. The Division of Waste Collection section of this report addresses one potential benefits
from GIS in more detail.

As noted earlier, the City is now planning on creating a CPPO to centralize and improve the delivery of
capital projects. Other large cities such as Philadelphia and Kansas City have adopted a similar
approach in the past, which have been successful in delivering capital projects more efficiently. The
City’s approach is a positive way to engage the private sector in a partnership to help deliver capital
projects and improve the City’s various capital delivery processes (procurement, design, etc.). The key to
the long-term success of this effort will be the implementation and transition that occurs after the 24-36
month period when the contractor is engaged. The City’s RFP does state that the selected vendor shall
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develop and implement a professional development program and turn-over the CPPO to the City. This
will be critically important to ensuring any efficiency gained, processes re-engineered, or any other
positive changes as a result of partnership with the selected firm are institutionalized and benefit the City
of Cleveland in the long run.

Areas for Focus
Given the City’s significant capital needs it will be imperative that the CPPO and leaders of the City’s CIP
build on its existing prioritization and planning processes for capital projects so that the City can
effectively invest and deliver the most critical capital projects citywide.
While the City has been able to invest more in its capital infrastructure in recent years, the FY2009 CIP
shows that projected CIP funding declines significantly after FY2010. In addition, the Finance
Department has recently projected the City’s expected GO bond capacity will be significantly limited for
the next twenty years compared to what the FY2009 CIP anticipated. This will be an added funding
constraint for the City’s CIP. These factors make it even more critical that the City select the appropriate
partner for the CPPO effort and have an effective migration of the management of the CPPO to the City
because it will likely inherit a difficult funding environment.

Initiatives
CIP01.

Strengthened Prioritization and Planning of CIP Projects
FY2010 Impact: NA
Five-year impact: NA
The City does have an existing prioritization process, but it will likely need to expanded and
improved to more appropriately deal with the City’s significant capital needs and limited
available funding. Many governments around the country have developed refined prioritization
processes that assign specific weights to selection criteria to objectively rank projects based on
the specific criteria used to evaluate potential projects. In addition to the City’s existing
standards used to select capital projects, it may wish to include some of the following criteria as
it prioritizes scarce capital resources:








Availability to leverage alternative financing sources (state, federal, etc.)
Health and safety
Departmental/divisional priority
Service efficiency
Mandates or other legal priorities
Impact on the City’s operating budget
Input from major stakeholders or general public

Aside from revisions to the criteria which determine what capital projects are funded, the City
should aim to make the decision making process inclusive to generate support for the funding
decisions. City leadership could form a committee composed of representatives of the major
departments and divisions with capital needs and involve them in the ranking and selection
process. This experience will allow departments to see the scope of the City’s capital needs
and hopefully result in the most cost effective decisions.
Similar to including departments and divisions in the prioritization process, the City may wish to
find some avenue to involve them in the planning of the selected capital projects. Frequently,
the user/client divisions may be able to provide suggestions that will improve projects from
either a service-delivery or cost perspective. All of these enhancements should be part of the
City’s ongoing development of the CPPO over the next several years.
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CIP02.

Capitalization of Internal Staff Costs
FY2010 Impact: $725,000

Five-year impact: $3.8 million

The City’s Public Service Department currently has staff that spends significant portions of its
time dedicated to capital program delivery, which is partially debt funded. Local governments
and utilities can charge these staff costs to the capital budget to create operating budget
savings in certain instances. In doing so, governments seek to balance short-term cost
pressure from capital projects with the need to balance the multi-generational benefit of many
projects.
The City should consider whether some portion of capital staff costs should be funded by longterm debt. It could establish a clear policy about what costs can be charged to capital and how
they will be documented, with the objective of charging some legitimate long-term costs to
capital to relieve operating budget pressures while limiting the impact on overall capital project
delivery resources.
If the City were to charge half the cost of the road and bridge capital improvement program, for
example, it would reduce operating budget expenditures by over $700,000 in FY2009 and
almost $3.8 million over five years.
Fiscal Impact
Fiscal Impact

CIP03.

FY2010
$725,000

FY2011
$739,500

FY2012
$754,300

FY2013
$769,400

FY2014
$784,800

Total
$3,773,000

Re-Examine Policy of Capital Funding for Certain Resources
FY2010 Impact: NA
Five-year impact: NA
City leadership has shown a dedication to many best practices in its development and
management of the City’s CIP. Consistent with this approach, the City may want to re-evaluate
the presence of some physical items that are not traditionally considered eligible for capital
funding, but are funded by the City’s capital budget. The City currently funds police cars and
computers for many departments through the CIP.
At the current time, a shift in funding these items probably cannot be accommodated in the
operating budget. However, once current financial challenges abate, in concert with best
practices, available funding, and the previous initiative, the City should consider whether such
costs can be transferred to the operating budget to free capital funding for other necessary
long-term projects.
Alternatively, the City may wish to limit capital funding for these costs to an amount linked to the
RIT, since that is effectively a “pay-as-you-go” source of capital funding.

CIP04.

Identification of Additional Funding Mechanisms for Capital Projects
FY2010 Impact: NA
Five-year impact: NA
Cleveland faces a drop of over 50 percent in its capital program funding from FY2010 to
FY2011; further reductions are forecasted for FY2012 and FY2013. While this is a result of the
decline in a large one-time federal funding source, it does highlight the City’s need to maintain
existing capital funding streams and attempt to develop new sources to invest in citywide
capital assets. City leadership will need to effectively lobby state and federal leaders for
assistance through grants, matching programs, or other sources. The City will not be able to
fund every capital need, but a sustained effort to identify, attract, and secure additional funding
will be beneficial to condition of the City’s infrastructure.
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In recent years, growth in personnel expenditures has generally tracked revenue growth. Based on the
City’s most recent actual results, personnel expenditures – which include salaries and wages, as well as
health, pension, and other supplemental benefits – grew by 9.4 percent between December 2005 and
December 2008. Over the same period, revenue growth grew by 9.5 percent. Health benefits,
registering a growth rate of 18.6 percent over these three years, represented the fastest growing portion
of personnel expenditures.
Compounded Growth Rates: December 2005 – December 2008
Revenue Growth
9.5%

Midwest CPI-U
9.9%

Workforce
Expenditures
9.4%

Salary &
Wages
6.3%

Health
Benefits
18.6%

Pension
Benefits
6.4%

To help contain personnel cost-growth, the City negotiated fair and reasonable economic terms during the
most recent collective bargaining cycle (through March 2010), and more recently, implemented a hiring
freeze and reduced the workforce through attrition. As the table below illustrates, total general fund
headcount declined by 2.7 percent since 2005, helping to offset cost pressures generated by skyrocketing
health benefits costs.
General Fund Headcounts: December 2005 – December 2008

Headcount
Percentage Change

2005

2006

2007

2008

5,370
--

5,304
-1.2%

5,287
-0.3%

5,226
-1.2%

Total Change
2005 – 2008
-144
-2.7%

As detailed in greater depth in the Department of Personnel and Human Resources and Workers’
Compensation chapters, the City has also made strides in containing health insurance and workers’
compensation costs through improved vendor management, a successful dependent eligibility audit, and
the implementation of more stringent workers’ compensation cost controls.
Challenges
Prospectively, the City faces a new set of fiscal challenges. As a result of the recent recession, City of
Cleveland revenues are projected to decline to $512.1 million – approximately 2.4 percent – in the FY
2009 Budget. Over the same period, workforce expenditures are forecast to rise 3.4 percent, driven in
large part by projected 9.5 percent and 5.8 percent increases in health benefits and pension costs,
respectively. As a result of prudent planning on behalf of City leaders, the City was able to use a positive
fund balance to offset revenue declines in FY 2009. In 2010 and beyond however, the City’s risks a
budget deficit without additional cost containment actions.
Forecasted Growth Rates: December 2008 – December 2009
Revenue Growth

Midwest CPI-U

(2.4%)

0.7%

Workforce
Expenditures
3.4%

Salary &
Wages
2.0%

Health
Benefits
9.5%

Pension
Benefits
5.8%

In addition to grappling with recessionary impacts in 2009, the City will confront the prospect of sluggish
revenue growth for the foreseeable future. Once the economy emerges from recession, the City must
plan for the lag in tax receipts that typically accompanies an economic turnaround. And while the rate of
job loss nationwide has moderated, job creation will not resume until late 2009 or early 2010, at the
earliest. Moreover, many economists are forecasting a period of protracted listless economic growth. All
these factors threaten to further dampen City revenue growth in 2010 and beyond.
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The confluence of these macroeconomic forces underscores the need for the City to identify operational
efficiencies and cost containment strategies. Since personnel costs represent 79.3 percent of General
Fund expenditures, many of these efficiency and cost-containment measures must be derived from
workforce-related initiatives.
As the City evaluates its workforce needs in the context of the current challenging economic environment
and the upcoming collective bargaining cycle with unionized employees, key workforce policy issues to
consider in 2010 – and beyond – will include:


Maintaining headcount at desired levels to meet key service needs, while identifying opportunities
to operate more efficiently and/or to get out of businesses that may not reflect current City
priorities.



Providing a competitive total compensation package that attracts, retains, and motivates quality
personnel, while remaining affordable within broader budget and staffing level parameters.



Developing pay and other personnel practices responsive to the changing workforce – for
example, many newer entrants to the labor market expect a career to feature more mobility
across multiple employers (and even across different occupations) than was typical for earlier
generations.

In addressing these key issues, it is important to recognize that nearly three of every four City workers
belong to a union. For these 6,300 employees (across all funds), most matters pertaining to wages,
benefits, leave, and work practices must be negotiated with one of more than 30 unions. The multiplicity
of unions creates a challenging environment for contract negotiation, as well as the enforcement of
contract rules. Additionally, some unions, such as IAFF and Local 1099, contain both rank-and-file and
non-supervisory members – creating a difficult environment for enforcing discipline. The table on the
following page details the allocation of full-time employees by union:
Represented Employee Headcount by Union – All Funds (March 2009)
Union Name
Cleveland Police Patrolmen's Association (Civilian and Non Civilian)
AFSCME Local 100
Cleveland Fire Fighters, Local 93
Local 1099 (Supervisory and Non Supervisory)
FOP Lodge 8
Teamsters, Local 244 (Non Seasonal and Seasonal)
Cleveland Association of Rescue Employees
OPBA (Correctional Officers, Guards, Chief Dispatchers and Security Officers)
IBEW Local 39
SEIU Local 1 (Custodial Workers)
IUOE Local 10
SEME Local 1
MCEO
CBT Local 38 (Electricians)
Machinists, Local 439
MCEO (CEOs)
Local 27
Longshoreman Association, Local 1317
FOP OLCI (Fingerprint and Scientific Examiners)
CBT Local 6 (Painters)
CBT Local 55 (Plumbers)
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1,446
1,430
902
549
344
316
229
176
166
146
116
101
87
48
43
43
24
20
17
15
15
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Union Name
CWA, Local 4340
CBT Local 212 (Carpenters)
FOP OLCI (Security Officers)
CBT Local 404 (Cement Masons)
IUPAT (Local 639)
IBEW Local 38
ONA, Local 85
Local 756
CBT Local 33 (Sheet Metal Workers)
CBT Local 5 (Bricklayers)
CBT Local 17 (Iron Workers)
Plumbers Local 55
CBT Local 404 (Cement Masons)
CBT Local 120 (Pipefitters)
CBT Local 3 (Asbestos Workers)
CBT Local 80 (Plasterers)
CBT Local 212 (Carpenters)
CBT Local 44 (Roofers)
ONA, Local 85
TOTAL

Count
14
13
13
10
7
6
6
6
6
5
5
4
4
3
2
2
1
1
1
6,342

Wages
Salaries and wages represent the largest component of employee compensation, and collective
bargaining agreements with all the City of Cleveland’s unionized employees are set to expire in March of
2010. As a consequence of the recession, multiple regional private, public, and non-profit employers
have adopted drastic workforce cost containment measures, including layoffs and wage reductions.
Looking prospectively, the slack in the regional labor market, coupled with the forecasted period of low
inflation, will likely to constrain near-term wage growth within the Cleveland Metropolitan area.
Consider the following developments in the national and regional economy:


National unemployment in August of 2009 reached 9.8 percent, close to the highest levels in 26
years. Since the recession began in December 2007, the unemployment rate has doubled and
more than 7.2 million jobs have been lost in the United States.



National seasonally adjusted unemployment claims continued at levels unseen in a generation
with 548,000 first-time unemployment claims (four-week moving average) filed in the week ending
September 26. Americans receiving jobless benefits totaled nearly 6.2 million, well above levels
associated with a healthy economy.



In Ohio, unemployment rose from 6.8 percent in August 2008 to 10.5 percent in August 2009.
There are approximately 627,000 unemployed persons statewide.



In Cleveland-Elyria-Mentor Metropolitan Area, the unemployment rate was 8.9 percent in August
of 2009 (not seasonally adjusted). While this figure represented a decline from 10.1 percent in
June, year-over-year Cleveland Metro area unemployment has risen from 6.8 percent. There
are approximately 96,345 unemployed persons in the Cleveland Metropolitan region.



The rate of year-over-year job loss in the Cleveland Metropolitan area has reach levels previously
unseen, with the manufacturing sector experiencing particularly severe job contraction. Twelve
percent of all manufacturing jobs disappeared between August 2008 and August 2009, a rate of
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contraction substantially higher than the troughs of previous recessions in the early 2000s (-9.0
percent) and 1990s (-5.3 percent).
Cleveland Metropolitan Area Year-Over-Year Job Growth:
(August 1991 – August 2009, not seasonally adjusted)1
0.04

Total
Non‐Farm
Payroll
Manufacturing

0.02
0
‐0.02

‐0.5%
‐3.1%

‐0.04
‐0.06
‐0.08

‐5.3%

‐0.1

‐5.9%
‐9.0%

‐0.12

‐12.0%

‐0.14

A sample of notable workforce cost containment actions in the Cleveland labor market include:


Truck manufacturer Freightliner laid off 420 manufacturing workers in May of 2009, on top of
previous layoffs of 1,290 in March;



Steelmaker ArcelorMittal rehired 165 workers in August of 2009 as global steel demand
rebounded in recent months, but only after the company laid off 912 workers in May of 2009;



The City’s financial sector has experienced job losses from the recession and consolidations,
including 300 layoffs at KeyCorp bank during the second quarter, and announced plans to
eliminate 5,800 jobs nationwide at PNC Bank – which recently acquired Cleveland-based
National City;



Cleveland Plain Dealer unionized employees agreed to an 8.1 percent wage cut and 11 furlough
days through June 2011, mirroring wage reductions imposed on non-represented staff; and



Cleveland’s non-profit institutions have not been immune from the downturn as Cleveland State
University, the Cleveland Art Museum, and the Cleveland Botanical Garden, among others, have
announced workforce reductions.

Large public sector employers throughout Ohio have also taken dramatic steps to contain costs,
including: deferrals of previously negotiated wage increases, multi-year wage freezes, furlough days,
increased employee contributions to health premiums and employee co-pays, and the creation of new,
less-generous pension tiers for new hires:


1

Ohio’s largest state employee union agreed to a contract which included a three-year wage
freeze; 10 days of unpaid furloughs implemented through 26 periods of pay reductions each year
for the next two years; no accrual of personal leave for the next two years; increases in co-pays
and deductibles; and addition of intermittent workers with limited rights.

U.S. Bureau of Labor Statistics, State Area Employment Database
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All Columbus municipal employees with a contract effective 2009 have agreed to five furlough
days (e.g., AFSCME) or a deferral of a scheduled 4 percent wage increase in 2009 (IAFF); FOP
members are working under an agreement that expired in 2008.



In Cincinnati, the FOP and Cincinnati Organized and Dedicated Employees (CODE) agreed to
4.6 and 2.5 furlough days, respectively. To avert layoffs, Cincinnati’s AFSCME unit refused to
accept 1.9 furlough days, and as a result, 27 employees were laid off.
o

Additionally, the City Council adopted motions – but has not yet passed ordinances –
that will entail major pension reform. Pension modifications include: moving existing
retirees from an indemnity plan to a modified PPO with an increased deductible and
co-pays, increased employee pension contributions from 7 to 9 percent of salary over
four years, imposing a minimum age requirement (55) for standard retirement at 30
years of service and raising the age for normal retirement from 60 to 65.



Toledo fire and police unions agreed to a two-year wage freeze, employee contributions to health
premiums for the first time, and employee pension contributions of 10 percent of salary for all new
hires.



The City of Akron negotiated five-furlough days before December 2009 with three of its five
bargaining units in August; the City also terminated 41 part-time and seasonal employees – the
first layoffs for the City in 27 years.

At the same time, inflationary pressures are low. From August 2008 to August 2009, the chained
consumer price index (C-CPI-U), considered by Bureau of Labor Statistics to be the best approximation
for cost-of living, declined by 1.5 percent nationally. For calendar year 2009, the Philadelphia Federal
Reserve Bank Fourth Quarter Survey of Professional Forecasters projects year-over-year CPI increases
of just 0.7 percent.
Health Benefits
Employers nationwide must contend with skyrocketing health care costs, and the City of Cleveland is no
exception. Budgeted FY 2009 hospitalization and prescription drug costs for the City of Cleveland total
2
$50.1 million in the City’s general fund, or approximately 9.3 percent of expenditures. As a point of
comparison, in 2005 hospitalization and prescription drug costs accounted for 7.9 percent of general fund
expenditures. Prospectively, rising health costs will continue to be a multi-year challenge for
governments and the private sector alike.
As the following figure illustrates, over the course of the past decade increases in health insurance
premiums have far outpaced increases in workers’ earnings and changes in consumer prices.

2

Excluding other supplemental benefits, such as vision, dental, and life insurance.
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National Healthcare Cost Trends Vs. Wages And CPI3
Premium Increases
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119.0%

120.0%

109.0%
98.2%

100.0%

87.9%
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56.6%
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38.2%

40.0%
21.9%

20.0%

11.2%
4.0%
3.1%

0.0%
1999

2000

8.1%
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38.3%
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Increases in health care premiums for the City of Cleveland have generally paralleled these national
trends; through improvement in vendor management has helped to lessen premium cost growth in recent
years. As illustrated in the following table, between 2006 and 2009, premium costs for the City’s highest
overall enrollment health plan and highest enrollment HMO plan increased more than three times the rate
of changes in regional consumer prices.
Percent Increase In City Of Cleveland Health Premiums vs. CPI
(Family Premium, April 2006 – April 2009)
0.0%

5.0%

10.0%

15.0%

Super Med Select
POS*

20.0%

17.3%

Kaiser HMO

14.2%

Midwest CPI‐U

4.6%

* - denotes highest enrollment plan, citywide

3

Source: Kaiser/HRET Survey of Employer-Sponsored Health Benefits, 2000-2009. Bureau of Labor Statistics,
Consumer Price Index, U.S. City Average of Annual Inflation (April to April), 2000-2009; Bureau of Labor Statistics,
Seasonally Adjusted Data from the Current Employment Statistics Survey, 2000-2009 (April to April)
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If the City of Cleveland can contain healthcare cost escalation to a slower rate of growth over time, then
the City will realize significant compounded savings. For example, if cost growth can be contained by 9.0
percent annually instead of the 9.5 percent annual growth currently assumed in the FY 2009 Budget – a
half percentage reduction – savings in 2010 would total nearly $1.1 million dollars. Total five-year
savings would total more than $6.9 million.
The table below summarizes the potential savings associated with healthcare cost growth rates of 3.0,
6.0, and 9.0 percent:
Potential Health Cost Savings Scenarios: Five Year Projections
2010

2011

2012

2013

2014

$54,862,972

$60,074,955

$65,782,075

$72,031,372

$78,874,353

Savings with 3.0% Annual Growth

2010
$3,256,706

2011
$6,920,500

2012
$11,032,988

2013
$15,639,812

2014
$20,791,046

Savings with 6.0% Annual Growth

$1,628,353

$3,460,250

$5,516,494

$7,819,906

$10,395,523

Savings with 9.0% Annual Growth

$1,085,569

$2,306,833

$3,677,663

$5,213,271

$6,930,349

Health Benefits at 9.5% Annual
Growth (Assumed Baseline)

Relative to national and regional benchmarks, the City of Cleveland offers a generous health benefits
package. Full-time City of Cleveland employees can select from four health plans – two HMOs, one PPO,
and a POS plan. Employees contribute a flat dollar amount of $25 per month for single coverage and
$50 per month for family coverage, regardless of plan.
One result of the City’s flat dollar amount cost-sharing arrangement is that 100 percent of annual
increases in healthcare premium costs are paid by the City. As the figure below illustrates, as national
healthcare premiums have more than doubled over the course of the past decade, so has the employee
contribution.
4

Average Monthly Worker Premium Contribution: 1999-2008
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Source: Kaiser/HRET Survey of Employer-Sponsored Health Benefits, 2009.
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In the City of Cleveland, however, the employee contribution has remained constant at $25 per month for
single and $50 per month for family coverage, despite the meteoric rise in health insurance premium
costs nationally. Consequently, City of Cleveland employees also enjoy lower employee contributions to
the cost of health premiums – both on a percent of premium and dollar amount basis – relative to national
averages, as summarized in the table on the proceeding page.
Employee Contributions To Health Premiums
City Of Cleveland Vs. National Averages
2009 Employee
Monthly Premium
Contribution
(% of Premium)

2009 Employee
Monthly Premium
Contributions
($ amount)*

2009
Employer
Monthly Premium
Cost

HMO Health Ohio
(0.4% of City enrollment)

5.9% single
5.1% family

$25 single
$50 family

$363 single
$935 family

Kaiser HMO
(18.9% of City enrollment)

5.9% single
4.6% family

$25 single
$50 family

$399 single
$1,027 family

Super Med Plus PPO
(30.0% of City enrollment)

6.4% single
5.2% family

$25 single
$50 family

$367 single
$921 family

Super Med Select POS
(47.2% of City enrollment)

5.8% single
4.6% family

$25 single
$50 family

$408 single
$1,028 family

National – State and Local
Government CY2008**

12% single
21% family

$54 single
$227 family

$395 single
$855 family

National – All Employers CY2008

16% single
27% family

$60 single
$280 family

$332 single
$777 family

* - PPO and POS plans include Caremark Rx drug premium
** - Data shown from the Kaiser Family Foundation and Health Research & Educational trust Employer Health
Benefits 2008 Annual Survey.

City of Cleveland employee health contribution levels also compare favorably to other regional public
sector employers. According to the results of a June 2009 PFM survey of highest enrollment PPO plans
in 13 large cities in the Northeast United States:5


The median employee contribution for single coverage was $37.75 per month, compared to $25
per month in Cleveland



The median employee contribution for family coverage was $128.33 per month, compared to $50
per month in Cleveland



Cleveland’s health plan design features also compared favorably with other large cities surveyed:
o

Cleveland’s office visit co-pay of $15 was in-line with or below the survey median of $15
for primary care office visits and $18 for specialist office visits

o

Cleveland’s prescription drug co-pays of $5/$20/$35 for generic, preferred, and nonpreferred prescription drugs tracked the survey median of $6/$15/$38

5
Each city surveyed had a population greater than 275,000; highest enrollment PPO defined as a PPO or POS plan
with an “open access” benefit
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During the 2004 round of the contract negotiations, the City negotiated modifications to health plan
design, but kept employee contributions constant at $25 and $50 for single and family coverage,
respectively. The highlights of these plan design changes include:


Physician office visit co-pays of $15 (no co-pays prior to 2004)



Ten percent coinsurance and an out-of-pocket maximum of $1,000 for single coverage and
$2,000 for family coverage (no coinsurance prior to 2004)



An emergency room office visit co-pay of $40, which is waived if admitted (no ER visit co-pay
prior to 2004)



Increases in prescription co-pays to $5/$20/$35

These negotiated changes had the effect of more closely aligning Cleveland’s plan design with other
regional public sector employers, without eroding the City’s relative position. As the table below
underscores, even after the City of Cleveland modified its plan design, Cleveland health benefits remain
very competitive with other large public sector employers in Ohio.
Health Plan Design Comparisons:
Cleveland Vs. Large Regional Public Sector Employers
(Highest Enrollment Health Plan)
Employee
Contribution
(% of
premium)

In-Network
Deductible
(single/
family)

Co-insurance
(in/out of
network)

In-Network Out
of Pocket
Maximum
(single/family)

Office Visit
Co-pays
(primary care/
specialist)

single: 5.8%
family: 4.6%

None

10%/30%

$1,000/$2,000

$15/$15

State of Ohio

single: 15%
family: 16%

$200/$400

20%/40%

$1,500/$3,000

$20/$20

Cincinnati

single: 5%
family: 5%

$300/$600

20%/50%

$1,500/$3,000

deductible and
coinsurance
apply

Columbus

single: 9%
family: 9%

$200/$400

20%/40%

$500/$800

deductible and
coinsurance
apply

10% penalty if
not admitted

$5/$10/$25

$506/$1,344

65% of PPO
plans
with
coinsurance
have
coinsurance
rates > 15%

93% of plans with
an out of pocket
maximum (OOP)
have a family
OOP of $2,000 or
greater

$15/$25

n/a

$10/$26/$46

Cleveland

National – All
Employers

single: 16%
family: 27%

Emergency
Room CoPay

Prescription
Drug CoPays*

$40
waived if
admitted

$5/$20/$35

$75
waived if
admitted
deductible
and
coinsurance
apply,
regardless of
admission

$10/$25/$50

$10/$20/$30

Retirement Benefits
City of Cleveland employees belong to one of two pension systems that were created by State statute
and are administered by a State-created Board of Trustees. Civilian employees belong to the Ohio
Employees Retirement System (OPERS), while sworn personnel are enrolled in the Ohio Police and Fire
Pension Fund (OP&F). Each pension system provides pension and post-retirement health benefits to
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members. Nationally, only 21 percent of all employees have access to a defined benefit pension, and
31 percent of large firms offer retiree health benefits to employees.6
Additionally, public safety employees in OP&F have access to a Deferred Retirement Option Plan
(DROP). When employees enter the DROP program, State law does not require that employees provide
notification of when they plan to retire. However, they must notify the City of Cleveland Public Safety
Department, and the Department reports that succession planning is well underway to plan for expected
retirements of DROP-eligible employees in the coming years.
As required by State statute, the City of Cleveland contributes 14 percent of salary for civilian employees,
and 19.5 percent and 24 percent for police and fire personnel, respectively. All employees, in turn, must
contribute 10 percent of salary. The table on the subsequent page presents the pension benefits,
including employer contributions, among select large public sector employers in Ohio:
7

Ohio State Retirement Plan Comparisons
(Newest Pension Tier)
OPERS

OP&F

Cincinnati
Retirement System

OPERS: State
Public Safety
Employees

Ohio Highway
Patrol Retirement
System

Normal
Retirement
(unreduced)

30 years of Years of
Creditable Service
(YCS);
Age 60 with 5 YCS

Age 48 with 25 YCS;
Age 62 with 15 YCS

30 years of YCS;
Age 60 with 5 YCS

Age 52 with 25 YCS

Age 52 with 20 YCS

Payout Formula

2.2% x FAS x YCS
(0-30 YCS)
2.5% x FAS x YCS
(30+ YCS)

2.5% x FAS x YCS
(0-20 YCS)
2.0% x FAS x YCS
(21-25 YCS)
1.5% x FAS x YCS
(25+ YCS)

2.5% x FAS x YCS

2.5% x FAS x YCS
(0-25 YCS)
2.1% x FAS x YCS
(26+ YCS)

2.5% x FAS x YCS
(0-20 YCS)
2.25% x FAS x YCS
(21-25+ YCS)
2.0% x FAS x YCS
(25+ YCS)

Payout Formula
at Normal
Retirement

66% of FAS

60% of FAS

75% of FAS

62.5% of FAS

50% of FAS

Maximum Benefit

100% of Final
Average Salary
(FAS)

72% of FAS

90% of FAS

100% of FAS

79.25% of FAS

Definition of Final
Average Salary
(FAS)

Average of the three
highest years of
compensation

Average of the three
highest years of
compensation

Average of the three
highest years of
compensation

Average of the
three highest years
of compensation

Average of the three
highest years of
compensation

Employee
8
Contribution

10% of Salary; some
cities "pick up" a
portion of employee
contributions.

10% of Salary; some
cities "pick up" a
portion of employee
contributions.

7% of Salary

10.1% of Salary

10% of Salary

6

BLS National Compensation Survey: Benefits in Private Industry in the U.S., March 2007 (firms with more than 100
workers) and Kaiser/HRET Survey of Employer-Sponsored Health Benefits, 2008.
7
Sources include Summary Plan Descriptions and Comprehensive Annual Financial Reports from OPERS, OP&F,
and the Cincinnati Retirement System.
8
State law mandates a 10% employee contribution, however some jurisdictions “pick-up” a portion of the mandated
employee contribution. For example, in Columbus the net employee contribution for police employees is 2.5% of
salary, 3.5% for firefighters, and full-time civilian employees do not contribute a portion of salary with the balance
“pick-up” by the City. The Cincinnati Retirement System does not offer a “pick-up” benefit. According to OPERS, only
six percent of employees in the system receive a “pick-up” benefit from their employer (Columbus Dispatch, “City
Shoulders Pension Tab,” August 2, 2008).
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OPERS

OP&F

Cincinnati
Retirement System

OPERS: State
Public Safety
Employees

Employer
Contribution

14% of Salary

Police: 19.5% of
Salary
Fire: 24% of Salary

17.0% of Salary
(2009)

17.4% of Salary

26.5% of Salary

Cost of Living
Adjustments

3.0% annually

3.0% annually

3.0% annually

3.0% annually

3.0% annually

8%

8.25%

8%

8%

8%

64.7%

70.50%

Assumed Rate of
Return
Funding Ratio
(12/31/2008)

75%-80%

10

9

75%-80%

Ohio Highway
Patrol Retirement
System

11

N/A

* - YCS = years of credited service

Relative to other public pensions system, OPERS is well-funded. As of December 31, 2007 the system
maintained a 96.3 percent funding ratio; early estimates for the 2008 valuation forecast a funding ratio of
75 to 80 percent.12 Even after the financial market turmoil in the last half of 2008, the estimated OPERS
funding ratio will be above levels considered to be warning sign of plan distress (generally below 60
percent).
OP&F, by contrast, has a greater unfunded liability. As of January 1, 2008, the fund enjoyed an 81.7
percent funding ratio, yet OP&F incurred 28.1 percent loss in its investment portfolio during calendar year
2008, resulting in a December 31, 2008 funding ratio of 64.7 percent.13
Ohio law requires that all State retirement systems amortize their obligations over a thirty-year period, or
present recommendations to a state pension oversight board – the Ohio Retirement Study Council
(ORSC) – to improve its funding status. The OP&F is the only Ohio state retirement system with an
amortization period of fewer than 30 years.
OP&F Trustees presented recommendations for improving funding status to the ORSC on September 9,
2009. While any change in employer contribution contributions requires passage of State legislation,
increased OP&F funding requirements will generate additional fiscal pressure for the City of Cleveland in
FY 2011 and beyond. OP&F recommendations include:


Increase employer contributions for sworn police personnel from 19.5 percent of salary to 25
percent of salary over three years, beginning January 1, 2010.



Increase employer contributions for sworn fire personnel from 24 percent of salary to 25 percent
of salary



Increase employee contributions from 10 to 12 percent of salary over a five-year period
beginning January 1, 2010



Raise the normal service retirement age from 48 years of service to 52 years of service for newly
hired members



Adjust the pension calculation formula so that average salary is defined as average of highest
five years of service from three years of service. This adjustment would apply to all employees
with fewer than 15 years of service

9

OPERS employee contribution rate for public safety employees scheduled to rise to 18.1 percent
2008 estimate
11
2008 estimate
12
Ohio Public Retirement System, Comprehensive Annual Financial Report 2008.
13
Ohio Police and Fire Pension Fund, Comprehensive Annual Financial Report 2008.
10
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Raise the minimum period for DROP participation to five years for new participants, and lower
the DROP interest rate from 3 percent to 5 percent for all participants effective January 1, 2010



Delay all cost of living adjustments until age 55 (would impact all retirees, i.e., no grandfathering)



Tie health care premium contributions to years of service14

Workers’ Compensation
An overview of the City’s workers’ compensation program, as well as discussion of cost savings initiatives
can be found in the “Workers’ Compensation & Safety Program” chapter.
Overtime
In addition to base wages and healthcare benefits, City of Cleveland employees receive multiple forms of
cash premiums, paid leave, and supplemental benefits. Among these other forms of cash compensation,
overtime represents the largest cost driver – in 2008, the City spent more than $24.3 million on overtime
expenses across all general fund departments. This translates to $4,657 per general fund employee.
Overtime expenditures can be volatile, as they fluctuate according to multiple variables. Unforeseen
service needs, leave usage, staffing levels, collective bargaining restrictions, federal labor laws,
emergencies, public events and weather – or any combination of the above – can influence overtime
expenditure levels. For these reasons, overtime expenditures are frequently comparatively higher in
public safety functions.
As is the case with many local governments, the majority of overtime expenditures in the City of
Cleveland are concentrated within public safety. In 2008, approximately 88 percent of overtime
expenditures were spent in public safety divisions, an increase from 83.5 percent in 2006. Police and fire
alone accounted for nearly 65 percent of City overtime expenditures.
Between 2006 and 2008, actual citywide overtime expenditures grew at an average rate of 6.5 percent.
The table below provides a breakdown of overtime expenditures by division since 2006:
Overtime Expenditures By Department – Calendar Years 2006-2008
2006
Public Safety
Police
Fire
EMS
Corrections
All Other Depts.
Total Overtime

$16,881,228
$8,103,502
$4,971,873
$2,723,820
$1,082,033
$3,293,998
$20,175,226

2007

2008

$18,302,748
$8,629,474
$5,768,637
$2,653,663
$1,250,974
$4,057,790
$22,360,537

$21,421,393
$10,066,024
$6,009,383
$3,219,797
$2,126,188
$2,914,163
$24,335,556

2006 - 2008
% Change
26.9%
24.2%
20.9%
18.2%
96.5%
-11.5%
20.6%

While police and fire constitute the large overtime expenditures on a department-wide basis, Emergency
Medical Services and House of Corrections have the highest overtime expenditures level on a per
employee basis. As the table on the following page illustrates, in 2008, the average full-time House of
Corrections employee (all classifications) earned more than $11,700 in overtime, while the average EMS

14
Ohio Police and Fire Pension Fund, “A Critical Review: Achieving 30-Year Funding.” Presentation to the Ohio
Retirement Study Council, September 9, 2009.
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employee earned more than $12,500. In contrast, overtime earnings for non-Public Safety employees
totaled $1,459 in 2008.

Average Overtime Earnings Per Employee By Division
(All Classifications)

$14,000

$12,577

$12,023 $11,747

$12,000

$9,233

$10,000
$8,000
$5,287

$6,000

$6,775
$5,458

$4,080
$4,000
$1,578 $1,459

$2,000
$0
Police

Fire

Corrections
2006

EMS

Non‐Public Safety

2008

As an employee group, sworn police personnel earn the largest amount of overtime with the
City of Cleveland. Police division overtime expenditures totaled more than $10 million in
2008. Police officers have the opportunity to earn overtime through multiple avenues,
including:


All work in excess of eight hours in a day or 40 hours in a work week15 and all hours worked on a
scheduled day off are paid at 1.5X the officer’s hourly rate ($4,779,636 in 2008)



Court Pay. A guaranteed minimum of three hours at 1.5X pay if called into court – regardless of
time actually spent in court – if court appearance is scheduled on a regular day off, and 1.5X pay
for all hours actually worked if an officer is required to remain at work beyond the end of a
scheduled shift ($3,273,289 in 2008)



Call-in Pay. A guaranteed minimum of four hours at 1.5X pay when an officer is required to
report for work for reasons other than court appearances or other judicially-related matters and
the time is not contiguous to his/her scheduled time of work. ($1,850,291 in 2008)
o



15

On the issue of police call-in pay, a recent arbitration ruling found that police officers were
entitled four hours compensation at 1.5X pay when they are paged for duty on regularly
scheduled day off. In two instances, separate SWAT officers were paged to report for
duty, and then notified within five and ten minutes, respectively, that their “call-ups” were
canceled. The act of paging the officers – even though it was rescinded shortly thereafter
– required that the officers four hours compensation at overtime rates.

Scheduled work through an officer’s lunch period is paid at straight time ($115,628 in 2008) and
work while on ceremonial detail is paid at 1.5X pay ($47,179 in 2008)

Officers working 10-hour shifts receive 1.5X pay for all work in excess of 10 hours in a day
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Firefighters earn the next highest level of overtime – fire division overtime expenditures totaled
$6,009,797 in 2008, or $6,737 per firefighter. Firefighters earn overtime compensation through multiple
avenues:


Overtime to Maintain Staffing. When fire suppression staffing levels drop below contractually
mandated minimum manning requirements, another firefighter must be called on duty. If this
firefighter is working on a regularly scheduled day off, he/she earns 1.5X pay. Approximately 70
percent of overtime is spent to maintain fire suppression staffing levels.



Morning Overtime. Firefighters responding to an alarm which extends into the last 30 minutes
of their shift earn one hour pay, while firefighters who respond to an alarm which extends past
their shift earn guaranteed one-and-one-half hours pay. Morning overtime payments are paid in
one lump sum check on December 21 of each year.
o

A recent arbitration finding ruled that firefighters may be eligible to earn both holdover
and morning time simultaneously. This pyramiding of overtime payment makes it
possible for firefighters to earn effective triple time – or 3X pay – for the hours of 8:30 to
10:00 AM in certain instances.



Holdover Overtime. If a firefighter calls in and does not report for his/her shift, another
firefighter must be “held over” until a replacement can be found to satisfy contractual minimum
manning requirements. Such “hold over” time is paid at 1.5X pay.



Firefighters also earn overtime pay through fire prevention details, medic and training overtime,
as well as court time and staff personnel overtime.

For non-uniform employees – i.e., all city employees exclusive of sworn police officers and firefighters, but
inclusive of EMS and Correctional employees – the City paid $8.3 million in overtime in 2008, or
approximately $3,041 per employee.
For the 2009 budget year, the City has implemented a 10 percent across the board reduction in overtime
spending. Results to date have been positive – annualized actual overtime expenditures through June
2009 are down approximately 8.6 percent – thanks in large part to regular meetings between the finance
department and public safety following every pay period. The next challenge for the City will be the
institutionalizing these overtime reduction practices through the second half of 2009 and beyond in order
to generate recurring budgetary cost-savings.
Aside from overtime, additional cash premiums, leave and supplemental benefits received by City of
Cleveland employees include: longevity pay, uniform allowance, paid leave, separation pay, and holidays
pay.
Work Practices
Reflective of its highly unionized workforce, City of Cleveland collective bargaining agreements contain
multiple provisions that codify restrictive work practices. Many of these provisions limit departmental
operational efficiency, impede the optimal allocation of scarce City resources, and aggravate budgetary
pressures.
Collective bargaining provisions should be framed in such a way that City workers are supported to be the
most efficient possible, while simultaneously ensuring that the private sector has the ability to compete
and provide services where appropriate. Increased competition can result in lower costs and improved
service delivery, especially when such arrangements are set up collaboratively by representatives from
City management and organized labor.
City agreements have provisions that permit management to contract out city services, but the structure is
rigid and little used in practice:
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The City must meet and confer with union representatives on a weekly basis for 65 calendar
days prior to scheduled subcontracting of services



The union has the right to make and present an alternative arrangement for generating cost
savings



If the City and the union cannot agree on the terms of the contracting out arrangement, then
the matter will be submitted to final and binding arbitration to the American Arbitration
Association

The cost of contracting out a service should be rigorously evaluated in a transparent fashion, especially
when it concerns the potential displacement of municipal employees. However, contract language has
been used to constrain the ability to contract out effectively, even when initiatives do not threaten the job
security of union members. For example, when the Case-Western University Community Project
volunteered to plant daffodils in City parks pro-bono, union representatives protested, unless a city
employee was hired to “supervise” the operations while paid at an overtime rate. This program was
ultimately scrapped.
Contracting out of City services is most effective in areas when the City can precisely identify the task to
be performed, closely monitor and evaluate performance, and the private sector can offer multiple
competitive alternatives. Using these criteria, golf course operations represents a good example of where
it may make sense for the City of Cleveland to engage a private vendor. Multiple private firms specialize
in golf course operations, and the results – expected revenue intake – can be closely monitored.
Additional areas where the contractual language deters efficient delivery of city services include the
following:


Limitations on the City’s ability to share and/or transfer services to other governments



Arbitrary staffing minimums, such as currently in place in the Fire Department, that constrain the
City’s flexibility to adapt to changing demographics and public service needs



Constraints on the City’s flexibility to optimize schedules, assignments, and work practices for
efficiency, cost-effectiveness, and/or enhanced services



Undo emphasis on seniority over individual performance and qualifications to deliver quality
services

Initiatives
The initiatives that follow are designed to present a menu cost savings options. Additionally, many of the
initiatives presented below will be subject to collective bargaining, and will require negotiations with City
unions before implementation.
WF01.

Limit New Contract Enhancement
Given the challenging fiscal and economic headwinds facing the City of Cleveland, newly
negotiated contracts should refrain from offering new contract enhancements. Where possible,
the City should abstain from granting the following in contract negotiation:


New or increased overtime or premium pay requirements



New designations that time not worked counts as time worked for the purpose of
computing overtime or premium pay



New benefits

Management & Efficiency Study – Cleveland, Ohio
Workforce & Collective Bargaining
November 2009

Page 60

Workforce & Collective Bargaining


WF02.

Any other term or provision which adds new or additional restrictions on the City’s
Management Rights

Revise Contracting Out Provisions
With respect to contracting out services, the City should maintain flexibility to exercise its
management rights and responsibilities where union job security is not at risk. This includes
codifying the following exceptions to union review all contractual clauses pertaining to the
privatization of city services:


Instances where the total value of a contract is less than $25,000, indexed to inflation for
future years



Temporary workers that may be hired on a contractual basis to support temporary ebbs
in demand for city services



All capital projects



The use of volunteers for bargaining unit work, so long as volunteers are not used to
displace bargaining unit employees

For all contracting out initiatives greater than $25,000 (indexed to inflation in out years), the City
should explore the possibility of streamlining the meet and confer process. This would include
the following:


Shortening the time window for union review from 65 calendar days to 20 working days



Replacing binding interest arbitration with fact finding for dispute resolution on issues
pertaining to contracting out



An expedited appeals process to a senior member of the Mayor’s Office to act as the
final arbitrator should either side contest the fact-finder’s recommendation

The City may consider using a third-party firm to independently perform a cost-benefit analysis
of contracting out select City services. The cost of such independent analyses will vary
according to the scope and breadth of services, but can generally be performed at a cost
between $25,000 and $100,000.
For more detailed examples of City of Cleveland services that are candidates for contracting
out, please see the Public Service, Motor Vehicle Maintenance, and Parks, Properties, and
Recreation Chapters.
WF03.

Overtime Reduction
While the City of Cleveland has taken strides in reducing overtime payments in the first six
months of 2009, contractual provisions will continue to generate cost pressures for
departmental managers unless revised or clarified.
Suggested contract language pertaining to overtime reduction may touch upon the following
themes:


Payment of overtime premium of time and one half only for hours worked beyond forty
hours in a workweek (excluding firefighters)
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Paid leave, whether or not authorized, and other time worked should not count as time
worked for calculation of overtime pay



Premium pay of any kind, including overtime, should not exceed one and one half time
the employee’s hourly rate
o

Include a “no pyramiding” clause in the IAFF collective bargaining agreement

The City may consider engaging a third party to perform a more comprehensive analysis of the
City’s overtime expenditures. Such an analysis should include the following:


In-depth review of cost drivers associated with overtime expenditures in each public
safety division, as well as the Departments of Public Service and Parks, Properties and
Recreation



Examination of interplay between work-rule restrictions, such as minimum manning
requirements and transfer restrictions; sick leave use patterns; and overtime experiences



Summary of operational recommendations and best practices for containing future
overtime cost growth



Benchmarking of overtime usage, policies, and contractual restrictions among regional
public sector employers

Such an analysis may cost the City approximately $50,000 to complete; however, the potential
return on investment would far outweigh the project cost. As the table below summarizes,
holding overtime expenditures constant at projected 2009 levels could generate approximately
$1.43 million in cost savings in 2010, relative to a baseline forecast based on historical
overtime expenditure growth.
Potential Cost Savings from Overtime Reduction
Baseline*
(6.45% growth)
Fiscal Impact
0% Growth
2.5% Growth
5.0% Growth

2010

2011

2012

2013

2014

$23,679,807

$25,206,881

$26,832,434

$28,562,816

$30,404,788

Projected
$1,434,562
$878,430
$322,299

Projected
$2,961,636
$1,813,509
$665,383

Projected
$4,587,189
$2,808,890
$1,030,592

Projected
$6,317,571
$3,868,462
$1,419,352

Projected
$8,159,543
$4,996,363
$1,833,184

* Based on annualized actual expenditures through June 2009; 6.45% annual growth rate based on historical overtime
expenditure growth from 2006-2008

WF04.

Wage & Step Freeze
Wage and step freezes, though painful for employees, are common practices for public
employers during periods of fiscal crisis. In the most recent round of bargaining, the State of
Ohio and City of Toledo have each implemented three-year and two-year wage freezes,
respectively.
Looking at actual expenditure data through the first six months of 2009, the City of Cleveland is
projected to spend $257,676,542 on base wages. As the table below illustrates, each one
percent increase in base wages adds more than $2.5 million per year to the City’s baseline
expenditures. This figure would likely rise when accounting for step increases as well pay
premiums and expenses that vary directly with base pay (e.g., overtime and FICA).
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Base Wage Increase Scenarios
(General Fund)
Year

2010

2011

2012

2013

2014

0% Annual Growth
Fiscal Impact
1% Annual Growth
2% Annual Growth
3% Annual Growth

$257,676,542
Projected*
$2,576,765
$5,153,531
$7,730,296

$257,676,542
Projected
$5,179,298
$10,410,132
$15,692,501

$257,676,542
Projected
$10,410,390
$21,028,467
$31,855,778

$257,676,542
Projected
$20,924,884
$39,534,817
$58,408,127

$257,676,542
Projected
$23,703,520
$45,464,287
$69,167,807

* Based on annualized actual expenditures through June 2009

As illustrated previously, multiple regional public sector employers have implemented wage
freezes and/or dramatic workforce cost containment measures. The regional economy also
continues to experience job contraction. Accordingly, implementing a multi-year wage freeze is
unlikely to alter the City of Cleveland’s relative position to other Ohio area public sector and
competing private sector employers.
WF05.

Longevity Freeze
For 2009, the City of Cleveland budgeted $2,411,000 for longevity payments. Since 2005, City
longevity payments have grown at an average rate of 2.2 percent annually, despite the
reduction in the total number of employees. The table below summarizes the potential savings
from a multi-year longevity freeze – a two-year longevity freeze would yield just under $5 million
in cumulative savings.
Cost Savings From Longevity Freeze

Year
0% Annual Growth
Fiscal Impact
2.2.% Annual Growth
Cumulative Savings
Longevity Freeze

WF06.

From

2010

2011

2012

2013

2014

$2,411,000

$2,411,000

$2,411,000

$2,411,000

Projected

Projected

Projected

Projected

$2,411,000
Projected

$2,463,584

$2,517,316

$2,572,219

$2,628,320

$2,685,644

$2,463,584

$4,980,900

$7,553,119

$10,181,439

$12,867,083

Lump Sum Payments in Lieu of Base Wage Increases
Where it is necessary to grant wage increases, the City may consider providing signing
bonuses or lump-sum payments as opposed to across-the-board increases. Signing bonuses
and lump-sum payments provide employees with “cash-in-hand,” while at the same time
creating financial flexibility for the employer by not increasing the base on which future wage
increases are calculated.
The matrix below illustrates the cost savings associated with lump sum payments varying from
$250 to $1,000 against wage increases from one to three percent of base wages. Negotiating
a $250 lump sum payment in place of a one percent across the board wage increase will
generate $1,270,265 in net savings. Note that a negative figure represents a net cost to the
City.
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Cost Savings From Lump Sum Payments In Lieu Of
Across-The-Board Wage Increases (CY 2009)
Lump
Sum
Payment

Savings vs. 1%
Wage Increase

Savings vs. 2%
Wage Increase

Savings vs. 3%
Wage Increase

$250

$1,270,265

$3,847,031

$6,423,796

$500

($36,235)

$2,540,531

$5,117,296

$750

($1,342,735)

$1,234,031

$3,810,796

$1,000

($2,649,235)

($72,469)

$2,504,296

Figures based on December 2008 headcount of 5,226 general fund employees

WF07.

Furlough Days
Through prudent planning and anticipatory cost-saving measures, to date, the City of Cleveland
has not needed to resort to furloughs to maintain fiscal stability. Other public sector employers
in Ohio, including the State government and the cities of Akron, Cincinnati, and Columbus,
have used furlough days as a tool to reduce personnel expenditures. Should revenue growth
fall below projections and/or the regional economy continue to languish for a protracted period
of time, the City of Cleveland may need to revisit the appropriateness of furloughing the
workforce.
The table below provides a conservative estimate of the cost savings associated with furloughs.
Based on projected 2009 expenditures, each furlough day will generate approximately $1.03
million of non-recurring cost savings - $456,297 and $578,549 for non-uniform and uniform
personnel, respectively.
Additional cost savings may be realized through the reduced
consumption of variable non-material costs (e.g., fuel and electricity), as well certain pay
premiums and personnel costs not included in base pay (e.g., overtime).
Projected Furlough Day Cost Savings
(Projected 2009 Expenditures)
Expense ($)

Non-Uniform Employees
Base Wages
FICA
Subtotal (Non-Uniform)
Uniform Employees
Base Wages
FICA
Subtotal (Uniform)
Total Savings

WF08.

$ Per
Employee

16

Cost Per
Working Day

Headcount

Savings Per
Furlough Day

$113,373,341
$1,613,476
$114,986,817

$41,743
$594
$42,337

$166
$2
$168

--2,716

$449,894
$6,403
$456,297

$144,303,201
$1,491,099
$145,794,300
$260,781,117

$57,491
$594
$58,085
$49,901

$228
$2
$230
$198

--2,510
5,226

$572,632
$5,917
$578,549
$1,034,846

Annually Evaluate Fully-Insured Status
The City of Cleveland fully insures its health benefits plans. Historically, this decision has been
based on competitive rates offered by regional private insurers, and a strategy designed to
minimize risk from catastrophic claims.
The City’s health benefits consultant has performed analyses comparing the potential cost
savings from moving to self-funded status. To date, the potential cost savings have not

16

Figures based on actual expenditures through June 2009 and include nine city holidays
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warranted the increased risk to be assumed by the City in a self-funded arrangement.
Nonetheless, this analysis should be performed regularly in case that premium rates charged
by regional insurers rise dramatically or the risk profile of the City’s workforce changes
materially.
WF09.

Increase Employee Cost Sharing for Health Premiums
City of Cleveland employees contribute a flat dollar amount monthly for healthcare coverage.
All employees contribute $25 for single coverage and $50 for family coverage, regardless of the
plan chosen. This arrangement is disadvantageous to the City for three reasons:


Employee contribution levels – both on a flat dollar and percent of premium basis – are
below national and region benchmarks



The burden of prospective rate increases resulting from medical inflation is borne
entirely by the employer



Because employees pay the same dollar amount regardless of plan cost, there is no
financial incentive for City employees to choose a lower cost health plan

Prospectively, the City may consider alternative cost-sharing arrangements that bring employee
contributions closer in-line with regional and national benchmarks, distribute the burden of
increasing health costs more evenly between the employer and employees, and/or create
financial incentives for employees to choose lower cost plans.
The following presents three alternative cost-sharing arrangements for consideration based on
percent of premium, a “buy-up” structure, and percent of salary.
A. Percent of Premium Formula
In a percent of premium cost-sharing arrangement, employees contribute a fixed
percentage of health premiums. One advantage of this arrangement is that the dollar
amounts of employee contributions automatically rise proportionately with annual rate
increases. The following tables present potential cost savings based on two separate
percent of premium cost-sharing structures.
The first table illustrates an estimate of cost savings across all funds if City of Cleveland
employees contributed 10 percent of premium for single coverage and 21 percent of
premium for family coverage – the national averages for state and local government
17
employees (all plans). Estimated general fund cost savings (based on 5,266 general fund
employees versus 7,622 all funds employees) total $7,584,921.

17

Kaiser Family Foundation and Health Research & Educational trust Employer Health Benefits 2009 Annual Survey.
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Healthcare Cost Savings – All Funds
Employee Contributions As Percentage Of Premium*
(Assuming National Average Premium Contributions for State and Local Govt. Employees)
Employee Contributions – Current Structure
($25/month single, $50/month family)
Total Premium
(Monthly)
Super Med Select
S
$433.92
F
$1,078.62
Super Med Plus
S
$391.59
F
$970.86
Kaiser
S
$423.50
F
$1,076.61
Health Ohio
S
$387.97
F
$985.16
Total

--

Employee Contributions – Percent of Premium
(10% single, 21% family)

Number of
Contracts

Employer
Contribution

Percent of
Premium
Contribution

Employer
Contribution

972
2639

$397,470
$2,714,528

10%
21%

$379,506
$2,248,718

$17,867
$465,810

$214,408
$5,589,725

937
1360

$343,495
$1,252,370

10%
21%

$330,228
$1,043,092

$13,267
$209,278

$159,204
$2,511,331

441
1005

$175,739
$1,031,743

10%
21%

$168,087
$854,775

$7,651
$176,969

$91,816
$2,123,622

77
191

$27,949
$178,616

10%
21%

$26,886
$148,651

$1,062
$29,965

$12,748
$359,577

7,622

$6,121,909

$5,199,942

$921,869

$11,062,432

Monthly
Savings

Annual
Savings
(All Funds)

* All figures are based on 2009 premiums and actual enrollment distribution. Contract counts are effective September 1, 2009.
Analysis assumes that 2009 enrollment would remain unchanged, despite changes in premium contribution amounts.

The second table summarizes the incremental cost savings from implementing a five to fifteen
percent of premium employee contribution for both single and family coverage, assuming no
changes plan enrollment. In this scenario, each additional percent in employee contributions
generates approximately $530,000 in estimated general fund savings.
Healthcare Cost Savings –
Employee Contributions As Percentage Of 2009 Health Premium
(Assuming Uniform Percent of Premium Contribution for Single and Family Coverage)
% of Premium
Contribution
5%
6%
7%
8%
9%
10%
11%
12%
13%
14%
15%
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$20,300
$793,380
$1,566,460
$2,339,540
$3,112,620
$3,885,700
$4,658,780
$5,431,860
$6,204,940
$6,978,021
$7,751,101

General Fund
Estimate
$13,919
$543,979
$1,074,038
$1,604,098
$2,134,158
$2,664,218
$3,194,278
$3,724,338
$4,254,398
$4,784,458
$5,314,517
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B.

“Buy-Up” Formula

Buy-up” cost sharing structures create a financial incentive for employees to choose the lowest
cost health plan. Under a “buy-up” cost sharing arrangement, employees have access to a
base health plan at a subsidized rate, but pay 100 percent of the incremental costs of more
expensive health plans.
Nearly 80 percent of City employees are enrolled in one of the two Medical Mutual health plans;
the Medical Mutual Plus PPO plan is the lowest cost plan. If the City were to make the Plus
PPO the base plan with a five percent premium contribution and create a “buy-up” cost-sharing
structure for the Select POS, the premium cost-sharing arrangement would be as follows:
Illustrative Buy-Up Cost Sharing Structure
Medical Mutual Plus PPO
Employer Contribution: (95% of PPO premium)
Employee Contribution: (5% of PPO premium)
Total Premium:
Medical Mutual Select POS
Employer Contribution (95% of PPO premium)
Employee Contribution (5% of PPO premium +
100% of difference between POS and PPO premium)
Total Premium:

Single
$372.01
$19.58
$391.59
Single
$372.01

Family
$922.32
$48.54
$971.86
Family
$922.32

$61.81

$155.67

$433.82

$1,077.99

In the above scenario, employees switching to the Medical Mutual PPO would see their
premiums decrease, and the City would experience cost savings as well because employees
would move from the higher cost Select POS plan to the lower cost Plus PPO. Employees
requiring more comprehensive coverage would still have the option of the Select POS, but at
higher cost.
The table below illustrates the estimated general fund savings for three buy-up scenarios based
on a percent of premium employee contribution. Of note, these estimates do not reflect any
changes in health plan enrollment that may result from changing the health plan cost structure
(e.g., a migration by employees into the lower cost “base” health plan).
Buy-Up Cost Structure – Estimated General Fund Savings
Buy-Up Employee Contribution
5% of Premium
7.5% of Premium
10.0% of Premium

General Fund
Cost Savings18
$296,622
$399,398
$502,174

18

Savings assume 32%/68% distribution of single and family coverage; 31%/69% distribution of employees in base
versus “buy-up” plan
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C.

Percent of Salary Premium Sharing

Another option for health premium cost sharing involves all employees contributing a fixed
percent of salary. An appeal of this cost-sharing option is that it is often viewed as a more
“equitable” arrangement – i.e., those employees who earn higher salaries also contribute a
higher dollar amount to health premiums. Additionally, employees’ contributions to health
benefits rise in-line with wage increases, spreading burden of prospective health premium
increases between the employer and employees.
The table below summarizes the cost savings associated with a percent of salary premium cost
structure versus the current City of Cleveland flat dollar amount cost structure. The grey
columns list the percent of salary (0.5 – 5.0 percent), while the “Percent of Salary” columns list
aggregate employee contributions for single and family coverage, respectively, based on the
appropriate percent of salary.
Healthcare Cost Savings –
Employee Contributions As Percent Of Salary
Employee Contributions Single Coverage
$25 Per
Month

Employee Contributions Family Coverage

Net
Savings
(Single
Coverage)

% of
Salary

Percent of
Salary

$50 Per
Month

Net
Savings
(Family
Coverage)

Total Net
Savings
(Single +
Family)

% of
Salary

Percent of
Salary

0.5%

$404,097

$499,219

-$95,122

0.5%

$864,971

$2,137,161

-$1,272,190

-$1,367,312

1.0%

$808,195

$499,219

$308,975

1.0%

$1,729,943

$2,137,161

-$407,219

-$98,243

1.5%

$1,212,292

$499,219

$713,072

1.5%

$2,594,914

$2,137,161

$457,753

$1,170,825

2.0%

$1,616,389

$499,219

$1,117,170

2.0%

$3,459,885

$2,137,161

$1,322,724

$2,439,894

2.5%

$2,020,486

$499,219

$1,521,267

2.5%

$4,324,856

$2,137,161

$2,187,695

$3,708,962

3.0%

$2,424,584

$499,219

$1,925,364

3.0%

$5,189,828

$2,137,161

$3,052,667

$4,978,031

* Salary figures based on CY 2008 actuals and include base wages for permanent and uniform employees only. Analysis assumes
5,226 general fund employees, as well 68.2% enrollment in family coverage and 31.8% enrollment in single coverage plans.

The rows highlighted in blue illustrate the threshold at which a percent of salary contributions
generate cost savings relative to the current $25/$50 flat dollar amount cost sharing structure:


At 1.0 percent of salary, the City experiences estimated net savings of $308,975 for
single coverage. Each incremental increase of 0.5 percent of salary will generate an
additional $404,097 in cost savings



At 1.5 percent of salary, the City of Cleveland will experience estimated net savings of
$457,753 for family coverage. Each incremental increase of 0.5 percent of salary will
generate an additional $864,971 in cost savings

WF10. Explore Health Plan Re-Design
Sound health plan design can create incentives for employees to make more cost-effective
choices. This is already being done, for example, in the three-tier Rx co-pay structure used by
the City of Cleveland that requires lower employee payments for more affordable generic drugs.
The following presents three areas of plan design for further cost containment. Actual cost
savings would vary according to changes in premium cost sharing and changes in enrollment that
result from changes in health plan design:
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WF11.



Create a Differentiated Co-pay Structure for Doctor’s Office Visits.
City
employees pay $15 for office visits, irrespective of whether the doctor is a primary care
physician or specialist. Nationwide average for specialist office-visit co-pays is $25,
reflecting the higher cost associated with specialist care.



Implement Deductibles. For in-network POS or PPO coverage, City employees do
not a pay a deductible. This is a generous benefit relative to other regional and
national employers. A simple deductible would help the City recoup a meaningful
portion of health-related costs. A related option would entail creating differentiated
deductibles, where employees in higher cost plans would pay a higher deductible than
employees in lower cost plans.



Raise Emergency Room Co-pays. Emergency room care is more expensive the care
received at a physician’s office. Accordingly, emergency room co-pays should be set
at a level where employees have an incentive to use physician office care for nonurgent care, but do not impede emergency room visits in cases where emergency care
is warranted. Given that Cleveland’s emergency room co-pays are lower than regional
and national benchmarks, the City may be able to raise co-pays for non-urgent care
received in emergency rooms without negatively impacting health outcomes.

Implement a Health Management Program with Financial Incentives
The City of Cleveland recently launched a wellness program to improve awareness of chronic
disease, and encourage healthy lifestyles. The implementation and expansion of health
management programs is a best practice that is gaining traction among larger employers
nationally, including many public sector agencies.
Some employers have adopted financial incentives as an approach for increasing health
management program participation, for example:


In 2005, the Commonwealth of Pennsylvania launched “Get Healthy,” an innovative
state-wide health management program including health risk assessments, disease
management, care management and wellness programs. For participation, employees
receive an incentive equivalent to 0.5 percent of salary, growing to 1.5 percent over the
next two years in tandem with parallel increases in employee premium cost-sharing.
With these incentives, 62 percent of state employees now participate in the program.



The State of Missouri offers a “Lifestyle Ladder” wellness and disease management
program, including work with health coaches. To encourage participation, the State
offers a $15/month incentive discount on employee premium contributions and
$30/month for employee/spouse coverage.



King County, Washington implemented a “Healthy Incentives” program where
employees who take a health risk assessment and complete an individual action plan
receive incentives in the form of lower deductibles and co-insurance for in-network
care.

Looking forward, the City of Cleveland continues to view health management as a key
component of its benefits program. To further strengthen this program, the City might consider
expanded financial incentives for program participation.
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WF12.

Cross Training of Employees in Division of Traffic Engineering
See chapter on Division of Traffic Engineering for details.

WF13.

Negotiate Modifications to the Pay Scale for Truck Drivers within Local 244
See chapter on Division of Streets for details.
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Division of Architecture
Overview
The Division of Architecture designs and prepares building surveys, preliminary drawings, cost estimates,
detailed drawings and specifications for all buildings under the charge of the City of Cleveland. The
Division currently maintains approximately 202 buildings which include City Hall, maintenance shops,
police stations, and fire stations. The Division’s mission statement is “to plan and construct appropriate
and constant physical facilities for the City of Cleveland.”
The Division of Architecture is composed of four units, with functions and services as described below.


Facility Design and Construction plans and implements the rehabilitation and/or construction of
City facilities. The Division personnel prepare working drawings, conduct inspection of the
projects, and prepare the schedules of construction projects.



Project Coordination and Administration ensures the quality of construction and design
projects following the City contract standards. This unit is responsible for writing programs,
analyzing costs for potential projects, and reviewing consulting and contractual services
proposals. The unit also inspects projects for adherence to contract requirements.



Development Planning develops long range plans for construction projects of the City facilities
located within the City of Cleveland. This program is tasked with coordination of the construction
plans with other City Departments or authorities, and preparation of physical designs for Cityowned facilities.



Facilities Management ensures that working conditions for City employees are safe and
adequate, by conducting field observations of City buildings, preparing evaluation reports on their
existing use and physical condition, and developing recommendations for long-term
maintenance. This unit is also responsible for creating the strategies of adaptive reuses and
making recommendations, which will maximize potential of City buildings based upon current
need and/ or future predictions.

Historic Employee Count
Programs
Facility Design and Construction
Project Coordination and Administration
Development Planning
Facilities Management
Division Total

2007
Actual
FT
3
1
2
2
8

2008
Estimate
FT
3
1
2
1
7

2009
Budget
FT
3
1
2
1
7

Comparison of Staffing by Position
Position
Administrators and Officials
Professionals
Total
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1
6
7

2009
1
6
7

Page 75

Division of Architecture
Budget Data
Historical Expenditures – Division of Architecture
Category
Salaries
Benefits
Training
Contractual Services
Materials & Supplies
Maintenance
Inter-departmental Charges
Total Expenditures
Sales & Charges for Services
Miscellaneous Revenues
Expenditure Recoveries
Total Revenues

2007
Actual
$478,636
$160,804
$776
$3,698
$6,053
$0
$13,646
$663,614
$525
$780
$326,520
$328,108

2008
Estimate
$447,245
$142,467
$3,321
$2,967
$4,170
$2,653
$13,514
$616,337
$0
$390
$299,817
$300,207

2009
Budgeted
$411,001
$146,487
$700
$6,000
$5,767
$3,000
$21,756
$594,711
$0
$0
$300,000
$300,000

2007-2009
Growth
-14.1%
-8.9%
-9.8%
62.2%
-4.7%
NA
59.4%
-10.4%
NA
NA
-8.12%
-8.6%

Since 2007 employee retirements have retired resulting in a 14 percent decrease in salaries and an 8.9
percent decrease in benefits.

Progress and Future Challenges
Progress


Continuing Education Efforts. Staff attended a variety of continuing education events in areas
relevant to their professional expertise, including one for Leadership in Energy and
Environmental Design (LEED) accreditation.

Challenges


Facility Management Budget.
The Division’s budget for facility management (capital
improvements) was as high as $3.0 million in 2006 and $7.0 million in 2007. In 2009 the amount
was reduced to about $1.6 million, in part due to the addition of an architect in the Division of
Property Management, reducing the number of projects to be completed by the Division of
Architecture. These projects were moved to the Division of Property Management to allow the
Division to have more involvement in capital projects for facilities and buildings. In addition, the
Division of Architecture has in recent years lost two employees due to retirement, one due to
Division transfer and downsized it staff by one without replacement. This has resulted in a
staffing reduction of over 40 percent in the past three years.



Crisis Driven Workflow. With reduced resources, the Division is able to address only the most
urgent requests for building repairs. In 2008, the Division hired an external consultant to perform
a citywide facility assessment. The study estimated costs of $400 million to address the
maintenance and/or major rehabilitation of the City owned buildings. Of the $400 million, the
report identified $280 million required to address the most urgent needs to stop building
deterioration and prevent more significant damage.
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Areas for Focus


Deteriorating Condition of City Buildings. The Division is responsible for approximately 200
City facilities. Due to the reduced facility management budget and the limited number of staff, the
Division cannot provide prior levels of service to all of the buildings. The recent $280 million
estimate for urgent needs or prioritized repairs is likely to increase.
Given that the necessary resources will not be available in the short term, the City will have to
prioritize its building maintenance needs. The City should also review the recently-created list of
facilities to identify properties that will not be needed in the future, and consolidate functions and
services in other buildings. While the sale of unneeded property may not be advisable in the
current real estate market, buildings that are not needed or cannot be cost-effectively maintained
should be mothballed and included on the City’s inventory of property available for economic
development and reuse (see following point).



Underutilization of City Buildings. The assessment performed by the Division identified a
number of facilities that are not fully utilized. These facilities should be either closed or alternative
uses should be identified. To help achieve this goal the Division of Architecture is trying to
consolidate departments so all units from a department are housed in one location. For example,
last year the Health Department was moved from five different locations into a building on St.
Clair Street. There is no ongoing effort to monitor utilization of all the City buildings, but a
concerted effort to identify surplus space and implement consolidations will increase the ability for
the City to reduce ongoing operating costs for unnecessary space and realize one-time revenues
from property sales where appropriate. Other sections of this report identify agencies that should
be moved from their current locations.



Coordination of Building Maintenance Functions to Streamline Operations and Control
Costs. The Division of Architecture provides internal services that overlap with other operating
divisions across the City. In an effort to best coordinate efforts and ensure efficient use of limited
resources, the City should explore refining the organizational structure that provides these
services to maintain City property.

Initiatives
AR01.

Merge the Division of Architecture, Division of Property Management, and the Division of
Research, Planning, and Development into a Single Facilities Management Division
FY2010 Impact: $40,315
Five-year impact: $201,575
The Division of Architecture is housed under the Department of Public Services. The Division
employs a team of professional architects to create in-house designs, to oversee outsourced
building construction projects, and to monitor building maintenance. The Division currently
employs one Chief Architect, three Senior Assistant Architects (Project Management), one
Project Director and one Administrative Officer. The Chief Architect is acting Commissioner
within the Division.
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Senior Administrative Positions, Division of Architecture
Position
Administration

Production

Chief Architect
Administrative Officer
Project Director
Senior Assistant Architects (3)

Duties
Public Improvement Contracts &
Project Management
General Office Administration
Project Management
(2) Project Management
(1) Construction Management

The Division of Architecture provides services similar to those of the Division of Property
Management and the Division of Research, Planning, and Development in the Department of
Parks, Recreation and Properties. For example, the Division of Property Management hired an
architect to join their staff to provide in-house designs and manage capital improvement
projects. These services are identical to those delivered by the Division of Architecture.
Additionally, the Commissioner of Property Management is currently managing capital
improvement projects which eventually will be passed on to their architect.
Department of Public Services, Parks: Architect Positions
Division
Division of Architecture

Division of Property Management
Division of Research, Planning, and
Development
Total Number of Architects

Architects
Chief Architect
Project Director Architect
Senior Assistant Architect (3)
Architect
Landscape Architects (3)
Structural Architects
(10) Architects (10)

Although, the Landscape Architects and Structural Architects have distinctly different roles than
the those under Division of Architecture, a merger and consolidation of Division of Architecture,
Division of Property Management, and parts of the Division of Research, Planning and
Development departments into a Facilities Management Division would centralize operations
and consolidate staff, functions, resources and equipment. Furthermore, it will allow the
Divisions to operate more efficiently and cost effectively, increase productivity of staff, improve
the quality of the services we delivered.
In addition, the Divisions coordinate, through verbal communication, who will assume
responsibility for a building that is due for maintenance and repair. In situations where
buildings require repair service, Property Management will assess the work order and decide
whether repairs can be handled within the Division or if they can contract the work out. If they
do not have the resources to handle repairs, they will contact Architecture to handle the repair
as a capital project or to provide contractual services to make repairs. This method of
communication has often led to duplicated work or confusion of how work should be
categorized (example, capital project vs. regular maintenance).
The Division of Architecture, Division of Research, Planning and Development, and Division of
Property Management all manage capital projects. Many of these projects cross over services
offered by all three departments. For example, the Division of Architecture has included within
their list of capital projects for the year, an initiative to provide concrete, electrical, HVAC,
plumbing, and roof repair services for Fire Renovations. The Division of Property Management
has staff with electrical, plumbing, and roof repair capabilities. Furthermore, there are other
Divisions under the Department of Public Services such as Division of Streets that can provide
small scale concrete repairs.
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Also, the Division of Architecture and Division of Research, Planning and Development both
have architects who can provide in-house design services. Consolidation of these Divisions
would allow streamlined operations and will help to eliminate duplication of functions, to share
physical resources, increase accountability, distribute work assignments, equipment and
facilities geographically, and increase quality of service delivery through established standards,
faster response times and coordinated activities.
The table below illustrates how other cities provide these services through Facilities
Management departments.
City/
# of Buildings
City of Sacramento

Department Title / Operation/
Services Provided
Department: Department of General Services
Division: Fleet and Real Property Management

9 Over 400 facilities

City of Chicago
9 Over 450 facilities

City of Columbus

Facilities and Real Property Management's primary business is to purchase, build,
maintain, and manage all City facilities and real estate.
Department of General Services
Division: Architecture, Engineering, and Construction Management/ Facilities
Management
Undertakes construction projects that enhance by renovating and reconstructing
health care and human services facilities, public safety buildings, and cultural
institutions. Prepares the designs for all landscaping of City owned property.
Department: Finance and Management
Division: Construction Management

9 Over 104 facilities

City of Cincinnati
9 Approximately 88
facilities

City of Seattle

Maintain general fund facilities through managing resources, staff, and outside
contracts.
Department: Department of Public Services
Division: City Facility Management Division
Responsible for records management, property management, maintenance services,
energy management, City Hall operations, Fountain Square/Skywalks, and
architecture design services, and building rehabilitation.
Department: Fleet and Facilities Division
Divisions: Fleet and Facilities Capital Programs, Facilities operations

9NA

City of Detroit
9 NA

Responsible for managing real estate, buildings and vehicles for the City of Seattle.
The Fleets and Facilities Department has four major operating functions, including
the Capital Programs division; Facilities Operations division; Fleet Services division;
and Real Estate Services division.
General Services Department
Responsible for ground maintenance, Vehicle/Equipment & Fleet
Maintenance/Management, Inventory/Stores Management, Building
Operations/Maintenance, Security/Janitorial Services, and Property Management
Detroit Building Authority
Assist City Departments in carrying out their capital improvement programs
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In the benchmark table above most cities have one General Services Department or similar
structure. Under each General Service Department there is either an Architectural/Capital
Improvement Division and a Property Management Division, or a section combining the two
functions.
Other cities have made the transition from distributed functions to a single department. For
example, the City of Detroit consolidated Ground Maintenance sections, Inventory/Store
Management, Fleet & Equipment Maintenance, Building Operations/Maintenance,
Security/Janitorial Services, and Property Management with the intent to streamline operations
that were common to different city departments. The consolidation involved taking core and
non-core processes occurring throughout Detroit City government and delivering them through
a common service provider.
Potential Organizational Chart

General Services

Department

Director

Facilities Management
Commissioner

Division

Responsibilities

Architecture and
Construction Management

Property Management

Other Divisions

Research, Planning, and
Development

This merger assumes that Commissioner positions are consolidated from three to one and a
new position is created for Department Director. Other Divisions may be added as discussed
elsewhere in this report.
In addition to alignment of functions and mission, the combined unit would save the cost of at
least one Commissioner. There could also be a consolidation of Architects within the Division.
This will allow the Division to streamline work, combine operations under one division to
provide better oversight and accountability, and eliminate redundancy. Ultimately, Divisions will
eliminate duplication of functions, share physical resources, increase accountability, distribute
work assignments, increase quality of service delivery through established standards, faster,
response times and coordinated activities, and ultimately, through an appropriate feasibility
study, identify and realize future cost savings.
Currently, the minimum annual salary for the Commissioners within the three positions is
$40,315, the minimum cost saving from this initiative. The five year total from this change
would be over $200,000. The estimate does not include additional savings from benefits or
indirect costs, or from the possible reduction of other positions in the combined unit.
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Fiscal Impact
Fiscal Impact

FY2010
$40,315

FY2011
$40,315

FY2012
$40,315

FY2013
$40,315

FY2014
$40,315

Total
$201,575

Additional Initiatives
Along with the initiatives outlined above, others key issues, which would require additional assessment
and could potentially benefit the Division of Streets are listed below:



Sell Under-Utilized Surplus City Facilities. The assessment performed by the Division discovered
that there are approximately 200 properties owned by the city. Many buildings and properties are not
fully utilized. City should consider relocating / consolidation of offices and selling unused buildings.
The sale of City properties will provide revenue for the capital improvement and relieve the City of
potential liabilities and maintenance costs. Architects within the Division can focus their attention on
utilized buildings saving time, labor cost, and reducing overtime. Subsequently, related Divisions such
as Property Management will realize significant savings in overtime and will utilize workers more
efficiently. With the current weak real estate market, it may make sense to mothball some facilities
until sale or reuse is more likely. In the meantime, City and regional economic development agencies
should be made aware of properties the City will no longer use.
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Division of Streets
Overview
The Division of Streets, with its annual operating budget of $28 million and 169 full time personnel, is one
of the two largest divisions in the Department of Public Service. The Division of Streets is charged with
street maintenance, repair, cleaning and safety, which is accomplished through variety of services,
including streets resurfacing, repair, sweeping, leaf pickup, guard rail installation and repair, snow and ice
removal, and graffiti abatement. The Division’s mission is “to provide roadways that are clean and safe
from hazards and sight lines free of graffiti. Our mission benefits the quality of life and economic stability
for the residents of the City of Cleveland.”
The Division of Streets is composed of multiple programs, with the following functions and services:


Graffiti Abatement insures the removal of graffiti from all areas in the City of Cleveland. It is
responsible for eradication of the graffiti, enforcement of anti-graffiti ordinances, and educating
the public, especially children, about the negative aspects of having graffiti in the
neighborhoods.



Guard Rail Repair protects the public right-of-way property from out of control vehicles and
health hazards resulting from illegal dumping. It is responsible for installation of the new guard
rails based upon established criteria and approval. It also repairs damaged guardrails.



Radio Communications and Administration provides the City managers and the public with a
means of prompt communications in order to carry out the joint mission of the City government.
The Radio Communications Center is used mainly for the Division of Streets, additionally
enabling communication with the Division of Waste Collection, Park Maintenance, Water, CPP
and WPC in order to bring requests for service from citizens. There are six radio operators and
the center is open 24 hours per day from April to November, five days per week. In the winter
radio center is open an additional 16 hours on the weekends to help coordinate the snow
removal program. The Administration Office, headed by the Commissioner, provides the
leadership to carry out the mission of the Division by supervising field personnel and setting
project priorities. Administration staff is also responsible for analyzing all programs and
improving the quality of service in each program.



Snow and Ice Control provides snow and ice control services to maintain reasonable and safe
traffic flow and enhance the economic life of the City of Cleveland. It provides anti-icing and deicing to all primary routes during light snow conditions and conducts tandem plowing of all
primary routes during heavy snow. This Program is also responsible for plowing and salting
residential streets.



Street Cleaning provides a clean appearance and safe road conditions within the City by
cleaning streets, removing litter, and reducing the amount of pollutants flowing into City’s
sanitary sewer systems.



Street Repair provides road maintenance services which eliminate hazardous conditions,
extend the life of newly resurfaced streets and save the taxpayers money. The Program is
responsible for repairing utility openings and pot holes, sealing cracks in street surfaces, and
maintaining brick streets.



Street Resurfacing maintains and repairs all roads in the City of Cleveland, thereby providing
safe traveling conditions for all motorists. This Program is responsible for performing main and
residential street repairs by replacing the roadway surface and installation of ADA (American
with Disabilities Act) compliant radius ramps.

Management & Efficiency Study – Cleveland, Ohio
Division of Streets
November 2009

Page 83

Division of Streets


Weld Shop/Heavy Equipment Program is responsible for proper maintenance of all
specialized equipment utilized by the Division of Streets to provide the public with prompt
services. The Program repairs specialized equipment (snowplows, excavators, front loaders,
etc.), retains equipment maintenance records, receives road maintenance supplies, and
maintains an inventory of supplies and equipment.

The budgeted cost for the Division of Streets is $27.9 million for fiscal year 2009. This constitutes a
decrease of $460,000 or 1.6 percent from the unaudited operating cost of $28.3 million in FY2008; the
drop is attributable mainly to the $770,000 decrease in the cost of snow removal services. The chart
below shows the annual cost distribution between the eight programs in the Division of Streets as
budgeted for fiscal year 2009.
Division of Streets
FY2009 Budgeted Costs by Program
Program
Street Resurfacing
Street Repair
Street Cleaning
Snow & Ice Removal
Guard Rail Repair
Weld Shop/Heavy Equipment
Graffiti Abatement
Radio Communications/Administration

FY2009 Budget
Amount
$4,400,000
$7,608,000
$3,921,000
$8,903,000
$127,000
$2,179,000
$121,000
$615,000

FY2009 Budget %

16%
27%
14%
32%
0%
8%
0%
2%

As indicated above, the most significant expenses incurred by the Division of Streets are related to the
snow removal in the winter season (33 percent of the total costs) and street repair (27 percent of the
Division’s operating budget). Three additional programs with large operating budgets are Street
Resurfacing, Street Cleaning, and the Weld Shop, amounting respectively to 16 percent, 14 percent, and
8 percent of the Division’s operating budget. Guard Rail Repair, Graffiti Abatement and Radio
Communication and Administration account jointly for three percent of total operating cost in FY2009.
Historic Employee Count
The table below shows the Division’s headcount for all the employees (full-time and part-time/seasonal)
across all funds.
Comparison of Staffing by Program
Programs
Graffiti Abatement
Guard Rail Repair
Radio Comm. and Admin.
Snow and Ice Control
Street Cleaning
Street Repair
Street Resurfacing
Weld Shop / Heavy Equipment
Division Total

2007 Actual
FT
PT
3
3
20
31
106*
36
33*
54
12
21
180
106

2008 Unaudited
FT
PT
3
3
17
32
108*
36
34*
51
11
20
173
108

2009 Budgeted
FT
PT
3
3
19
29
110*
34
35*
49
12
20
169
110

* Staffing for seasonal work is shown at peak strength per program
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The Division’s staffing level varies during the year with the use of seasonal employees, but budgeted
staffing numbers have been stable. The biggest staffing adjustment occurred in the Snow Control and the
Street Cleaning programs, where in the last two years four full-time employees were replaced with six
additional part-time workers. Most of the seasonal staff is utilized by the Division during winter/snow
season, and only 12 seasonal workers are maintained throughout the year.
Comparison of Staffing by Position
2008
Unaudited
3
2
4
98
60
6
173
(+ 108 seasonal)

Position
Administrators and Officials
Office and Clerical
Professionals
Skilled Craft
Service and Maintenance
Technician
Total

2009
Budgeted
3
3
5
96
54
8
169
(+110 seasonal)

Budget data
Expenses and revenues for the Division of Streets are shown below.
Historical Expenditures – Division of Streets
Category
Salaries
Benefits
Training
Utilities
Contractual Services
Materials & Supplies
Maintenance
Claims, Refunds and Misc.
Inter-departmental Charges
Capital Outlay
Total Expenditures

2007
Actual
$13,437,929
$4,318,894
$4,855
$444,793
$162,807
$3,796,147
$72,681
$32,839
$2,723,407
$1,512,957

2008
Unaudited
$11,685,319
$4,340,440
$100
$485,998
$174,556
$4,993,857
$64,275
$1,765
$3,510,024
$3,080,245

2009
Budgeted
$11,652,292
$4,501,450
$4,100
$416,559
$170,500
$4,379,450
$64,000
$1,000
$3,051,537
$3,633,325

2007-2009
Growth
-13.3%
4.2%
-15.5%
-6.3%
4.7%
15.4%
-11.9%
-96.9%
12.0%
140.1%

$26,507,307

$28,336,580

$27,874,213

5.1%

The Division’s expenditures increased by 5.1 percent from FY2007 (actual) to FY2009 (budgeted).
However, the FY2009 budget figure is $460,000 or 1.6 percent lower than FY2008 estimated spending.
This expected expenditure decrease in relation to the last year spending is due mainly to a 13.3 percent
reduction in salaries, as well as the Division-wide effort to reduce spending for utilities, claims and
maintenance.
The overall 5.1 percent increase of the FY2009 expenditures in relation to FY2007 actual spending was
caused mainly by the $2.1 million or 140.1 percent increase in capital outlay, which is attributable to the
expanding number of street resurfacing projects in the City, and the $580,000 or 15.4 percent increased
cost of Materials and Supplies. This budget expense was directly affected by higher road salt prices.
Despite of the reduced expenses in salaries, there was a 4.2 percent increase of benefits cost. This was
primarily caused by the higher amounts paid by the Division of Streets towards the unemployment
compensation (from $93,000 in FY2008 to $224,000 in FY 2009) and for retirement benefits.
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Historical Revenues – Division of Streets
2007
Actual

Category
Licenses & Permits

2008
Unaudited

2009
Budgeted

2007-2009
Growth

$2,700

$3,300

$3,000

11.1%

$14,509,639

$14,428,017

$13,995,000

-3.5%

$1,884,830

$2,015,363

$1,727,000

-8.4%

$11,647

$8,922

$1,500

-87.1%

Transfers In

$8,250,000

$8,178,919

$6,137,714

-25.6%

Expenditure Recoveries

$1,825,801

$3,562,667

$6,000,000

228.6%

Total Revenues

$26,484,617

$28,197,188

$27,864,214

5.2%

Intergovernmental Revenue
Sales & Charges for Services
Miscellaneous Revenues

The Division’s revenues increased by 5.2 percent or $1.4 million from FY2007 actual to FY2009
budgeted. However, the FY2009 budget is approximately $333,000 or 1.2 percent lower than FY2008
unaudited revenues. This expected revenue decrease is caused mainly by $500,000 decrease in funds
received from the State of Ohio Department of Transportation (listed in the table under
“Intergovernmental Revenue”) and approximately $290,000 or 8.4 percent decrease in revenue
generated through sales (funds obtained through scrapping old vehicles utilized by the Division) and
charges for services (received from other City’s Departments).

Progress and Future Challenges
The Division of Streets has made progress in the following areas:


Sensible Salting Program. The Division’s Sensible Salting Program included the installation of
temperature sensors on supervisor vehicles to gauge road treatment most appropriate for
weather conditions. Salt spreaders were calibrated to expel a maximum of 500 pounds of salt
per lane mile (approximately 800 pounds per lane mile were applied before calibration) and truck
drivers were trained to plow out streets prior to salting. These efforts resulted in the reduction of
salt usage from 85,000 tons in 2006-07 winter season to 64,000 tons in the 2008-2009 winter
season. The new salting practices also helped the Division to reduce overtime hours and related
costs. As a result, the Division reported savings of $810,000 in FY2008, and $264,000 after
2008-09 winter season, despite of increasing price of the road salt on the local market. In total,
the cost of plowing was significantly reduced, from $16.13 to $11.57 per lane mile for every one
inch of snow.

Season

Snowfall

Salt
Used
(tons)

2006-07 Winter
2007-08 Winter
2008-09 Winter

76.5
79.1
77.2

85,000
67,000
64,000

Salt Cost

Overtime
Cost

Total Cost

$3,330,000
$2,209,660
$2,513,172

$742,000.00
$1,001,462.27
$433,700.00

$4,072,000
$3,211,122
$2,946,942

Cost per
Lane Mile
(1 inch
snow)
$16.13
$12.30
$11.57

Despite higher road salt prices and comparable snowfall and salt usage in the 2008-09 winter
season, the Division decreased overall cost of snow removal by $264,000 over the prior year.
The primary savings is a result of reductions in overtime hours used.
The Division was able to renegotiate favorable pricing with local salt distributor Cargill. In 2009
the Division has paid $39.00 per ton of salt, which was significantly lower than statewide average
of $62.47 as well as countywide average of $41.57 per ton. As of August 2009, the Division of
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Streets has a total of 30,000 tons of road salt in stock available to use during next winter season.
There are 20,000 tons of salt (including 5,000 tons of treated salt) stored in six facilities utilized
by the Division. An additional 10,000 tons of salt are stored in a reserve facility.


Weather Forecast for Snow and Ice Control. The Division uses the weather forecast provided
by Burke Airport to plan winter season work. By utilizing the Burke Airport weather forecast, the
Division can plan to address the winter storm and its severity specific to the City of Cleveland, as
opposed to regional forecasts, deploying the equipment and scheduling the crew accordingly.



Residential Street Cleaning. In 2008 the Division of Streets swept all residential streets at least
6 times between the months of April and November. That effort was the part of the new Clean
Cleveland initiative started in 2007. Prior to 2006 residential streets were not swept regularly.
The Division has also maintained daily street sweeping for the main streets in the City – 24 in
FY2008. Employees devoted to programmed street cleaning also pick up debris from illegal
dumping, provide vacation relief for the asphalt and concrete crews, and are a major part of
citywide snow removal program during the winter months.
Streets Cleaning Statistics

FY2006

FY2007

FY2008

Main Street Sweeps

18

24

24

Residential Street Sweeps

0

6

6

Challenges


Pothole repair process. Due to the increasing budget constraints within the Division, the staff of
repair crews devoted to fixing potholes was reduced from five to two workers. With the smaller
crew size, potholes cannot be repaired according to the established standards (e.g. square and
clean the hole, apply special adhesive chemical, etc. prior to filling the hole). As a result, many
pothole repairs are of limited duration, especially in the winter season when cold patching may
last only three to five days.



Staff Fluctuation. The Division experiences frequent turnover in full-time employees who resign
or transfer to other departments. There is also a large number of seasonal staff in the Division,
fluctuating throughout the year. Maintaining a balance between required seasonal and full-time
staff is a constant challenge to the Division. This situation affects workforce efficiency, making it
difficult to provide continuous training and gradually move qualified people to different positions
with more responsibilities.



Prioritization and Selection Process of Street Resurfacing Projects. Selection of the most
damaged streets for resurfacing is a challenging process for the Division of Streets. At the
beginning of each fiscal year the Division prepares the list of all City streets to be repaired during
that fiscal year. According to the internal schedule in the Division, resurfacing projects should be
started in April and be completed by August or September, allowing the crew to be redeployed to
complete repair projects (utility cuts, potholes, cracks, etc.) before winter. The current schedule
does not begin early enough to account for the required City Council approval process, as the
planning timeline has grown from one month to five to six months. The extended time before the
actual resurfacing work starts creates a considerable inefficiency in the Division’s operations, and
sometimes results in needed repairs being passed over.

Areas for Focus


Pavement Management Program. In FY2008 the City initiated the Pavement Management
Program, measuring the condition of the 1,000 center-lane miles of roadways across the City.
The study was completed by external consultants and was the first wide-ranging assessment of
the streets in the City. Results of the study revealed that the pavement condition is on average
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poor and the rating for most of the City’s streets oscillates between 40 and 60 (a rating of 50 is
“fair”), significantly below the commonly recognized benchmark rating of 70 (“good”) and above.
These findings prompted the City to incorporate multiple resurfacing and rebuilding projects into
2009 Five Year Capital Improvement Program.
The Streets Repair Program coordinates with the Division of Engineering and Construction on the
ongoing assessment and rating of pavement condition in the City. Close collaboration between
both divisions could assure that the streets with the worst pavement ratings are selected first for
the resurfacing projects and the effort of improving condition of the streets in the City is managed
in an effective and objective fashion.


Consolidation of Heavy Equipment & Welding Shops. The Division of Streets currently
operates two (2) shops which specialize in heavy equipment repair and welding/snow plows
construction respectively. These two shops provide complimentary services that could be merged
for efficiency, better coordination of resources and cross-training opportunities. The Heavy
th
Equipment Shop is located at East 49 Street and Carnegie, which is the main location of the
Motor Vehicle Maintenance Division. The Weld Shop is located at 2301 East 65th Street and
according to the information provided by the Division it offers additional space, which could be
utilized for consolidation.



Work Order Management System. The Division of Streets is assessing the advantages and
costs related to the procurement of a work order management system, Archibus. This work order
management system, currently utilized within the Division of Park Maintenance and Properties,
could be used by the Streets Division as an operational and management tool, helping to improve
efficiency and performance management, allowing for quick and accurate work order tracking
and report generation.

Initiatives
ST01.

Acquire a Hot-In-Place Recycling Equipment for Street Resurfacing Projects
FY2010 Impact: $86,000
Five-year impact: $8.83 million
The Division’s annual street resurfacing budget for FY2009 is $4.4 million. A considerable part
of each street resurfacing project budget (up to 70 percent1), is consumed by the cost of
materials (asphalt) and payments to external contractors (grinding services). For example, the
cost of asphalt purchased by the Division for the street resurfacing projects was $713,078 in
FY2007 (there was only partial resurfacing program in 2007), $2,527,689 in FY 2008, and
$1,429,894 in FY2009 (YTD, as of beginning of October 2009).
When compared to conventional pavement reconstruction, asphalt recycling meets the goals of
producing safe, efficient roadways while at the same time reducing both environmental impact
and energy (oil) consumption. The resurfacing machine, utilizing a hot-in-place asphalt
recycling (HIPR) process, can resurface the road without using any new asphalt, a major factor
in the cost of each resurfacing project. For example, in the case analysis shown in the table
below, the cost of new asphalt (“Materials”) constitutes approximately 60 percent of the overall
resurfacing cost.
The following chart compares the current resurfacing process and hot-in-place recycling
process based on actual cost data and estimated costs of the same project if HIPR equipment
was used (Hot-in-place Recycling).

1
The calculation was based on the project cost distribution data provided by the Division of Streets for all street
resurfacing projects completed in FY2008.
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Talford Street from Lee to East 177th, 6,838 Sq. Yds

Material
Labor
Equipment
Crack Sealing
Triaxle Trucks
Grinding
Benefits
Indirect Costs
Overhead
Total Cost
COST PER SQ YD

Traditional
Resurfacing
$61,469
$4,841
$5,596
$1,930
$10,967
$11,311
$1,936
$247
$1,363
$99,660
$14.63

Hot-in-place
Recycling
$7,404
$7,020
$9,547
$1,930
$0
$0
$2,808
$358
$1,363
$30,431
$4.47

The City should consider purchasing the HIPR equipment designed for street resurfacing
projects. The table below shows two different scenarios for HIPR equipment utilization and the
potential savings generated by each usage option:
1. Resurfacing the same amount of streets using HIPR technology (Same Production)
2. Using the same funding to resurface additional streets area (Same Funding)
Projected Benefits of HIPR Usage
(based on FY2008 production and funding data)
Same Production:
Same Funding:
242,857 SY
$3,400,000
$3,400,000
242,857 SY
Traditional Resurfacing
HIPR

$1,214,285

680,000 SY

HIPR Annual Benefit

$2,185,715

437,143 SY

*Note: The calculations were based on the estimation that the cost of resurfacing for HIPR
equipment is $5 per square yard
Source: Division of Streets

The cost savings figures presented above necessitate purchase of HIPR equipment for $2.1
million, a price that includes 30 days of on-site training provided by the equipment’s
manufacturer.
All the cost savings and investment issues should be analyzed more fully before
implementation; in particular, the City of Akron’s recent HIPR adoptions should be reviewed.
One alternative would be scheduling fewer projects during the next fiscal year 2010 to defray
equipment cost. Alternatively, allocation of the funds for the purchase of the HIPR equipment
could be prioritized and budgeted from capital to provide greater savings in the first year. The
City could also explore outsourcing some of the street resurfacing projects to private sector
contractors utilizing HIP recycling process.
Fiscal Impact
Fiscal Impact

FY2010
$86,000

FY2011
$2,185,715
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FY2012
$2,185,715

FY2013
$2,185,715

FY2014
$2,185,715

Total
$8,828,860
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ST02.

Install Citywide Permanent Signage in the Street-Sweeping Zones
FY2010 Impact: $10,000
Five-year impact: $150,000
The Division of Streets is responsible for providing the City of Cleveland with a clean
appearance and safe road conditions. Cleaning streets and removing litter is one of the core
services delivered by the Division. The street sweeping program utilizes 12 seasonal
employees to put the temporary signs around the streets to be cleaned and indicate when the
parking is prohibited. The sweeping schedule and map of the areas cleaned are submitted each
day to the Division of Parking Facilities – Parking Violations Bureau. Efforts are closely
coordinated with the Division of Parking Facilities – Parking Violations Bureau, to enforce of the
City's parking codes by issuing tickets and impounding vehicles.
The data provided by the Division indicates that printing of paper signs costs approximately
$14,000 annually. In addition there is also a labor cost of 12 seasonal workers for
approximately $109,500 which covers posting and removing the signs throughout the City
sweeping zones according to the cleaning schedule. The total cost of posting the temporary
signage informing about the street sweeps is $123,551 annually. The detailed calculation of the
annual cost related to printing, posting and removing the temporary signs is displayed in the
table below.
Annual Cost Temporary Signage
$14,000
Materials
$109,552
Labor*
Total
$123,552
*Note: Labor totals are based on the total rate of $17.59/hr ($15.43 hourly rate + $2.16 contribution to
PERS) X the total hours spent posting signage (516 hours each for 12 laborers, for a total of 6,228 hours).

The City should analyze the cost and feasibility of the City-wide installation of the permanent
signs indicating "no parking" during scheduled street-sweeping times. The standard life
expectancy for the permanent signs is on average 10 to 15 years. The Division of Streets
obtained an estimate from the Division of Traffic Engineering whose Sign Shop could
manufacture all the signs. However, the cost of the signs (if manufactured by the Traffic
Engineering sign shop) is estimated to be approximately $800,000, including materials, labor
and installation cost.
Since the cost exceeds the annual savings, it will be difficult to implement this initiative even
though there may be long-term savings. Therefore, the City should explore other options. One
is competing the City’s price for signs against that of external providers. Another alternative is
to make a portion of the signs each year as a part of the sign shop’s annual recurring work, with
fabrication during slower periods and installation as available. Under this approach, it is
assumed that the City could phase in permanent signs over the next decade or so, achieving
net savings of $10,000 each additional year.
The installation of the permanent signage could also help the City achieve more effective
sweeping and earn additional revenue by ticketing and towing cars parked on the streets during
times reserved for street sweeping.
Fiscal Impact
Fiscal Impact

FY2010
$10,000

FY2011
$20,000

Management & Efficiency Study – Cleveland, Ohio
Division of Streets
November 2009

FY2012
$30,000

FY2013
$40,000

FY2014
$50,000

Total
$150,000

Page 90

Division of Streets
ST03.

Negotiate Modifications to the Pay Scale for Truck Drivers with Local 244 Union
FY2010 Impact: N/A
Five-year impact: N/A
The Division of Streets employs 27 full-time truck drivers, excluding seasonal drivers hired each
winter season to support the operations of the Snow and Ice Removal Program. All full-time
drivers are the members of Teamsters Local 244.
The existing pay scale for workers from this union has a large number of pay rates. Additionally,
all full-time truck drivers receive salary plus adjustments for the entire day depending on what
vehicle is driven. The plus adjustments are as follows:





$0.75 for driving a tandem axle truck.
$1.00 for driving a street sweeper.
$0.20 for driving a truck in the winter with a plow attached.
$0.20 for driving a truck in the winter without a laborer.

Consequently, the accurate and efficient tracking of the hours each driver spent on operating
different type of the vehicle, as well as payroll processing is highly inefficient.
The City should enter into negotiations with union Local 244 regarding the consolidation of the
pay scale. The plus adjustments should be eliminated from Streets Addendum XII
1,2,4,5,6,7,8,9,12 and the new step schedule with simplified pay rates should be implemented.
The new pay scale could consist of 5 to 6 hourly rates based on the drivers’ qualifications and
tenure with the City. This schedule would apply to all new truck drivers hired in the Division of
Streets. All current truck drivers can be inserted into the appropriate hourly rate schedule based
on the FY2008 annual earnings to ensure that compensation is kept neutral and the pay system
adjustment will meet lowest possible resistance from the members of the Local 244. All new
step increases would be applied to the base truck driver rate according to the new hourly rates.
Reducing the number of pay rates and eliminating plus adjustments payments can significantly
decrease the administrative time and cost of processing payroll for the Division’s truck drivers.
The negotiations with the union could also be used to reach consensus on assigning additional
duties to the drivers, which would be related to the maintenance of the trucks as well as helping
with minor labor tasks throughout the day. Adding above provisions to the contract with the
Union would help increase efficient use of truck drivers’ labor during daily operations of the
Division. Combining several existing classifications would also give management greater
flexibility in assigning tasks, resulting in more efficient use of personnel.

Additional Initiatives
Along with the initiatives outlined above, others key issues, which would require additional assessment
and could potentially benefit the Division of Streets are listed below:


Renegotiate Salaries with MCEO Union. MCEO Union is the collective bargaining unit for the
heavy equipment operators working with resurfacing and paving machinery, rollers, front & back
end loaders, excavators, etc. Within the Division of Streets there are 18 staff members belonging
to this union. These workers operate heavy machinery and must be certified for safety reasons
(working close to laborers) and potential liability (e.g. if fiber optic utility line would be cut /
damaged during street resurfacing project the City could be liable and have to pay damages).
According to the Commissioner of the Division of Streets, the salaries of the heavy equipment
operators are greater than a standard market rate for the public or private industry in the region.
The City should explore legal possibilities for renegotiating the salaries and/or the contract terms
for the heavy equipment workers. All heavy machinery operators could be possibly reclassified
and moved to the skilled workers category.
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Assess Viability of Regionalization / Shared Services. A number of services provided by the
Division of Streets could also be provided to neighboring communities through interlocal
agreement. Shared services would allow for the City to achieve increased economies of scale,
thereby lowering unit costs, while providing participating jurisdictions that are smaller in size with
efficient service at a cost lower than they could achieve in house or through private contract
agreement. Services for focus include street resurfacing (especially if the decision is made to
purchase highly efficient hot-in-place resurfacing equipment), leaf pickup and snow removal.
The comprehensive assessment of feasibility and impact of shared services should be initiated
by the City to further analyze costs, benefits, operational viability, and legal ramifications of
regionalization.



Review Contracts for Heavy Equipment Purchase. The Division of Streets utilizes multiple
heavy equipment units for the street resurfacing and street repair projects. The interviews
conducted during the efficiency study revealed that not every contract with the heavy equipment
vendors (Case, Cats, Bomag, etc.) covers both the equipment as well as the parts necessary to
maintain or repair the vehicle. Without specific provisions in the purchase contract related to
obtaining the parts from the same vendor, the Heavy Equipment Shop is required by the current
City policies to procure the parts through the official requisition process, which takes on average
two to three months. Delays in the heavy equipment repair process, caused by this situation,
directly affect the work schedule and efficiency of street repairs. The Division should coordinate
drafting of every new contract as well as review of existing agreements with Heavy Equipment
Shop supervisor to ensure that all the parts necessary for equipment repair are covered under
applicable contract with heavy equipment vendors.



Review of Welding Shop and Heavy Equipment Repair. The consultant team was not able to
identify other cities that have a level of in house snow plow fabrication and repair equivalent to
Cleveland. The potential for purchasing pre-made plows or competing some of the work should
be explored. Also, some of the heavy equipment repair undertaken by the Division appears to be
work that could be performed by the Motor Vehicle Maintenance (MVM) Division. Streets should
enter into a service level agreement with MVM so that it can reduce resources dedicated to
equipment repair and still receive the equipment it needs to meet performance goals.
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Overview
The Division of Waste Collection and Disposal provides weekly collection of waste from 190,000
Cleveland homes, the West Side Market, fire and police stations, the Justice Center, City Hall, other City
buildings, and public areas. In addition to the residential collection service, the Division of Waste
Collection offers alternative ways of disposal via the Commercial Collection and Residential Dumping
program. The division also places dumpsters at neighborhood events and community functions and plays
an active role in special cleanup programs.
The Division’s mission statement is “to reduce public health hazards resulting from refuse dumping in City
of Cleveland neighborhoods by providing collection and appropriate disposal of residential, commercial,
recyclable and city owned public area waste for the citizens of the City of Cleveland.”
The Division of Waste Collection and Disposal performs many functions and services as described
below.


Residential Collections provides weekly collection for solid waste and bulk items.
objective is to remove waste from the City's environment.



Recycling Collection is designed to remove commingled recyclable commodities from the
City’s waste stream. Curbside recycling is currently only being collected as a pilot program.



Waste Disposal / Commodities Processing delivers solid waste to landfill sites and market /
sell recyclables. This process is operated through a transfer station.



Ancillary Services provides clean up services throughout the City to improve the appearance of
the City and contribute to the revitalization efforts in Downtown Cleveland. The division repairs,
replaces, and services outdoor waste receptacles, collects of dead animals, and provides waste
container rental through the commercial waste collection service.

The

Historic Employee Count
2007
Actual

Subdivisions
Residential Recycling / Collection
Disposal / Commodity Processing
Ancillary Services
Division Total

FT
180
21
20
221

PT
31
0
0
31

2008
Unaudited
FT
PT
178
28
21
0
20
0
219
28

2009
Budget
FT
PT
202
32
22
0
21
0
245
32

Comparison of Staffing by Position
Position
Administrators and Officials
Office and Clerical
Professionals
Skilled Craft
Service & Maintenance
Technician
Total Full Time
Part Time
Seasonal*
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2007 Actual
6
3
6
3
200
3
221
1
30

2008 Unaudited
7
3
7
3
196
3
219
1
27

2009 Budget
7
3
8
3
221
3
245
1
31
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Budget data
Historical expenditures – Division of Waste Collection and Disposal
Category
Salaries
Benefits
Training
Utilities
Contractual Services
Materials & Supplies
Maintenance
Claims, Refunds & Misc.
Inter-departmental Charges
Total

2007
Actual
$9,720,945
$4,440,439
$2,166
$519,955
$9,353,106
$83,837
$62,376
$4,853
$2,977,862
$27,235,544

2008
Actual
$9,479,650
$4,526,236
$3,159
$634,283
$8,919,825
$105,141
$30,634
$3,407
$2,966,284
$26,668,625

2009
Budgeted
$10,197,962
$4,891,570
$3,400
$564,836
$9,547,451
$52,200
$65,000
$5,000
$2,600,409
$27,927,828

2007-2009
Growth
5%
10%
57%
9%
2%
(38%)
4%
3%
(13%)
3%

The only significant variation to the division’s budget over the past three years has been the decrease in
Interdepartmental Charges, 90 percent of which are from the Division of Motor Vehicle Maintenance. The
division reports a lack of back-up trucks when vehicles break down.
Historical Disposal Tonnage and Cost

2006

Residential
Tonnage
205,438

Commercial
Tonnage
96,607

Total
Tonnage
302,045

Disposal
Costs
$7,862,370

2007

190,110

85,287

275,397

$7,633,126

2008

186,402

66,886

253,288

$7,589,675

2009 (through June)

84,321

28,646

112,967

$3,271,803

The Department reports transfer station charges of $29.06 per ton, with an additional amount of
approximately $5.00 for state and federal environmental charges.

Progress and Future Challenges
The Division of Engineering and Construction has made progress in the following areas:


Automatic Waste Collection (AWC) and Curbside Recycling Pilot Program started earlier
this year. Alternatives for citywide expansion are under examination.



Reduction in Workers’ Compensation Costs. The Division has experienced a significant
decrease in workers compensation costs due to the implementation of a safety plan, additional
employee training, and proper staffing and equipment.



Rerouting Trucks for Efficiency. The Cleveland Water Division (CWD) has assisted in
reviewing route assignments by using GIS technology to improve route efficiency for the AWC
pilot program.
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Challenges


Vehicles / Equipment not Repaired / Replaced Timely. The Division would like an improved
service arrangement with Motor Vehicle Maintenance. Lack of available backup compactors and
other rolling stock affects service levels when vehicles break down.



Assistance with Identifying Federal Grants. The Division has limited administrative support
and has been unable to spend significant time identifying and applying for grants that could
expand service or defray costs. In 2009, the Division reports being unable to apply for EPA solid
waste grants and American Recovery and Reinvestment Act community renewable energy funds.
The Division would also target State of Ohio recycling implementation funds; commercial driver
training grants; and state and federal energy program monies.

Areas for Focus


Rerouting Trucks to Improve Efficiency. In addition to rerouting trucks along the AWC pilot
routes, the CWD’s GIS system could be used to calculate new routes for all collection trucks
throughout the City. It is estimated that optimal waste collection routes compared to routes
created by hand decades ago could result in 5-15 percent fewer required routes, especially given
declining waste volumes. Revising current collection routes should eliminate at least one route
and associated personnel and vehicle costs, and perhaps more.



Consider Marketing Transfer Station Capacity. Currently, the City has excess capacity of
1,400 tons/day at the transfer station, almost one-half of its potential volume. The Division
believes it can be gain economies of scale by sorting additional trash. Options include:
o

Commercial collection - The Division currently has a limited number of commercial clients
and wishes to expand those services. The Division recently won a competitive contract
for transfer services. However, as noted in the initiative section of this chapter, a
thorough analysis of commercial collection costs and potential revenues is required to
determine whether the City should exit or expand this business.

o

Interlocal Service – The City could also market its transfer capacity to neighboring
communities, which would require a similar cost-benefit analysis. In addition, the Division
has received requests to bid on collection and disposal of neighboring cities’ household
waste. However, the Division reports that the City Solicitor has determined that state
law does not permit this practice.

Initiatives
WA01

Introduce Waste Collection Fee
FY2010 Impact: $11.4 million

Five-year impact: $57.0 million

The City currently does not charge for residential waste collection. However, a solid waste
collection fee has become a common practice for local governments across the United States
in the last few years in order to better align service recipients with payers. Most cities in Ohio
charge a waste collection fee. From the cities surveyed below the average is approximately
$10.00.
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Monthly Solid Waste Fees – Ohio Cities
City

Min

Max

Dayton

$5.00

$5.00

Akron

$17.50

$19.50

$0.00

$0.00

Cincinnati1
Columbus

2

$12.19

$18.24

Oberlin

$4.00

$4.00

Union City

$10.00

$10.00

Piqua

$15.30

$15.30

Dublin

$13.56

$13.56

Average

$9.69

$10.70

The City has discussed assessing a waste collection fee in conjunction with the automated
waste collection and recycling programs, and therefore using a multiple year rollout plan.
However, given current City financial challenges, a waste collection fee is a method for
matching solid waste generators with those who pay for disposal. Future adjustments in the
fee can be considered to support service innovations and enhancements.
With approximately 190,000 dwelling units, the city could generate over $2.25 million annually
for every dollar charged per month for solid waste collection. Therefore a $5.00 monthly
charge per household would result in $11.4 million in yearly revenue for the division. The City
should evaluate the current cost of service per household as well as the fee charged by
comparable jurisdictions before finalizing a fee amount.
While there are a number of potential methods for collecting the fee, it is recommended that the
City collect this fee as part of the water bill because it is an existing collection mechanism that
aligns well with the expected customer base. The City of Dayton includes the monthly waste
fee on its utility bill.
Fiscal Impact
FY2010
Fiscal Impact

WA02.

$11,400,000

FY2011
$11,400,000

FY2012
$11,400,000

Implement Automatic Waste Collection System
FY2010 Impact: $211,500

FY2013
$11,400,000

FY2014
$11,400,000

Total
$57,000,000

Five-year impact: $976,452

The Automatic Waste Collection (AWC) pilot program was implemented in conjunction with
curbside recycling in selected areas of the City, and was effective and well-received. While the
implementation of these changes can be coordinated, the programs are different and require
separate equipment and personnel. Although one option is to use current compactors for
recycling as AWC vehicles are brought into service, there are other options. In light of limited
financial resources to implement either program, the two initiatives should be evaluated
independently.

1

Cincinnati recently proposed charging a residential solid waste fee of $17.30 per month, but it was not approved by
City Council.
2
Columbus is in the process of implementing this fee.
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An analysis for the AWC program estimates that 70 percent of the routes can be performed by
an automated truck that requires only one driver. The same routes worked with the old system
required one driver and two laborers. The remaining 30 percent of routes require one driver
and one laborer due to on-street parking and other obstacles that restrict the collection trucks
from pulling up to the curb. Due to the fewer number of laborers per truck, the total labor
savings associated with moving to a citywide automated collection process is estimated to be
81 FTEs or approximately $2.97 million annually once fully implemented. Automated collection
could also reduce injuries and, therefore, worker compensation costs.3
The capital costs associated with the AWC transition total approximately $24 million over a five
year roll out. If the City is able to enter into a lease or other financing mechanism tied to the life
of the AWC vehicles, the personnel savings could exceed costs, even if lower maintenance and
fuel costs from newer trucks are not included. Alternatively, an additional solid waste fee
increment could be added to cover the cost.
There are various alternatives for creating savings by implementing AWC if the City can attrit
personnel as it brings on the new trucks. The fiscal impact table below assumes the City’s
annual personnel savings, with capital financing for 10 years at a 4.75 percent interest rate.
This would match vehicle and cart life to the incremental workforce savings, and creates a net
benefit each year before taking into account savings from lower lost time, workers’
compensation, fuel and vehicle maintenance expenditures. Because the City is particularly in
need of savings in the first year of the program, the financing for the new vehicles is structured
to include only one debt service or lease payment in 2010.
Fiscal Impact

Labor Savings
Capital Investment
Total Savings

WA03.

4

FY2010

FY2011

FY2012

FY2013

FY2014

Total

$700,000

$1,400,000

$2,001,000

$2,620,000

$2,970,000

$9,516,000

($313,500)

($1,254,000)

($1,856,108)

($2,455,395)

($2,835,545)

($8,714,548)

$386,500

$146,000

144,892

$164,605

$134,455

$801,452

Delay Implementation of Citywide Curbside Recycling
FY2010 Impact: $235,000
Five-year impact: $2.9 million
The curbside recycling program would require completely separate routes, trucks, and labor.
However, the program could utilize existing compactors if automated waste collection service is
undertaken. The AWC initiative would require purchase of new trucks, allowing use of existing
trucks for recycling routes. If both initiatives are undertaken, the amount of capital required for
the recycling initiative over the first few years would be reduced, until packers had to be
replaced. Depending on market prices for recyclable materials, the program could also provide
cost savings in the forms of landfill cost avoidance and sale of the recyclables.
Should the City decide to delay implementation of the recycling program, there would not be a
need to hire the additional staff to run the program (estimated at $575,000). In addition, the City
would forego the capital investment costs associated with the purchase of trucks and other
equipment. The City would lose out on the projected $660,000 in savings from the avoidance of
landfill costs and revenue generated from the sale of the recyclable materials. This
notwithstanding, there would be a net savings of $235,000 in FY2010 and $2.9 million over fiveyears should the implementation be delayed.

3

The City of Cincinnati used reduced workers compensation costs as a significant justification point when proposing a similar
automated waste collection program.
4

Labor costs from “Reference Division of Waste Operational Efficiencies” table on page 5 of “AWC/Curbside Recycling Plot
Program Justification #1.”
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Fiscal Impact
FY2010

FY2011

FY2012

FY2013

FY2014

Total

Labor

$575,000

$960,000

$1,340,000

$1,730,000

$1,950,000

$6,555,000

Capital Investment

$320,000

$525,000

$740,000

$950,000

$1,070,000

$3,605,000

($660,000)

($1,100,000)

($1,540,000)

($1,740,000)

($2,230,000)

($7,270,000)

$235,000

$385,000

$540,000

$940,000

$790,000

$2,890,000

Revenue/Avoided Cost
Net Cost

WA04.

Municipal Solid Waste to Energy
FY2010 Impact: NA

Five-year impact: NA

The City and Cleveland Public Power are exploring an MSWE project that could result in cost
savings and generate revenue, as well as using the majority of the City’s daily solid waste
stream. This program would reportedly allow the City to sell additional recyclables and partner
with CPP to sell the energy the program would produce. Sufficient information was not
provided to the consultant team to evaluate this project.
WA05.

Cease Collecting Yard Waste
FY2010 Impact: $180,000

Five-year impact: $900,000

The Division started collecting yard waste in 2007 in certain areas of the City. The service was
to reduce the leaf accumulation in heavily-treed areas. The service has helped to reduce leaf
buildup in sewers, as well as assisting with the aesthetics of major roadways. This service has
not been rolled out to the entire City, which would significantly increase costs.
This initiative identifies savings if the City stopped collecting yard waste, as Cincinnati did in
August 2009. Terminating the program is estimated to eliminate the need for four employees,
and savings are calculated on that basis. There would be additional savings on fuel and vehicle
costs, as well as composting and transportation, not included in this estimate for this imitative.
Fiscal Impact
Fiscal Impact

FY2010
$180,000

FY2011
$180,000

FY2012
$180,000

FY2013
$180,000

FY2014
$180,000

Total
$900,000

Additional Initiatives


Reconsider Current Service Levels. In addition to yard waste collection, the City provides a
high level of street sweeping service as part of the Clean City initiative and collects bulky waste
on all trash days. Moving to monthly bulky waste collection and slightly less frequent sweeping
will have an impact on overall cleanliness, but allow continuation of the programs with savings to
the General Fund budget.



Reconsider Commercial Collection. The Division’s commercial collection duplicates a service
available from the private sector. Customer charges should be compared to the full cost of
service (including capital and overhead) to determine if it is cost-effective and should be
expanded or terminated.
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Overview
The Division of Traffic Engineering is charged with planning street design to achieve safe and efficient
traffic operations. The Division erects and maintains traffic control devices; prepares drawings,
standards and specifications; and determines parking and the design/placement of pavement markings,
traffic signs and traffic control devices. The Division’s mission statement is “to maintain all traffic control
devices, Traffic Signals, Traffic Signs, and Pavement Markings. Provide sound engineering plans and
decisions to ensure safe roadways for vehicular and pedestrian traffic.”
The Division of Traffic Engineering is comprised of three units, with the following functions and services:


Engineering Office. Ensures all traffic control devices are maintained and properly
working, designs and reviews plans as they relate to traffic patterns. The Engineering
Office consists of four people, including Commissioner of the Division of Traffic
Engineering, a principal administrative clerk, and two engineers.



Traffic Sign Shop. Activities performed by this program include fabrication and
installation of all traffic signs, as well as repainting pavement markings and crosswalks.
The Traffic Sign Shop consists of 21 workers, including one superintendent, two unit
supervisors, three sign fabricators, and 15 marking technicians and sign installation
workers. Annually, the pavement markings crews repaint 631 lane miles and over 6,000
crosswalks in the City, and the traffic sign process operators produce fifteen to twenty
thousand signs.



Traffic Signal Program. Maintains and upgrades all traffic signals, assuring proper signal
inspection, signal relamping, and signal upgrades. There are 17 employees working in the
Traffic Signal program, including supervisors, control technicians, and low tension linemen.
There are two emergency response crews, each consisting of two workers.

th
The Traffic Signal Shop, as well as the Traffic Sign Shop, is located on East 49 Street and Harvard
Avenue.

The table below shows the annual cost distribution between the three programs in the Division of Traffic
Engineering as estimated for fiscal year 2009.
Division of Traffic Engineering
FY2009 Budgeted Costs by Program
Program
Traffic Sign Shop
Traffic Signal Program
Engineering Office

FY2009 Budget Amount
$2,146,000
$1,737,000
$409,000

FY2009 Budget %
50%
40%
10%

As indicated, one-half of the Division’s budgeted expenses are incurred by Traffic Sign Shop
operations. The Traffic Signal Program accounts for 40 percent of the Division’s operating budget. The
third program in the Division – Engineering Office – consumes 10 percent of Division’s operating
budget.
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Historic Employee Count
The table below shows the Division’s headcount for all the employees across all programs.
Comparison of Staffing by Program
2007
Actual
FT

2008
Estimate
FT

2009
Budgeted
FT

Engineering Office

4

4

4

Traffic Sign Shop

18

21

21

Traffic Signal

19

15

17

Division Total

41

40

42

Programs

Comparison of Staffing by Position
Position
Administrators and Officials
Office and Clerical
Professionals
Skilled Craft
Service and Maintenance
Technician
Total

2008
1
1
2
7
24
5
40

2009
1
1
2
9
24
5
42

This year the staffing level has changed only in the Traffic Signal Program, where two additional skilled
craft workers were hired by the Division to support traffic lights maintenance and LED replacement
program. The employee count for two other programs has remained unchanged, even though there is
regular turnover in the Traffic Signs Shop.
Budget data
Expenses and revenues for the Division of Traffic Engineering are shown below.
Historical Expenditures – Division of Traffic Engineering
Category
Salaries
Benefits
Training
Utilities
Contractual Services
Materials & Supplies
Expenditure Recovery
Inter-departmental Charges
Total

2007
Actual
$2,242,548
$1,013,389
NA
$652,352
$4,825
$165,972
$6,000
$347,955
$4,434,038

2008
Estimate
$2,240,595
$942,512
NA
$655,833
$4,796
$229,953
NA
$309,891
$4,383,580

2009
Budgeted
$2,172,733
$915,575
NA
$662,713
$50,000
$179,500
NA
$308,139
$4,291,660

2007 - 2009
Growth
-3.1%
-9.6%
NA
1.6%
1036.2%
8.1%
N/A
-11.4%
-3.2%

The Division’s expenditures are expected to decrease slightly from FY2007 (actual) to FY2009
(budgeted), due mainly to a reduction in salaries, as well as the correlated reduction of benefit
expenses. The estimated increase in contractual services is due to the expected cost of outsourcing
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some of the line painting work. These are reserve funds used by the Division only in an emergency
situation when one of the painting machines owned by the Division is broken and cannot be operated
for an extended period of time.
Historical Revenues – Division of Traffic Engineering
Category
Licenses & Permits
Sales & Charges for Services
Miscellaneous Revenues
Expenditure Recoveries
Total Revenues

2007
Actual
$4,100
$7,856
$8,290
$24,076
$44,321

2008
Unaudited
$4,500
$3,032
$1,393
$14,766
$23,691

2009
Budgeted
$4,500
$2,000
$55,800
$62,300

2007 -2009
Growth
9.7%
-74.5%
N/A
131.8%
40.6%

The Division of Traffic Engineering earns revenue through expenditure recoveries, licenses and permits,
sales and charges for service, and other miscellaneous sources. Expenditure Recoveries are by far the
greatest revenue source, and have risen in recent years as the Traffic Sign Shop has been reimbursed
for work performed for other funds of the City.

Progress and Future Challenges
The Division of Traffic Engineering has made progress in the following areas:


LED Replacement Program. Beginning in 2003 the Division of Traffic Engineering started to
replace the regular bulbs in City traffic signals with Light Emitting Diodes (LEDs). As of August
2009, the Division has replaced incandescent bulbs in the traffic signals with LED bulbs for
approximately 400 signals. The annual budget for the LED replacement program is $200,000,
which allows the Division to replace an average of 50 traffic signals per year. Installations are
performed by the traffic signal crews throughout the year in between other tasks. This
continuing effort of the Division to replace all 12 inch traffic lamps with LEDs aims to reduce
energy consumption/cost and limit the expenses associated with traffic signals maintenance.

Challenges


Traffic Signals Maintenance. There are seventeen employees in the Division of Traffic
Engineering program tasked with traffic signal installation and maintenance, including two
emergency/trouble crews with two members per crew. This Division staff manages
approximately 1,100 traffic signals across the City. Only one or two shifts can be covered for
emergencies each day; therefore, emergency traffic light repairs cannot be addressed 24 hours
a day. Furthermore, there is no routine maintenance schedule and the Division dispatches
crews in reaction to emergencies rather than for preventive care and maintenance. In addition,
routine City-wide traffic light inspections, which should ideally be done annually, are now
performed by the Division over a five-year period.



Utilities Expenditures. The cost of electricity for the Division of Traffic Engineering is
approximately $600,000 per year ($571,689 in 2008 and estimated $594,557 in 2009). It is the
second biggest expenditure for the Division, after salaries and benefits. In order to reduce the
electricity usage and decrease costs, the Division is currently replacing standard bulbs with
LEDs, which use approximately 80 percent less energy. The Division is also converting manual
traffic signal control to a fully automated computerized signal system across the City. The
Division is cooperating with Cleveland Public Power to install meters on 15 selected, different
type traffic signals throughout the City. The goal of this initiative is to measure the energy
consumption for each type of traffic light to calculate the total energy usage. Metering the
actual energy usage for each type of the traffic signal will also allow for calculation of the
savings related LEADING use.
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Areas for Focus


Staffing Issues. The Division faces multiple staff-related challenges, including hiring,
employee retention, and overtime use. Multiple workers have applied for and been transferred
to positions in other City departments, mainly to the Division of Water and Cleveland Public
Power. In 2007 seven workers transferred from Traffic Engineering to other divisions, and in
2008 four employees transferred. This situation is especially common for workers belonging to
Local 100. Staff turnover affects mainly the Traffic Sign Shop, where most of the workers are
hired in lower paid, entry level positions. Staff in the Traffic Signals Shop have much longer
tenure with the Division and most of them have only a few years of service remaining before
retirement. High turnover, slow replacement, and lack of training (no funds for training were
allocated in the Division’s budget), affect the overall productivity and efficiency of the Division.
Staff turnover has also had an impact on overtime metrics – total expenditures on overtime
were $116,614 in 2008 and the estimate for 2009 is $102,767.
Staffing levels force the Division of Traffic Engineering to focus mainly on reactive work rather
than on prevention, maintenance, and upgrading of the signs and signals infrastructure in the
City. Staffing levels also cause high overtime usage, significantly increasing the Division’s
expenditures.

Initiatives
TE01.

Accelerate LED Replacement Program
FY2010 Impact: $155,000

Five-year impact: $2.3 million

The City should continue and if possible intensify the replacement of regular incandescent
bulbs with Light Emitting Diodes (LEDs) to further reduce energy consumption and limit the
amount, frequency, and associated cost of required maintenance for traffic lights operated in
the City of Cleveland.
LED traffic signals are relatively cost-effective compared signals using incandescent lamps. A
red LED traffic signal costs about $40, compared to $3 for an incandescent signal. The LED
signal, however, consumes approximately 88 percent less energy than a comparable
incandescent signal at the same setting. It also offers a lifespan five to ten times longer than
a regular bulb. Over an estimated seven-year lifecycle, LED traffic signals cost 75 percent
less than signals that use incandescent lamps (based on 10 cents/kWh).
The calculation below shows the estimated cost for maintaining one traffic signal during a
seven year period, which is the average lifetime of LED lights. The calculation was based on
the information provided by the Division of Traffic Engineering and the data obtained from a
manufacturer of LED traffic lights.
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Comparison of Lifecycle Cost
Per Traffic Signal
Incandescent signal
Lamp cost
$3
Lamp cost over 7 years
$21
Maintenance cost, incl. replacement2
$1,225
Annual energy use (kWh)
559
Annual energy cost (10 cents/kWh)
$55.90
Total energy use in 7 years (kWh)
3,913
Total energy cost (10 cents/kWh)
$391
Total cost over 7 years
$1,637

LED signal
$551
$55
$175
67
$6.70
469
$47
$277

The total seven year cost for maintaining a regular traffic light is $1,637, while the total cost of
maintaining a LED light for the same time period is only $277. The cost savings realized by
the replacement of an incandescent bulb with a LED lamp is $1,360 for the seven year
lifecycle of a LED lamp. Each intersection usually includes eight lamps of each color (red,
amber, green). Out of the total number of 24 lights, only 16 are replaced with LEDs (eight red
lights and eight green lights, due to the minimal electricity usage of amber lights). Replacing
16 lights on each additional intersection offers $21,766 in cost savings over seven years. The
average annual savings are then approximately $3,109 per intersection.
The Division of Traffic Engineering currently replaces traffic signals at 50 intersections per
year. By doubling this effort and replacing lights at 50 additional intersections, the Division
could achieve $155,000 in annual recurring cost savings, totaling $2.3 million in savings over
five years.
Fiscal Impact
Fiscal Impact

TE02.

FY2010
$155,000

FY2011
$310,000

FY2012
$465,000

Reduce Number of Traffic Signals in the City
FY2010 Impact: $158,750

FY2013
$620,000

FY2014
$775,000

Total
$2,325,000

Five-year impact: $2.4 million

There are approximately 1,100 intersections with traffic signals in the City of Cleveland.
According to the Division of Traffic Engineering, there are more traffic lights within the City
than required for adequate traffic control, due mainly to changed traffic patterns in the City.
According to the Traffic Engineering Manual3 published by the Ohio Department of
Transportation (ODOT), traffic signal installations that are not properly designed and
maintained for current traffic conditions, or are no longer warranted, can result in the following
conditions:
1

The average price of an LED lamp was calculated using the price of red ($40) and green ($70) LED signals only.
Due to the minimal saving opportunities related to the actual active time and low energy usage, yellow lamp price is
not included. Currently, the Division of Traffic Engineering replaces only red and green incandescent bulbs.
2
Incandescent signals require annual re-lamping at a cost of about $175/installation. Thus, over seven years, the
incandescent signal would generate approximately $1,225 in maintenance costs. Over the same time period, the
LED signal would generally require no maintenance.
3
Ohio Department of Transportation, Traffic Engineering Manual, April 17, 2009 Revision (of the October 2002
Edition)
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1. Excessive traffic delay.
2. Increased disobedience of the signal indications, including cut-through traffic.
3. The use of less adequate routes in order to avoid such signals.
4. Increased accident frequency, especially rear-end accidents.
The table below compares the number of intersections with traffic signals in seven selected
cities with similar population to Cleveland. Only Portland, Oregon, which has 124,000 more
residents, has as many controlled intersections as Cleveland. Most other cities operate with
significantly lower number of controlled intersections; the other five cities average 487
signaled intersections.

City
Virginia Beach, Virginia
Mesa, Arizona
Sacramento, California
Albuquerque, New Mexico
Tucson, Arizona
Portland, Oregon
Cleveland, Ohio
Total Cost

Number of Intersections
Controlled
Population
Intersections
433,746
350
463,552
370
463,794
650
521,999
500
541,811
564
557,706
1,100
433,748
1,100

# per 100,000
80.7
79.8
140.1
95.8
104.1
197.2
253.6

Source: Division of Traffic Engineering

The internal assessment performed by the Division indicates that the number of intersections
with traffic signals could be reduced by approximately 250 without affecting the traffic flow or
the safety of pedestrians. The traffic signals targeted for removal are located mainly in
industrial, low traffic sections of the City. According to the Division, roundabouts or stop
signs could replace traffic lights in multiple intersections drastically reducing maintenance and
operating costs. A reduction of this magnitude would put Cleveland at the same level as
Portland in terms of controlled intersections per 100,000 population, still well above other
similarly-sized cities.
A traffic study to evaluate the efficiency and necessity of traffic signals under the City
jurisdiction should be performed by the Division of Traffic Engineering (or an external
consultant) to establish the specific number and location of traffic signals that can be
eliminated. This study should be based on the official guidelines included in ODOT’s Traffic
Engineering Manual, which offers standards for the installation, maintenance and removal of
traffic control signals. The traffic study may lead to changing the signal timing, signal
phasing, vehicle or pedestrian detection, roadway geometry, or ultimately the complete
removal of the identified traffic signals.
The Division reevaluates the condition and necessity of the traffic signals on the corridor being
upgraded during all roadway reconstruction projects, but there is no comprehensive schedule
established for the City-wide evaluation of the traffic signals. As a result of this effort, traffic
signals have been removed from 51 intersections resulting in cost savings of $161,000.
Savings were calculated based on the estimated annual maintenance cost per traffic signal,
as shown in the table below.
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Annual Cost of Maintaining Traffic Signal
(incandescent bulbs)
Energy Cost per signal
$270
Cost of Light Bulbs
$55
Labor
$2,350
General Maintenance
$500
Total Cost
$3,175
Source: Division of Traffic Engineering

The Division of Traffic Engineering estimates that the annual cost of maintaining each traffic
signal is approximately $3,175, based on the expenditures listed above.
Removal of traffic signals from 250 intersections could result in significant energy and
maintenance cost savings for the City. If the traffic signal removal process were
accomplished over a five year period, with 50 intersections converted each year, the annual
savings for the Division would be $158,750. The total annual savings for the City after
changeover of all 250 locations are estimated at $793,750.
Replacement cost of unneeded traffic signals with a roundabout is estimated by the Division
at approximately $5,000-$10,000, with very limited maintenance cost after construction is
4
completed. Replacement of traffic lights with roundabouts could be funded either through
neighborhood grants or through the roadway projects scheduled by the City in the Capital
Improvement Plan. Roundabout life expectancy is estimated by the Division at a minimum of
20 years. Many of the traffic lights do not have to be replaced with roundabouts; in those
cases an inexpensive stop sign will be sufficient to properly regulate traffic.
Fiscal Impact
Fiscal Impact
TE03.

FY2010
$158,750

FY2011
$317,500

FY2012
$476,250

FY2013
$635,000

FY2014
$793,750

Total
$2,381,250

Establish Performance Measurement Metrics and Reporting System
FY2010 Impact: NA
Five-year impact: NA
The Division of Traffic Engineering does not currently have a formal performance
measurement system, which would allow tracking overall performance of the Division as well
as the performance of individual workers. The Division tracks only emergency response time
(99.9 percent completed within 24 hours) and filled complaints (should be responded to within
two weeks; actual data was not available). Statistics for the LED replacement program, sign
fabrication, and other services delivered by the Division of Traffic Engineering are either
incomplete or nonexistent.
The Division should create a performance measurement system.
By utilizing a
comprehensive set of parameters and metrics the Division could track actual performance
measured over specific period of time. Performance measurement could offer an effective
management tool for Division leaders to measure and better understand performance with
respect to pre-established goals for daily operations as well as short- and long-term
strategies. Maintaining records of current performance would also allow for internal
comparison (over the years) and peer comparison (with similar entities) enabling positive
change and implementation of steps for continuous improvement in the Division’s operations.

4
Roundabout construction cost based on the Division of Traffic Engineering estimates for reconstruction project
along Lakeshore Boulevard scheduled for FY2011.
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The following list includes some of the typical metrics that could be utilized by the Division of
Traffic Engineering for the creation of a performance measurement system:


Response time for emergency and non-emergency complaints



Staff time and cost of attending to a traffic-related complaint (traffic signals, traffic
signs, traffic markings, etc.)



Number of complaints responded to during a year



Number of regular bulbs replaced with LEDs during each year with, with date and
location description



Actual number of traffic signals and signage maintained by the Division



Traffic signals/signage per crew/worker



Average cost for maintaining traffic signal



Preventive maintenance performed on traffic signals



Traffic studies conducted during a year, etc.

Additional Initiatives
Along with the initiatives outlined above, others key issues, which would require additional assessment
and could potentially benefit the Division of Traffic Engineering are listed below:


Renegotiate union contracts to allow cross-training and cross-utilization of all employees in
the Division. There are three unions (Sign Painters, Local 100, and Local 39). Negotiations can
lead to agreement on distributing different tasks between workers to achieve full utilization of
the existing workforce. In the current union contract there is a clause that workers do not work if
it is raining, regardless of whether work to be performed is an electric installation or digging a
hole for the sign pole.



Develop career ladder to retain staff and create upward mobility. The Division of Traffic
Engineering is facing multiple staffing challenges, especially relating to employee retention.
Multiple workers have applied for and moved to the positions in other City departments, mainly
to the Division of Water and Cleveland Public Power. High turnover, combined with lack of
training (no funds for training were allocated in the Division’s budget), affects the overall
productivity and efficiency of the Division. The Division should consider developing a career
ladder, as well as structured training. That could have a positive impact on staff retention and
promoting the most suitable qualified internal candidates to the positions with more
responsibility.



Assess Viability of Regionalization / Shared Services. The Division of Traffic Engineering
currently offers two types of services, which could potentially become a revenue source or
achieve economies of scale if provided to other local communities. The service with the most
potential for a shared service agreement is the maintenance of traffic signals. Most of the local
communities (with exception of Parma and Lakewood) do not have their own traffic signal team
and are forced to outsource the signals maintenance to the external contractors. The Traffic
Signs division may also be a candidate for shared services with neighboring municipalities.
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Overview
The Division of Engineering and Construction is responsible for engineering, surveying, and major
construction of streets, bridges, and sidewalks in the City of Cleveland. The mission statement of the
Division is “to manage the City’s public right-of-way in a manner that ensures safe passage of
pedestrians and vehicles as they commute to and from their neighborhoods by developing and
implementing plans for maintenance and construction of roadways, streets and sidewalks.”
The Division of Engineering and Construction is composed of multiple units providing the following
functions and services:


Bureau of Docks and Bridges maintains and operates the City's six lift bridges spanning the
Cuyahoga River. It is also responsible for full or partial maintenance of 246 bridges and regular
structural inspection of 130 City bridges.



Bridge Maintenance improves the safety, performance and aesthetics of the City's bridges
through repair projects. It inspects and repairs bridges and provides routine maintenance on a
priority basis as funds allow, especially for the City's six lift bridges. Bridge Maintenance has a
total of eight workers, including supervisor, oiler, two electricians, one laborer, and three iron
workers. This crew repairs and maintains the lift bridges, and also does structural repairs to all
static bridges.



Bridge Operation provides for the safe and efficient flow of river and vehicular traffic on the
Cuyahoga River by the operation of the City's six lift bridges over the Cuyahoga River.



Construction Inspection monitors construction of ADA ramps, 50/50 sidewalk repairs, road
bridges, and subdivisions in the public right-of-way. Currently the Division does not have
formalized inspector positions; there was no funds assigned for this task in the 2008 budget.



Engineering Design develops, manages, and completes street and bridge capital
improvements. It manages pavement, reviews grading, fills permits and lends design support for
capital improvement programs. Current programs include designs for Cornell Bridge, Quincy
Road, Big Creek, and the Euclid Corridor.



Plats and Surveys provides survey documents, vital property development information and
assigns house numbers. It maintains records of plats and subdivisions and verifies elevations,
lines and points with documentation and field work. It also records and replaces "survey
monuments"- bronze disks set in rock or permanent structures used as controls for US mapping.



Bureau of Sidewalks assures proper maintenance of the City’s public sidewalks, issues
citations, violation notifications and permits. They also administer two sidewalk repair programs.
Property owners with damaged sidewalks are issued notifications from this Bureau for repairs
which are needed to eliminate safety hazards.



Road and Bridge Capital Improvement improves the safety, performance, life-span and
aesthetics of the transportation infrastructure through design and construction projects. The
engineers in this service area inspect roads and bridges as well as prepare plans, specifications
and cost estimates to recommend Capital Improvement projects. This section also coordinates
the selection and award of consulting service and construction contracts. It manages engineering
consultant firms and construction companies under City contract, ensures that design and
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construction work complies with Federal, State and local standards, and pursues and coordinates
ODOT, County, and private capital improvement projects.
The Division’s $4.7 million FY2009 expenditure budget is a decrease of $204,000 (4.1 percent) from
unaudited 2008 operating cost. The change is attributable to a 5 to 10 percent decrease in the funding
for all programs in the Division, with the exception of bridge operations. The estimated budget for the
Bridge Operation unit was increased in FY2009 by $64,000, or 4.1 percent, due to the addition of two
new bridge operator positions. The table below shows the annual cost distribution between all programs
in the Division of Engineering and Construction as budgeted for FY2009.
Division of Engineering and Construction
FY2009 Budgeted Costs by Program
FY2009 Budget
Amount
$1,624,000
$1,402,000
$664,000
$590,000
$443,000

Program
Bridge Operation
Road & Bridge Capital Improvement
Bridge Maintenance
Survey/Plats
Sidewalks

FY2009 Budget %

34%
30%
14%
13%
9%

As indicated on the above chart, the greatest expenses incurred by the Division of Engineering and
Construction are related to the operation of six lift bridges, accounting for 34 percent of the total cost for
the Division. The road and bridge design and construction projects account for 30 percent of Division’s
operating budget. The three remaining units are responsible for the balance of expenditures.
Historic Employee Count
The table below shows the Division’s total number of employees (full-time and part-time) across all funds.
Comparison of Staffing by Program
2007
Actual

Subdivisions
Bridge Maintenance
Bridge Operation
Road & Bridge Capital Improvement
Sidewalks
Survey / Plats
Division Total

FT
9
20
18
7
7
61

PT
1
1

2008
Estimate
FT
PT
8
19
18
1
6
8
60
1

2009
Budget
FT
PT
8
22
19
1
6
8
64
1

In terms of budgeted positions, the staffing level was changed in only two categories in the past year.
One additional full time position in the Administrators and Officials category was created by appointing
the interim Commissioner to a previously vacant position. Three additional positions in the Service and
Maintenance category were filled by new bridge operators hired by the Division for the Bridge Operation
Program to support a 24 hour operations of the six lift bridges on the Cuyahoga River. These were the
only changes in the Division’s staffing levels. The employee count for all other programs remained
unchanged throughout the last two years.
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Comparison of Staffing by Position
Position
Administrators and Officials
Office and Clerical
Professionals
Skilled Craft
Service and Maintenance
Technician
Total

2008
2
3
20
7
19
9
60

2009
3
3
20
7
22
9
64

Budget data
Expenses and revenues for the Division of Engineering and Construction are shown below.
Historical Expenditures – Division of Engineering and Construction
Category
Salaries
Benefits
Training
Utilities
Contractual Services
Materials & Supplies
Maintenance
Claims, Refunds & Misc.
Inter-departmental Charges
Total

2007
Actual
$3,251,466
$1,186,781
$3,912
$51,946
$132,150
$79,255
$16,110
$0
$80,099
$4,801,720

2008
Estimate
$3,338,262
$1,215,447
$3,534
$45,656
$137,111
$89,381
$14,655
$0
$83,208
$4,927,254

2009
Budgeted
$3,100,509
$1,234,122
$6,000
$47,482
$153,500
$79,050
$18,800
$1,000
$82,869
$4,723,332

2007-2009
Growth
-4.6%
3.9%
53.4%
-8.6%
16.1
-0.2%
16.7%
NA
3.4%
-1.6%

In comparison to FY2007, the Division’s expenditures in FY2009 are estimated to decrease by
approximately $77,000 or 1.6 percent. The expected expenditure decrease is due to the 4.6 percent
reduction in salaries and reduced spending on utilities and materials.
Historical Revenues – Division of Engineering and Construction
Category
Licenses & Permits
Sales & Charges for Services
Miscellaneous Revenues
Expenditure Recoveries
Total Revenues

2007
Actual
$78,014
$12,550
$25
$852,984
$943,573

2008
Unaudited
$58,025
$11,400
$225
$828,043
$897,693

2009
Budgeted
$62,000
$12,500
$0
$800,000
$874,500

2007-2009
Growth
-20.5%
-0.4%
NA
-6.2%
-7.3%

The Division’s self-generated revenue is expected to fall by $69,000 or 7.3 percent from FY2007 (actual)
to FY2009 (budgeted), largely due to a $52,000 decrease in Expenditures Recovery (lack of inspectors
and limited engineering personnel) and lower licensing and permitting revenue. The self-generated
revenue equals 18.5 percent of the Division’s total operating cost.
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Progress and Future Challenges
The Division of Engineering and Construction has made progress in the following areas:


Solid Bridges Restoration. The Division is maintaining and operating the City's six lift bridges
spanning the Cuyahoga River and is also responsible for full or partial maintenance of 246
bridges and regular structural inspection of 130 City bridges. Based on the field checks
conducted throughout the year, the Division prepares an annual inventory of all bridges that need
repair or rehabilitation. Due to the targeted solid bridge revitalization effort, most of the ratings for
the City’s bridges were changed from “poor” to “above average”.1 The average sufficiency rating
for the condition of City-maintained bridges improved from 67 points (percent) in 2007 to 82
points in 20082, and the number of hours bridges were out of service and closed (excluding
planned construction projects) was dramatically improved from 1,028 hours in 2007 to only 4
hours in 2008.



Improved Staff Retention in the Road and Bridge Capital Improvement Program. The
Division has been successful in recruiting and retaining experienced engineering staff. Four of
the engineers have AutoCAD knowledge and all members of internal engineers’ team have
private industry experience as well as field expertise. Comprehensive knowledge and skills have
given the current engineering team design capability which can lead to potential savings
opportunities by limiting the cost of the consulting fees in capital improvement projects.



Roadway Capital Improvements. In 2008, Engineering and Construction had seven major
projects under design and 16 in construction. The City completed seven projects leveraging $8.7
million in local financing at a cost of $39.0 million. The following chart shows the annual
investment for the last seven years for three roadway improvement categories. Mill & Fill Projects
include resurfacing the street and installing ADA compliant curb ramps at each intersection at
each location. Rehabilitation Projects include removal and replacement of asphalt surface
course, repairing pavement base, sidewalks and curbs on an as needed basis at each location.
Reconstruction projects include complete replacement of pavement, side walks, curbs and new
traffic signal lights at each location.
Cost of Roadway Capital Improvements, FY2003-FY2009, $000

Mill & Fill
Rehabilitation
Reconstruction

FY2003
$3,000
$10,000
$15,000

FY2004
$5,000
$10,000
$15,000

FY2005
$5,000
$10,000
$15,000

FY2006
$5,000
$10,000
$30,000

FY2007
$6,000
$10,000
$15,000

FY2008
$5,000
$8,000
$15,000

FY2009
$8,000
$13,000
$28,000

Source: 2008 Mayor’s Annual Report to the Citizens of Cleveland

Challenges


Proper Managing of the Capital Improvement Projects. The Division of Engineering and
Construction is responsible for preparation of the Capital Improvement Project Program, and

1

According to the National Bridge Inspection Standards, ratings are used to describe an existing bridge compared
with its condition if it was new. Bridges are rated from 0 (failed condition) to 9 (excellent) on their “general” condition
and on the condition of their primary components like bridge deck, superstructure and substructure. A condition rating
of 4 (“poor”) or less on one of these items classifies a bridge as structurally deficient.

2

A bridge sufficiency rating includes a multitude of factors: inspection results of the structural condition of the bridge,
traffic volumes, number of lanes, road widths, clearances, and importance for national security and public use, etc.
The sufficiency rating is calculated by using a formula defined by the Federal Highway Administration. This rating
indicates a bridge’s sufficiency to remain in service. The point calculation is based on a 0–100 scale and compares
the existing bridge to a new bridge designed to current engineering standards. The bridge’s sufficiency rating provides
an overall measure of the bridge’s condition and is used to determine eligibility for federal funds.
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primarily for managing and coordination of the capital construction and repair project on the City
roadways and bridges. Currently, each engineer manages between five to six design and
construction projects. Each engineer is also actively involved in the internal design work for
selected capital improvement project, as well as work related to requests for proposal preparation
and subsequent proposals review and bidding process. The high work volume limits the amount
of time devoted by each engineer to a particular construction project, which has a direct impact
on project management activities (schedule, budget, and communication) and quality assurance
and inspection of the construction work performed by the external contractors.


Staffing Issues. The Division of Engineering and Construction faces multiple challenges related
to overall headcount, employee retention, and related overtime costs. Issues include a lengthy
hiring process and employee transfers to positions in other City departments (an especially
common challenge with workers belonging to Local 100). High turnover, combined with lack of
training, affects the overall productivity and efficiency of the Division. It also has an impact on
overtime metrics; overtime expenditures increased from $78,598 in 2006 to $174,531 in 2008.



Permit and Street Repair Enforcement. The Division is charged with reviewing plans for street
opening permits by utilities, as well as with enforcement of approximately 3,000 permits for street
obstruction and opening annually. Due to the lack of dedicated staff to perform this task, in
practice there is limited oversight and quality control over street cuts performed by the
utility/telecommunication companies after obtaining a permit. As a result, improperly repaired
street cuts can force the Division to perform remedial work at City expense.

Areas for Focus


Pavement Management Program. In FY2008, the City initiated the Pavement Management
Program, measuring the condition of 1,000 center-lane miles of roadway across the City. The
study was completed by external consultants and was the first wide-ranging assessment of the
streets in the City of Cleveland. Results of the study revealed that the pavement condition is poor
on average, and the rating for most of the City’s streets oscillates between 40 and 60 (poor to
fair), significantly below the commonly recognized benchmark rating of 70 percent (good) and
above. These findings prompted the City to incorporate multiple projects related to street
resurfacing and reconstruction into the 2009 Five Year Capital Improvement Program. The
Division of Engineering and Construction coordinates with the Streets Repair Program (Division
of Streets) on an ongoing basis to assess and rate pavement conditions in the City. Both
Divisions are currently working on establishing a process for close collaboration, which will help
to assure that the streets with the lowest pavement ratings are selected first for the reconstruction
projects. Attention to street cuts may also be helpful in improving performance in this area.

Initiatives
EC01.

Pilot Increase of In-house Design Engineering Work
FY2010 Impact: $770,562
Five-year impact: $3.85 million
The Division of Engineering and Construction through its Road and Bridges Capital
Improvement Program manages consultant engineering firms and construction companies
under contract with the City, ensuring that proposed design and construction work complies
with Federal, State and local standards. Most of the projects are outsourced for both the design
and the construction phase, even though the Road and Bridges Capital Improvement Program
has the qualified engineers on staff to perform design work internally. Only small amounts of the
design work on structural, roads, and private development projects is done in house, mainly
because each engineer is assigned to multiple projects (5-6 on average) and there are currently
no internal resources available for more in-house design projects. Furthermore, there are no inhouse design projects programmed for FY2010 due to the lack of personnel in the Division.
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Most of the road construction projects overseen by the Division have a budget from $500,000 to
$10 million. The cost of design normally accounts for approximately 7-10 percent of the total
budget on the project. For example:



East 30th Street Rehabilitation project has a budget of $3.5 million with $360,000
consumed by the design consulting fee
Broadway Avenue Rehabilitation project has $9.2 million budget – design fees account
for approximately $600,000.

The charges of the external engineering consultants are significantly higher than the cost of
internal resources, so there is an opportunity for saving on the design consulting fees by
performing more design work in house if internal resources become available and can be
deployed efficiently.
The following tables show the cost comparison between the similar in scope design works
performed internally and outsourced to the private consulting firm. Examples used in this
comparison are the actual projects with similar scope of services and type of design work
performed:
(1) Internally by the Division of Engineering and Construction
(2) Externally by the private engineering consulting firm
1.

Division of Engineering and Construction

Woodland (East 34th to East 55th) & Kinsman (East
55th to East 93rd)
Personnel
Cost
Lead Engineer
$46,026
Junior Engineer 1
$24,408
Junior Engineer 2
$22,025
Total
# of Sheets Designed

$92,459
59

Cost per Sheet, City Personnel

$1,567

*Note: The total costs for City Personnel are based on
hourly rates ($31.00 for 707 hours, $29.50 for 394 hours,
and $28.50 for 368 hours respectively), plus 30% for
benefits and 80% for overhead.

2.

Private Engineering Consulting Firm
Superior Avenue Rehabilitation

Personnel
Private Consultants

Cost
$558,469

Total
# of Sheets Designed

$558,469
205

Cost per Sheet, Private Consultants

$2,724

Source: Division of Engineering and Construction
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As shown in the tables above, the total cost per each design sheet is significantly higher when
the external engineering consultants are utilized. Outsourcing of the design engineering work
costs approximately $2,724 per design sheet. The cost of performing similar design work inhouse is $1,567 per sheet, which includes direct labor, benefits and overhead cost. The
Division estimates that in-house design of one sheet takes on average three business days (24
hours).
Above calculations indicate that performing design work in house offers approximately $1,157
or 42 percent saving per sheet. Accordingly, if the Superior Avenue Rehabilitation project
design was completed internally, the total saving realized by the Division would reach
$237,185.
The City should consider creating and filling two additional engineering positions within the
Design Section of the Division of Engineering and Construction tasked exclusively with
performing design work. One additional engineer and one junior engineer could create an inhouse design team able to complete standard design engagement without requiring any
additional resources from the Division. The current job market combined with the end of City
residency requirements should provide a deep potential pool of recruits at current salary and
benefit levels. Two additional engineers devoted exclusively to the design work, spending each
1,000 productive hours a year on the design projects (at the hourly rate in the table above)
would produce 333 design sheets each. That would generate $770,562 of annual net savings.
In five years, the financial impact created by these two additional positions could reach almost
$3.9 million.
Fiscal Impact
Fiscal Impact

EC02.

FY2010
$770,562

FY2011
$770,562

FY2012
$770,562

FY2013
$770,562

FY2014
$770,562

Total
$3,852,810

Automate Operation of the Lift Bridges by Using Remote Operation System
FY2010 Impact: $0
Five-year impact: $2.2 million
There are six lift bridges spanning the Cuyahoga River within the City of Cleveland, all
maintained by the Division of Engineering and Construction. Only five bridges are currently in
use (the Eagle Avenue Bridge is presently not operational). According to the Division, the
overall condition of lift bridges is deteriorating. Motor units, electrical wiring, and safety
equipment should be regularly updated and properly maintained. Some of the lift bridges were
recently rehabilitated (West 3rd Street Lift Bridge) and some will be repaired within next two
years (Carter Lift Bridge, Center Lift Bridge, Willow Lift Bridge). In recent years, traffic on the
Cuyahoga River has become less frequent and more random, but there is still a need for 24
hour operation of all lift bridges. During the peak season between April and November there are
on average 10 to 15 lifts per bridge daily.
The City should perform a comprehensive assessment of the feasibility, cost/benefit and impact
of the automation of the lift bridges through a remote operation system. The potential
automation of the lift bridges operation would reduce the number of the required staff from
twenty one to seven operators, who would be responsible for the control of the bridges, utilizing
automated system supported by speakers, microphones and cameras installed on each bridge.
Before installation of the remote operation system all bridges would have to be thoroughly
assessed and if necessary repaired, revitalized or upgraded with more reliable security
features. The required sign-off would have to be obtained from the Cost Guard and the
necessary negotiations with the union would have to take place. Ultimately, the installation of
the remote operating system would improve the safety for boaters, pedestrians and motorists,
while maintaining the current level of service.
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The Division of Engineering and Construction incurs significant costs associated with
maintenance and 24 hour operation of the lift bridges, with the total expenses consuming
approximately $1,624,000 or 34 percent of the Division’s operating budget. There are 21 bridge
operators, including four bridge operator leaders, devoted exclusively to operating the City lift
bridges. The average cost of one bridge operator position equals to $60,889, including $28,995
in direct labor cost, $8,698 cost of benefits, and $23,196 in overhead cost (calculation based on
the median $13.94 hourly rate).
The installation of the remote operating system would reduce the annual operation cost of lift
bridges, which is directly linked to the cost of maintaining 21 full time bridge operator positions.
By reducing number of bridge operators from twenty one to seven, the Division could save
approximately $852,446 annually. This initiative assumes that it would take at least 18 months
to achieve forty percent of that amount by automating the already-rehabilitated bridges, and 36
months to automate all five bridges. These figures would have to be further discounted by the
cost of the remote operation system, and assume that the City is already responsible for basic
bridge modernization work that will make the facilities ready for automation.
Fiscal Impact
Fiscal Impact

EC03.

FY2010
$0

FY2011
$170,493

FY2012
$340,986

Create Street & Permit Enforcement Team
FY2010 Impact: NA

FY2013
$852,466

FY2014
$852,466

Total
$2,216,411

Five-year impact: NA

The Division of Engineering and Construction processes approximately 4,000 street obstruction
and opening permits annually. Within this number, there are about 2,500 street opening permits
and 1,500 permits related to street obstruction. The fees for both types of permits are collected
by the Division of Assessments and Licenses within the Department of Finance, and used to
support the budget of the Division of Streets. None of the funds obtained through the permitting
process are actually distributed to the Division of Engineering and Construction. There are no
utility cuts inspectors, whether in the Division of Streets or Division of Engineering and
Construction, who would monitor the actual work performed by the utility companies after the
street opening permit is issued.
Currently, there is a specific set of requirements established by the Division of Engineering and
Construction for all companies working in the City of Cleveland on installation of
telecommunication or utility line and associated manholes, pull boxes, etc. in any part of city
right-of-way and include the following stipulations:
1. Restoration should be performed in accordance with standard construction drawings
created by the Division of Engineering and Construction.
2. Any street that has been rehabilitated, improved or resurfaced with seven years must be
resurfaced from curb to curb. The street must be ground to accept 1-1/4 inch asphalt
overlay.
3. Intersection crossovers must be squared off. This may include grinding and resurfacing at
the entire intersection. All lanes of asphalt must be restored throughout the entire project
if it crosses a double yellow line. Otherwise, restoration shall be from the curb to the
double yellow line.
4. ADA compliant curb ramps shall be provided where curb, walks or asphalt pavement
adjacent to curb or walk are being constructed, reconstructed or altered at intersection
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and other major points of pedestrian curb crossing such as mid-block crosswalks and at
the top of a T-intersection.

The Division does not currently have staff devoted to street opening permit enforcement, which
prevents the Division from assuring proper right-of-way repair and adherence by the utility
companies to all the stipulations included in the street opening permits. Creation of two
inspector positions tasked primarily with monitoring permit issuance and any street opening
projects performed by utility companies could produce additional revenue for the City in the
same time helping to maintain a proper condition of the public right-of-way. Inspectors would
work mainly in the field controlling scope and quality of street repairs, issuing fines for lack of
street opening permit, lack of adherence to permit stipulations or improper street restoration.
Because detailed data is not available, savings for this initiative cannot be estimated.

EC04.

Introduce and Enforce Commercial Occupancy Fee
FY2010 Impact: $500,000

Five-year impact: $4.5 million

Municipal rights-of-way are essential to the health, safety, transportation, communication and
economic development of Cleveland. The Division of Engineering and Construction is charged
with managing the public right-of-way in a manner that ensures safe passage of pedestrians
and vehicles as they commute to and from their neighborhoods. Millions of dollars in public
funds have been invested to construct, maintain, and repair streets, which are a valuable public
asset for the City and its citizens. At the same time, the number of street cuts, which greatly
affect the condition and life span of City roads, is constantly increasing along with the number
of utility and telecommunication companies competing against traditionally monopolized
services such as cable television, telephone, gas and electric power. This growing number of
companies authorized to access and utilize the limited space available in the municipal rightsof-way creates increasing costs to the City of Cleveland as these projects cause shortening of
street life and higher road maintenance costs, escalating traffic disruption and increased
management and administrative costs.
The City is currently charging general application fees for the obstruction ($20) and street
opening ($150) permits issued for any business entity installing telecommunication or utility
lines in any part of City’s right-of-way. However, the City does not currently charge any type of
occupancy fee associated with actual ongoing commercial use of public right-of-way. As a
result, the City is not recovering costs incurred as a consequence of the presence of a utility or
telecommunications companies in public rights-of-way. The City man-hours necessary to
review service utility plans, inspect road construction, and otherwise properly manage the
public right-of-way infrastructure have also increased in recent years for above ground and
below ground private utilities in the public right-of-way.
Ohio Revised Code 4939 (state law concerning the use of municipal right-of-way) defines a
“public way fee” as “a fee levied to recover the costs incurred by a municipal corporation and
associated with the occupancy or use of a public way”. Ohio RC 4939 was written to “recognize
the authority of a municipal corporation to manage access to and the occupancy or use of
public ways to the extent necessary with regard to matters of local concern, and to receive cost
recovery for the occupancy or use of public ways in accordance with law”. Ohio RC 4939
allows municipalities to levy public way fees “based only on costs that the municipal corporation
both has actually incurred and can clearly demonstrate are or can be properly allocated and
assigned to the occupancy or use of a public way”.
The City should consider levying fees to recover costs related to the use of the municipal
rights-of-way by utility and telecommunication companies. The Commercial Occupancy Fee
would allow the City to recover the costs related to:
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Administration
Review of plans
Permit issuance
Inspection
Recordkeeping
Legal costs
Pavement life and condition (additional street repairs necessary)
Traffic management issues
Any other costs associated with the physical presence of the utility’s lines in the
municipal rights-of-way

The Commercial Occupancy Fee can be calculated based on the linear length of installed
infrastructure (e.g. a cost per yard of rights-of-way used or percentage of assessed land value
occupied by the company) or based on the percentage of a utility or telecommunication
company gross revenue derived from the use of the infrastructure installed in the municipal
rights-of-way. For example, the City of Columbus enacted legislation in 2001 that establishes
annual right-of-way permit fees based on a per mile basis, which the permittee occupies in the
right-of-way. These fees are set in the following manner:






$10,000 for the first mile;
An additional $7,500 for the next nine (9) miles, or any part thereof (1-10);
An additional $20,000 for the next ninety (90) miles, or any part thereof (11-100);
An additional $62,500 for the next five hundred (500) miles, or any part thereof
(101-500);
An additional $100,000 for all use over five hundred (500) miles.

There is also an option to pay 0.75 percent of the utility company gross revenues for the prior
calendar year.
Approximately 20 service providers utilize Cleveland’s municipal right-of-way. The Division of
Engineering and Construction could not provide the actual number of companies utilizing the
City’s right of ways or the length of infrastructure for each utility company, which would allow
calculating the estimated revenue generated by the occupancy fee in the City of Cleveland.
Based on the fact that some of the utility companies occupy all right of ways within Cleveland,
the amount generated by establishing the occupancy fee (even with a maximum fee capped by
the municipal regulations) can potentially provide a substantial revenue for the City’s budget.

Permit / Occupancy Fee

Bond Requirements

Inspection Fee

Pavement
Degradation
Fee

Akron,
Ohio

$35.00/100 SF or fraction thereof
per month

The greater of:
a) 10% of the estimated
cost of the proposed
construction in the right of
way, or
b) $500

$44.00/hour

N/A

Santa Ana,
California

Processing Fee $101.24

$1 million certificate
of liability insurance

$88.00 plus $0.49
per ft. for
excavations

Baltimore,
Maryland

Street Cut: $30.00/week
Retainer fee: $60.00/ sq. yard

Need Performance Bond

$18.00/hour

N/A

Denver,
Colorado

Fees ranging from $25.00-$1,500
depending on the amount and

None

Standard Fee of
$40.00 for
inspections

N/A

City
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City

Permit / Occupancy Fee

Bond Requirements

Inspection Fee

Pavement
Degradation
Fee

type of work to be done

Honolulu,
Hawaii

$15.00 for the first 20 linear feet

$100,000.00 for property
damages /occurrence and
no less than $500,000.00
for bodily injury or death

N/A

N/A

Indianapolis,
Indiana

Class I streets: Permit fee of 70
cents per square foot per block
with $75.00 min. and $650.00
max. Class II and III streets:
Permit fee of 40 cents per square
foot block with $75.00 min. and
$350.00 max.-Ten types of Right
of Way Permit fees for various
use from sidewalks to traffic lanes
on thoroughfares

No less than $10,000 for
a single street cut, or
$100,000 for unlimited
multiple streets cuts in any
one calendar year

Included w/ permit
fees

N/A

A- Behind Curb-$500
Deposit
B- Strech Boring-$2,500
C- Major Work-$50,000
Cost of Restoration
Bond or Cash Deposit

Included in Permit

Based on
Depreciation
Tables and
Area of
Influence

Bond needed with good
and sufficient sureties,
that will secure the city
against all losses and
may be an annual bond

Concrete, brick, and
asphalt: $15.00;
$0.50
for each sq. yd. > 20
Low type surfaces
and sidewalks:
$5.00; $0.15 for each
sq. yd. >20

N/A

Included with $8.00
permit fee

N/A

Kansas City,
Kansas

$50/ 100 Linear Feet

Knoxville,
Tennessee

No less than a $5.00 permit fee

Mansfield,
Ohio

$8.00 for inspection and permit
fee and a backfill and repair
deposit calculated in accordance
with the schedule of:
1. Improved Streets: $20.00/ lineal
ft. opening
2. Unimproved Streets, Grass or
Lawn Strip, or Sidewalks:
$10.00/lineal ft. opening

N/A

Source: American Public Works Association, Utility and Public Right-of-Way Committee, Report on Right-of-Way
Permit Fees.

Based on the experience of other cities – including an informal estimate from the City of
Cincinnati of $4.0 million in annual fees, and the most recent actual revenues in Pittsburgh
(2008) of $1.3 million, such a program should generate at least $1.0 million per year for
Cleveland. The fiscal impact analysis assumes that the fee would be implemented in the
middle of 2010.
Fiscal Impact
Fiscal Impact

FY2010
$500,000

FY2011
$1,000,000
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FY2012
$1,000,000

FY2013
$1,000,000

FY2014
$1,000,000

Total
$4,500,000
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Overview
The Division of Motor Vehicle Maintenance is responsible for the control, procurement,
maintenance/repair, and assignment of all motor vehicles and equipment operated by general fund
departments in the City of Cleveland. The City fleet includes passenger cars, trucks, vans, as well as
specialized vehicles and equipment.
The Division of Motor Vehicle Maintenance (MVM) is composed of seven vehicle shops, with each shop
generally servicing a specific vehicle type (e.g., specialized Streets Department vehicles are serviced in
one shop, light trucks and sedans in a separate shop). The functions and services performed by MVM
include:


Emergency Repair and Towing provides emergency service and towing for all City-owned
vehicles. At the site of incident, batteries, lights, and tires are replaced.



Fueling provides the City’s fleet with 26 locations for fuel dispensing and delivery fuel by tanker
trucks to other City of Cleveland fuel locations.



Auto Body Work increases the life and improves the safety of all City-owned vehicles. Minor
auto body work is performed in-house, and major repairs are sent to contracting auto body shops.



Preventive Maintenance increases the life and safety of all City owned vehicles by following
design procedures for maintaining special motorized equipment. This includes changing
lubricants, repairing/replacing defective parts, etc. Inspection is performed on a routine basis.



Routine Maintenance provides the City’s divisions with complete maintenance and services
relating to all types of motors.



New Vehicle Preparation ensures that all City vehicles are working properly before being
released to departments. This includes inspection, applying logos/identification, and assigning
fuel cards. Creating purchasing specifications is also provided to all departments to ensure
service can be performed efficiently.

Historic Employee Count
Subdivisions
Emergency Repairs and Towing
Fueling
Auto Body Work
Preventive Maintenance
Routine Maintenance
New Vehicle Preparations
Division Total
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2007
Actual
1
2
2
24
64
1
94

2008
Unaudited
4
2
2
21
54
1
84

2009
Budget
4
2
2
21
57
1
87
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Comparison of Staffing by Position
2007
Actual
6
11
6
63
7
1
94

Position
Administrators and Officials
Office and Clerical
Professionals
Skilled Craft
Service & Maintenance
Technician
Total

2008
Unaudited
5
10
6
56
6
1
84

2009
Budget
6
10
7
57
6
1
87

Budget data
Historical expenditures – Division of Motor Vehicle Maintenance
Category
Salaries
Benefits
Training
Utilities
Contractual Services
Materials & Supplies
Maintenance
Inter-departmental Charges
Total

2007
Actual
$4,590,727
$1,833,867
$3,555
$397,534
$65,226
$10,101,390
$783,915
$133,042
$17,909,434

2008
Actual
$4,439,913
$1,846,669
$3,671
$384,960
$87,340
$13,352,204
$1,062,926
$140,932
$21,318,618

2009
Budgeted
$4,307,668
$1,869,406
$4,000
$315,323
$83,100
$11,207,933
$851,100
$145,441
$18,783,971

2007-2009
Growth
(6%)
2%
13%
(21%)
27%
11%
9%
9%
5%

Of note, costs associated with vehicle acquisition are not included in the above table. For fiscal year
2009, the City budgeted $10.374 million for acquisition of vehicles.

Progress and Future Challenges
The Division of Motor Vehicle Maintenance has made progress in the following areas:
 FASTER Database. MVM maintains a fleet management / asset solutions system that allows for
quick and easy access to most division data such as tracking reports and inventory. The system
also helps with managing work orders and allows staff to track the full life cycle of a vehicle from
procurement to auction.


Reduction of Citywide Fleet. Over the course of the past year, MVM succeeded in reducing the
City’s fleet from more than 4,800 to less than 4,300 pieces of equipment.



Appropriate Level of Staffing for Mechanics. MVM maintains approximately 4,300 pieces of
equipment. To determine the appropriate level of staffing for mechanics to maintain this size of
fleet, a methodology called Vehicle Equivalent Units (VEUs) was used. This methodology
equates each piece of equipment to a ratio of maintenance required when compared to a
standard sedan. For example, a patrol car requires twice the maintenance as a standard sedan,
and its VEU number is 2. A heavy bucket truck is worth 5 VEUs, and a small trailer is worth 0.25
VEUs. The total number of VEUs maintained by the division is just under 7,800. After
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discounting that number 5 percent for outsourced work (major body work, engine overhaul, etc),
the number of mechanics needed was determined by dividing by 120 (the number of sedans a
competent mechanic can maintain). It was determined that the number of mechanics required
was 61.7 compared to the 62 that are currently on staff. However, the age of fleet can alter this
calculation (see below – Aging Fleet).
Challenges


Fuel Price Fluctuations. The division currently purchases fuel off a federal contract that is
governed by OPIS and allows the City to receive significant savings compared to retail pricing.
This is done on a weekly basis, which leaves the City vulnerable to fuel price fluctuation. This
causes the division to reallocate funds on a regular basis. In years where fuel prices rise
significantly, the division must take money from another line item within their budget. As a result,
some vehicles requiring major work may not be repaired until the following fiscal year. One
option may be to hedge fuel costs. While it may not be possible to predict the fuel market,
hedging does allow for the division to establish more stable fuel costs over a longer period of time
(yearly, semi-annually, etc.) allowing more certain budgeting and enabling the Division to meet its
other service commitments.



Aging Fleet. The City has been able to save money during the economic downturn by extending
the replacement cycle. While this strategy allowed the division to save money on capital
expenditures, it led to increased maintenance costs. Older vehicles require more maintenance.
As a result, the division has a higher workload to maintain the same size fleet.
Average Fleet Age
(in Months)
Category
Patrol
Light
Heavy

City of Cleveland
50
86
119

ICMA Benchmarks1
39
57
100



Increase in Material Costs. Over the past three years the cost of raw materials in the United
States has risen significantly. While the Division confronts decreasing or flat budgets, auto parts
prices have continued to rise, which may impact the amount of allocated funds to perform
necessary vehicle repairs.



Aged Fuel System. The system used to account for fuel distribution to all City divisions is old,
unreliable, and does not have tracking features. It is currently managed with multiple types of
cards. Issues also exist with the system’s hardware (motherboard, etc).

Areas for Focus

1



Budget and Service Levels – Many user departments reported that MVM delivers poor service
levels, especially in situations involving decisions concerning vehicle relinquishment. At the same
time, MVM has experienced budget reductions over the prior 12 months and confronts rising
material costs that have hampered its ability meet service demands.



Vehicle Replacement – While the MVM has created vehicle replacement schedules, budgetary
constraints and procurement regulations hamper the department’s ability to implement a citywide
replacement program. Further, more regular utilization reviews and vehicle audits may identify
additional under-used vehicles that need not be replaced.

Information from the International City/County Management Association (ICMA) Center for Performance Measurement
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Communication with User Departments – The Division currently budgets for the upcoming
year’s maintenance costs in aggregate. Once maintenance is performed the fee is charged back
to the client department. The payment amount is then deposited in the General Fund. This has
caused a problem when the budgeted amount for maintenance runs low or runs out. At that time,
the Division does not have resources (without moving money from other line items) to service
vehicles, creating unfulfilled service expectations with user departments. In these cases, a
customer department’s vehicle may sit unusable until the division can reallocate funds, or at worst
until the next fiscal year.
The lack of service reliability and uncertainty about availability of vehicles brought to MVM has
caused other divisions to create inefficient, redundant systems. MVM should explore ways to
improve communication with user departments about key vehicle use and relinquishment
decisions, as well as take concrete measures to improve accountability for vehicle use.



Bolster Accountability Concerning Vehicle Use Decisions – Controls on vehicle use can be
bolstered through improved tracking of vehicle mileage and fuel, as well as through the
formulation of policies and procedures that clearly define approved uses for City-owned vehicles.



Private Sector Alternatives – The City should consider exploring the use of private vendors to
perform some of the City’s fleet services. The field of fleet services is an area where many
vendors may provide high quality service for the City at competitive prices. Contracted fleet
services are common across the country.
Possibilities may include onsite preventive
maintenance of specialty vehicles, outsourcing of the motor pool or emergency towing, or hiring a
private vendor to operate in select City facilities. Even if a private vendor is not selected to
perform service for the City, periodic bidding of city services will provide the City with a useful
benchmark to evaluate the cost of service delivery.



Consolidation of Facilities – Multiple fuel and fleet facilities are spread throughout the City,
resulting in higher than necessary operational costs and redundancy of personnel. Consolidation
opportunities may exist across general and enterprise fund departments.

Initiatives
MV01.

Fleet Services Steering Committee
FY 2010 Impact: NA

Five-year Impact: NA

The City should create a fleet services steering committee as a forum to discuss vehicle
replacement, servicing, fleet operations restructuring, and privatization decisions. The chair
would be appointed by the Mayor; members would include staff from large user departments
and MVM. A fleet services committee would improve communication and decision making
between user departments and MVM. The committee would allow user departments to provide
direct feedback on customer service, and permit MVM and the Mayor’s Office to clearly
articulate executive decisions that impact city-wide fleet service delivery.
Additional responsibilities for the fleet services steering committee may include:







Assist in development of baseline authorized allocation of vehicles for each division
Assist in creating a procedure that demonstrates the need for acquiring new vehicles,
whether replacements or additions
Review and enforce Citywide fleet-related policies, e.g. take-home vehicle policy and
personal vehicle use policy
Establish Citywide guidelines for vehicle procurement, replacement, and disposal
Develop a consolidated annual budget request
Monitor the performance of all fleet functions
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MV02.

Create an organization-wide policy fostering cooperation and sharing of fleet vehicles
among Departments
Customer satisfaction surveys

Vehicle Replacement Schedule Linked to Sinking Fund
FY 2010 Impact: $518,700
Five-year Impact: $4.4 million
The use of a standard vehicle replacement schedule and annual purchasing plan across all
departments is a fleet management best practice. Annual purchasing plans provide a schedule
and budget for purchasing vehicles over a multi-year time horizon. Since vehicle expenditures
are financed through a percentage of the restricted income tax, the City’s vehicle replacement
decisions are ultimately subject to City Council approval.
Once the annual purchasing plan is developed, the City can plan to purchase a fixed set of
vehicles annually in a given vehicle class (e.g., sedans, SUVs, forklifts, etc.). Coupled with
tracking of fleet-related data, an annual purchasing plan allows a fleet manager to strike an
optimal balance between acquisition and maintenance/repair costs. An annual purchasing
plan allows the City to forgo costly repairs for older vehicles approaching scheduled
relinquishment. A purchasing plan is also a key budgeting tool that provides accurate cost
projections and establishes a mechanism to evaluate the cost of providing vehicles.
Additional benefits of an annual purchasing plan include:


Better Informed Maintenance and Relinquishment Decisions. With predictable
vehicle delivery, managers know which vehicles are coming out of the fleet and when
they are being replaced. Without a well-defined purchasing plan, resources may be
inefficiently allocated to older vehicles with greater wear that are near the end of their
useful life-cycle



Reduced Vehicle Inventories. As new vehicles enter the fleet on a regular basis,
average age among all vehicles begins to decrease. Because new vehicles are generally
more reliable than older equipment, availability increases (downtime decreases).
Increased availability reduces the need for departments to hold “reserve vehicles,”
facilitating a reduction in fleet size



Decrease in Maintenance Costs. Older vehicles are generally costlier to maintain than
newer equipment. Therefore, decreasing the average age of a vehicle class will produce
a reduction in overall maintenance costs. A newer fleet that cycles vehicles out on a
regular interval will not experience the periodic spike in maintenance costs that typically
occurs with older vehicles



Lower Purchasing Costs. Acquisition costs can be lowered by modestly extending
equipment life-cycles and securing lower unit cost pricing



Streamline Administrative Procedures. Coordinating vehicle purchasing lessens the
administrative burdens associated with creating specifications and plans for ordering
vehicles on an ad hoc basis

When fully implemented, a well-designed annual purchasing plan – coupled with a well
functioning preventive/predictive maintenance system – can generate up to 20 percent in
annual recurring savings.
The estimated cost savings associated with a vehicle replacement plan are based on MVM’s
2009 general fund acquisition budget of $10.374 million. As savings from a comprehensive
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vehicle replacement plan and preventative maintenance program can approach 20 percent of a
jurisdiction’s acquisition budget, the table below assumes savings of five percent of MVM’s
vehicle acquisition budget in FY 2010, rising to 10 percent in FY 2012.
Fiscal Impact
Discount Factor
Fiscal Impact

FY2010

FY2011

FY2012

FY2013

FY2014

5%

7.5%

10%

10%

10%

$518,700

$778,050

$1,037,400

$1,037,400

$1,037,400

Total
$4,408,950

As a financing mechanism for vehicle replacement, the City of Cleveland may encourage
departments to create vehicle replacement “sinking funds.” In a “sinking fund,” the department
sets aside a portion of the costs associated with replacing a vehicle each year. For example, if
a sedan is estimated to cost $16,000 and an eight-year lifecycle, the department would set
aside $2,000 annually for eight years.
An advantage of a sinking fund is that it smoothes out the cash flow requirements to replace
vehicles. Additionally, sinking funds can be implemented in all departments, regardless of the
number of vehicles it operates.

MV03.

Prepare Semi-Annually Ordinances on Vehicle Purchases
FY 2010 Impact: NA
Five-year Impact: NA
All vehicle purchases must be approved by City Council. Currently, MVM prepares one
ordinance annually. This practice limits the flexibility of MVM to adjust vehicle purchases in
response to unforeseen changes in service demands (e.g., accidents, new mayoral initiatives,
etc). A semi-annual purchase ordinance would address this problem without creating a burden
for MVM, the Administration or Council.

MV04.

Take-Home Vehicle Audit
FY 2010 Impact: $72,500

Five-year Impact: $162,500

While MVM has made strides in reducing the number of pieces in the City fleet, there remains a
lack of transparency in the assignment of take-home vehicles.
The City should end the
practice of assigning vehicles to individuals. Instead, the City should assign vehicles to an
office or a geographical location.
For senior staff accustomed to having the use of a private vehicle, the City may consider
issuing vehicle stipends. Employees would relinquish use of a City-owned vehicle, but receive
a monthly stipend for vehicle use instead. Future hires receive no stipend, and must use
mileage reimbursement as necessary. For first responders who are occasionally called out into
the field after normal business hours, the City may also consider the use of a vehicle stipend. If
a vehicle is “called out” into the field after-hours fewer than 12 times a quarter or is fueled less
than twice monthly, consider using vehicle stipends in place of a City-issued take-home vehicle.
The table below presents the net estimated reduction in operating costs from reducing the City
fleet by 25 take-home vehicles. Figures assume $2,000 in annual operating costs (fuel,
maintenance, and repairs) and $75 per month per vehicle for vehicle stipends.
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Fiscal Impact
Fiscal Impact

FY2010*
$72,500

FY2011
$22,500

FY2012
$22,500

FY2013
$22,500

FY2014
$22,500

Total
$162,500

* includes one-time revenues from sale of 25 vehicles at $2,000 per vehicle

MV05.

Specialty Vehicle Audit
FY2010 Impact: TBD

Five-year impact: TBD

Certain specialty vehicles can be used by more than one department. Additionally, some
departments may use specialty vehicles only sparingly, creating the possibility for these
specialty vehicles to be shared by more than one department.
Within the City fleet, MVM has approximately 50 vehicles classified as heavy bucket trucks, 26
vehicles classified as flatbed trucks, and 140 vehicles classified as “miscellaneous” heavy
vehicles. While many of these vehicles may have dedicated functions, others may not; or they
may be used as general reserve vehicles. An internal audit of these vehicles may identify
candidates for relinquishment, generating small one-time revenues for the City and reducing
vehicle maintenance demands on a recurring basis.

MV06.

Perform Regularly-Scheduled Fleet Utilization Reviews
FY2010 Impact: $200,000
Five-year impact: $600,000
MVM should continue its efforts to reduce the City’s passenger vehicle fleet, and institutionalize
a fleet utilization review program.
Frequently, jurisdictions purchase and maintain more vehicles than they need to deliver
services. The excess vehicles increase service/maintenance and acquisition costs, and also
affect turnaround time and vehicle availability. Generally, utilization reviews show that a
substantial percentage of vehicles are underused, and in turn, permit the relinquishment of
between five and ten percent of a municipality’s fleet.
Exclusive of police department and motor pool vehicles, the City fleet has approximately 1,000
sedans, light pick-up trucks, passenger vans, and mini-vans within its fleet. A five percent
reduction of these vehicles would translate to approximately 50 vehicles. The table below
presents the estimated reduction in operating costs from reducing the City fleet by 50
passenger vehicles. Figures assume $2,000 in annual operating costs (fuel, maintenance, and
repairs).
Fiscal Impact
Fiscal Impact

FY2010*
$200,000

FY2011
$100,000

FY2012
$100,000

FY2013
$100,000

FY2014
$100,000

Total
$600,000

* - includes one-time revenues from sale of 50 vehicles at $2,000 per vehicle

Each vehicle identified as underused, however, should not automatically be relinquished from
the fleet. In fact, there are multiple reasons why a vehicle should remain in the fleet, even
though it has low mileage (for example, the vehicle is used for frequent after-hour calls for
service). For this reason, departments should be given an opportunity to explain how they use
a vehicle and why the usage is low relative to other vehicles in the City fleet.
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MV07.

Vehicle Use Policy
FY2010 Impact: NA

Five-year impact: NA

A vehicle policy improves accountability by laying out uniform criteria for vehicle use, mileage
reimbursement, alternative transportation options, vehicle stipends, and take-home vehicle
privileges. A vehicle policy should include clear criteria for after-hours or emergency response
duties. In the City of Philadelphia, for example, employees must be called into the field after
hours at least 12 times per quarter to be eligible for a take-home vehicle.
As a corollary, the City may consider implementing an anti-idling policy – many public and
private sector fleets have implemented anti-idling policies, generating fuel cost savings as well
as lower carbon emissions.

MV08.

Request for Qualifications for Privatized Fleet Services
FY 2010 Impact: $0
Five-year Impact: TBD
The City should explore options to improve fleet service delivery and reduce costs through the
use of private sector vendors. Specific areas of focus may include, but are not limited to, the
following:


Motor Pool: Multiple jurisdictions use third party vendors to run city-wide motor pools at
substantially lower cost than in-house operators. See initiative MVM009 for more
detail.



Emergency Towing: The City could eliminate its fleet of tow trucks and reassign
operators to other duties within MVM (all tow truck drivers have additional
responsibilities). Any contract with an outside vendor should include provisions clearly
articulating guaranteed response times.



Specialty Vehicle Preventive Maintenance: Some large public sector fleet operators,
such as Washington, DC, use private sector vendors to perform on-site preventative
maintenance for specialty vehicles such as street sweepers.



Outsourcing of Entire Vehicle Shops: Some jurisdictions have outsourced the city’s
entire fleet operations (e.g., Pittsburgh) or a particular vehicle maintenance facility
(Washington, DC) to achieve cost savings and/or improved service levels. Additional
jurisdictions, such as San Diego and Indianapolis, have used a system of managed
competition where unionized employees can also present bids for evaluation.

The City should draft and circulate a Request for Qualifications (RFQ) to fleet vendors in the
region. This RFQ would be a non-binding document, but would inform City decision-makers of
private sector alternatives available to the City. Additionally, even if a private vendor is not
selected, such responses would provide valuable benchmarking information to evaluate the
City’s cost of service delivery.
As a point of reference, Washington, DC has outsourced its vehicle shop that services police
department vehicles since 2002 to a private vendor, First Vehicle Services. The vendor
services and maintains more than 1,500 pieces of equipment – including all patrol vehicles – in
a District-owned facility overseen by civilian staff in the Metropolitan Police Department. The
contract with First Vehicle Services contains performance measures that require minimum
service levels, including downtime and comeback ratios. In 2008, the District signed a two-year
agreement with First Vehicle Services averaging approximately $5.8 million per year, with three
additional one-year options. Fuel is not included in this figure.
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First Vehicle Services also services vehicles for the City of Pittsburgh. During a three year
contract period between 2004 and 2007, the City paid approximately $4 million annually for
First Vehicle Services to service its municipal fleet of approximately 1,000 vehicles. Fuel is not
included in this figure.

MV09.

Car-Sharing In Place of Citywide Vehicle Pool
FY 2010 Impact: $157,974

Five-year Impact: $389,871

Multiple cities throughout the country have engaged a car sharing vendor to manage their
passenger vehicle motor pools. In these arrangements, governments pay an hourly fee for the
time that the vehicle is actually used by employees. Large municipal governments using carsharing for passenger vehicle operations include: Philadelphia, Pittsburgh, the District of
Columbia, and Minneapolis, among others. A municipal car-sharing initiative in Cleveland
would also complement other Administration efforts to be “A Green City on a Blue Lake.”
Car sharing allows the fixed costs associated with vehicle use to be spread over a large
number of users – both inside and outside government. The hourly fee includes all operating
costs, such as maintenance and fuel. Vehicles are reserved through an online reservation
system and “shared” with members of the public.
Monthly statements detailing vehicle use are also generated by the vendor, improving
accountability by user departments. After a third party car-sharing vendor was selected for the
City of Philadelphia, passenger vehicle use – measured by miles driven – declined by 50
percent.
The table below estimates the net potential savings associated with using a car-sharing vendor
for 50 sedans (including 19 Honda hybrids), minivans, and SUVs listed in the City’s motor pool.2
Fiscal Impact
Fiscal Impact

FY2010
$157,974*

FY2011
$57,974

FY2012
$57,974

FY2013
$57,974

FY2014
$57,974

Total
$389,871

* includes one-time revenues from sale of 50 vehicles at $2,000 per vehicle

Figures for the City of Cleveland costs are based on the average number of miles driven per
year (mileage divided by vehicle age) for each passenger vehicle in the motor pool, and the
average cost of ownership for 2008 provided by the American Automobile Association,
inclusive of fuel. Car sharing costs assume that a vendor will charge a composite rate of $8 per
hour, that a city employee drives 5 miles for each hour that the car is used, and that vehicle
usage will decline by 50 percent as a result of improved usage tracking.
Collaboration with other Cleveland public entities – enterprise fund departments, the School
District, federal offices – would improve the bargaining position of the City and increase the
likelihood of negotiating a lower hourly rate from a car sharing vendor.

MV10.

Consolidate Fuel Sites
FY2010 Impact: ($32,500)

Five-year impact: $97,000

The City currently operates 26 active fueling stations, six of which are large sites with over
20,000 gallons of storage capacity. Reducing the number of operational fuel sites will require
upfront decommissioning costs of $5,000 per site, but will generate annual recurring savings of
2

Figures exclude one Honda hybrid within the City fleet where mileage readings appear to be inaccurate.
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$2,500 in maintenance costs and permit fees. Additionally, a smaller number of fuel sites
would reduce the City’s exposure to potential costs associated with a possible tank rupture or
fuel seepage.
Not reflected here are significant potential savings from lower fuel delivery
costs as smaller sites are eliminated (extra costs are incurred to reload fuel onto smaller trucks
that can reach smaller sites). The table below summarizes the net estimated fiscal impact of
reducing the number of fuel sites from 26 to 13.
Fiscal Impact
FY2010
($32,500)

Fiscal Impact

MV11.

FY2011
$32,500

Consolidate Fleet Facilities
FY2010 Impact: ($50,000 to $75,000)

FY2012
$32,500

FY2013
$32,500

FY2014
$32,500

Total
$97,500

Five-year impact: TBD

While MVM operates the seven vehicle shops for the General Fund, the City’s enterprise funds
operate separate facilities. Because these facilities service many of the same vehicle types as
MVM, the City may realize cost savings from consolidating some of these facilities, functions, or
personnel with the MVM operation. The net cost of $50,000 to $75,000 represents the
estimated cost of a fleet services consultant to perform a comprehensive assessment of a multidepartmental fleet services consolidation.

MV12.

Increase Shared Services with Cleveland School District
FY2010 Impact: TBD
Five-year impact: TBD
The Cleveland School District maintains a fleet facility in close proximity to one of the City of
Cleveland’s fleet facilities. This fact presents an opportunity to share services. Areas for
potential collaboration may include:






Procurement of parts and fuel
Negotiation of contracts with outside vendors
Pooling of passenger and specialty vehicles
Preventative maintenance of District and City vehicles
Emergency repairs

Additional potential cost savings from greater collaboration with the School District are
described in the Intergovernmental section of this report.
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Division of Convention Center/
West Side Market/Stadium
Overview
The Division of Convention Center/West Side Market/Stadium is responsible for promoting, marketing,
and managing the City of Cleveland’s Convention Center, West Side Market and Cleveland Browns
Stadium.
The Convention Center has 21 meeting rooms and can accommodate groups from 10 to 10,000,
including a grand ballroom that can accommodate 4,000 guests (1,600 for a formal dinner). This venue is
popular for fundraisers, conventions, conferences, weddings, and exhibitions. The Convention Center
Complex offers over 375,000 square feet of usable exhibition space which can be arranged to
accommodate over 1,500 individual exhibits. The facility also maintains 300 indoor Convention Center
parking spaces.
Mission Statement
The Division’s mission statement is “To strengthen Cleveland’s economy by delivering efficient, excellent
services through promotion, marketing and management of the Cleveland Convention Center, West Side
Market and Cleveland Browns Stadium.”
Historic Employee Count
2007
Actual

Subdivisions
Convention Center
Building Maintenance
Theatrical Events
Fiscal
Convention Events
Marketing Services
Fiscal Operations
Maintenance
Division Total

FT
5
11
4
4
3
1
6
40

PT
12
20
1
33

2008
Estimate
FT
PT
4
11
4
15
4
25
3
1
7
1
34
41

2009
Budget
FT
PT
4
11
4
25
4
50
3
1
7
1
34
76

The Division’s 34 full-time employees include both the Convention Center and West Side Market staff.
An additional 150 part-time workers are also employed by the Division. The part-timers are City
employees on the Second Payroll lists, and can be called in as required (information on how often part
time employees are requested to work is not tracked and not available).
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Budget data
Historical expenditures –Convention Center
Category
Salaries
Benefits
Training
Utilities
Contractual Services
Materials & Supplies
Maintenance
Claims, Refunds & Misc.
Inter-departmental Charges
Total
Revenues

2007
Actual
$2,602,631
$802,262
$1,043
$1,749,111
$339,139
$83,757
$88,179
$513,272
$243,088
$6,422,482
$6,628,696

2008
Estimate
$2,671,581
$856,262
$1,049
$1,770,635
$338,960
$65,264
$54,976
$512,772
$257,404
$6,529,199
$6,007,791

2009
Budgeted
$2,465,166
$772,955
$1,000
$1,805,917
$368,624
$72,300
$62,000
$470,198
$182,639
$6,200,799
$6,200,799

2007-2009
Growth (%)
-5.3%
-4.0%
-4.1%
3.3%
8.7%
-13.7%
-29.7%
-9.0%
-24.9%
-4.0%
-7.0%

Over the past several years Convention Center Salaries and Benefits declined due to the decrease in
the number of part time employees and unfilled vacancies created by employee retirements.
Historical expenditures – West Side Market
Category
Salaries
Benefits
Training
Utilities
Contractual Services
Materials & Supplies
Maintenance
Claims, Refunds & Misc.
Inter-departmental Charges
Total
Revenues

2007
Actual
$385,004
$133,952
$105
$166,132
$282,896
$37,932
$58,597
$44,228
$45,071
$1,153,917
$1,142,231

2008
Estimate
$359,541
$141,680
$105
$230,926
$235,130
$15,966
$62,354
$44,228
$53,365
$1,143,295
$1,140,019

2009
Budgeted
$404,012
$157,732
$140
$211,891
$295,400
$41,398
$39,000
$44,224
$59,990
$1,253,787
$1,231,943

2007-2009
Growth (%)
4.94%
17.76%
33.34%
27.55%
4.42%
9.14%
-33.45%
-0.01%
33.00%
9.00%
8.00%

At the West Side Market, Utilities expenditures have increased by 27.6 percent due to an increase in
electricity consumption and higher security and monitoring costs. Maintenance expenditures have
declined over the years as this figure is largely dependent on usage levels.
The West Side Market is an enterprise fund operation. Rents charged at the Market are based on the
annual operating costs. The major source of revenue is rent received from Market vendors. Recently nine
out of the 80 outdoor stalls were vacant.
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Historical expenditures – Cleveland Browns Stadium
Category
Contractual Services
Claims, Refunds & Misc.
Professional Services
Debt Service
Total
Revenues

2007
Actual
$553,841
$2,984,700
$47,421
$12,003,404
$15,589,366
$23,484,627

2008
Estimate
$677,958
$0
$880,713
$21,320,501
$22,879,172
$19,325,733

2009
Budgeted
$1,250,000
$0
$760,000
$19,744,162
$21,754,162
$22,600,000

2007-2009
Growth (%)
125.70%
0.00%
1502.67%
65.00%
39.55%
- 3.77%

For the Cleveland Browns Stadium, Contractual Services and Professional Services increased mainly
due to construction financing debt service costs, as well as related expenses such as letters of credit,
marketing and banking fees.

Progress and Future Challenges:


Cuyahoga County recently purchased the Convention Center for $20.0 million from the City of
Cleveland, in order to build a new Convention Center and Medical Mart complex. The new
Convention Center has an estimated cost of $425 million.



The existing Convention Center is accepting bookings up until March 31, 2010. Only three to four
events are slated to take place next year have been finalized. The current transition plans will not
affect these events.



Convention Center and Parks Department staff does not appear to be actively involved in a
closure and transition process for the facility, although it is less than six months away. Issues
include staff reassignment (the sale agreement stipulates that the County absorb ten of the
Division’s employees upon transition) and response to interim and post-March reservation
requests.

Areas for Focus
Inter- and intra-departmental communication on the Convention Center closure is a critical issue. A joint
team of Department, Division and County staff would help smooth the transition of the workforce and
conserve material resources.

Initiatives
CC01.

Transfer Management of West Side Market and Browns Stadium to a New Department of
Operations
As the Division of Convention Center will cease to exist after the sale of the Convention Center,
it is recommended that the other units that the Division manages (West Side Market and the
Browns Stadium) be transferred to a new Department that combines front-line City service
operations. This approach will allow for greater coordination of effort and economies of scale
for those divisions providing services directly to the public (in this case, market vendors and the
football team).
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CC02.

Explore Opportunities to Increase Revenues from the Cleveland Browns Stadium
In 1996 the City funded construction of the $300 million Cleveland Browns Stadium and
entered into a 30-year lease agreement with the National Football League (NFL). The City
receives $250,000 annually from the team and the NFL for the use of the Stadium and can hold
eight events per year at the facility. The City is responsible for police protection, material
capital repairs and other related costs. The team and the NFL operate the Stadium, conduct
routine maintenance, and pay basic utilities. The team and the NFL receive all revenues
earned from Stadium operations, excluding the revenue earned from the city events.
According to the lease agreement, the following are expenses incurred by each party:












CITY
Property Insurance
Annual deposits to the
Capital Repair Fund
Property Insurance
Taxes – Property
Material Capital Repairs
Police Protection
High-level security needs
for City events
Logistics for City events
Preparation of the
Capital Repair Plans
Capital Repair Audit

















NFL
Payment of $250,000 annually
The amount of operational expenses and
maintenance obligations (directly)
Costs, charges, expenses, impositions and
obligations relating to use, occupancy, repair and
maintenance
Taxes (other than property taxes)
Assessments
Utility charges and expenses
Insurance
Operation
Grounds keeping and playing area maintenance
Surface preparation of the playing area and any
related repairs
Cleaning and janitorial
Utilities – use and consumption
Services to suites and club seats
Permits and Authorizations
Non-structural alterations of the playing area and the
leased premise

Stadium naming rights are owned by the Browns. The image of the Stadium is owned by the
Division. Any organization which uses the image of the Stadium must pay the Division a royalty.
The City provides the team free for home game days and additional days annually for 450
passenger vehicles. The City also acts as a mediator between the team and the Port Authority
to procure long-term parking spaces for approximately 2,750 passenger vehicles.
Based on a review of the lease agreement between the City and the National Football League,
the following recommendations were developed for the City to realize increased revenues from
the Stadium:


The image of the Stadium is City property and whenever used is a potential source of
royalty revenue for the Division of Convention Center. It is recommended the City develop
a formalized business process to track such usage. A rate schedule should be developed
for the same as an additional effort to optimize this source of revenue.



According to the Stadium lease, the net proceeds from the sale of Permanent Seat
Licenses (PSLs) in excess of $35 million were to be paid to the City for to support the
Capital Repair Fund and to reduce the principal amount of City debt issued for
construction. The consultant team was not able to verify the final amount of PSL revenue,

Management & Efficiency Study – Cleveland, Ohio
Division of Convention Center/West Side Market/Stadium
November 2009

Page 134

Division of Convention Center/West Side Market/Stadium
and the disposition of any amount over $35 million. The City should also determine
whether under existing law or a change to local or state statute it could secure a portion of
ongoing PSL transfers in order to defray the cost of capital repairs.


The City is entitled to organize eight events in the Stadium per year. According to the
lease agreement, all revenue earned from these events belongs to the City. Presently the
City is not organizing eight events annually primarily due to the lack of event management
capabilities. The City should consider whether any events held at other venues could be
more cost-effectively hosted by Browns Stadium.



The City should require the documentation of the team maintenance and repairs in order to
identify, plan for, and prioritize City-funded capital at the Stadium. Also, the lease
agreement does not specify a monetary threshold for “capital” repairs, but mentions that
the City is responsible for repairs that have a useful life of greater than seven years.
Finally, the agreement defines capital improvements as all capital modifications or
additions to the existing facilities in the Stadium that maintain both the economic
competitiveness of the Stadium and its revenue potential.
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Overview
The mission of the Division of Park Maintenance and Properties is “to provide the City and its
neighborhoods with safe and well-maintained parks, trees, gardens, vacant lots and cemeteries. The
Division operates the following major programs:
•

Vacant Lot Cutting and Cleaning: The objective of this program is to keep vacant lots and the
exterior of vacant structures within the City aesthetically pleasing and to eliminate health and
safety hazards. Activities include cutting high grass, weeds and removing debris from vacant
lots. Property owners whose vacant properties are in violation of ordinance 209 are charged
(seven cents per square foot) for maintenance services and a fine is incurred. Owners whose
property has been serviced by the City are billed accordingly. If the bill is not paid within 30 days,
it is sent to the Cuyahoga County and placed as "special assessment" on the owner's property
taxes.

•

Greenhouse, Rockefeller Park: The Greenhouse was initially used solely for growing the plants
used to landscape City parks and gardens. While city beautification is still one of the Division
goals, the Greenhouse and grounds have since evolved into a botanical garden with specialty
plant collections, seasonal floral displays, and theme gardens.

•

Urban Forestry: This office's activities include the maintenance of all public street and park
trees, including the removal of dead and hazardous street trees and overgrown roots which raise
sidewalks, planting of replacement trees (based on availability of funding), trimming, and
providing public information.

•

Cemetery Maintenance: The Division of Park Maintenance & Properties provides burial
services and maintenance at 12 cemeteries. The fee structure varies based on services
requested.



Other Programs:
o
o
o
o
o
o
o

Horticulture, Mall and Cultural Gardens
Athletic Field Maintenance
Snow Removal
Snow Bird
Vehicle and Equipment Repair
Parks Ground Maintenance
Right of Way Maintenance
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Historic Employee Count
2007
Actual

Subdivisions
Horticulture Development
Urban Forestry Maintenance
Park Administration
Snow Bird
Lot Cleaning
Equipment Maintenance
Parks Ground Maintenance
Cemetery Maintenance
Project Clean Lot Maintenance
Division Total

FT
8
26
5
7
16
10
66
25
163

PT
20
20

2008
Unaudited
FT
PT
7
24
5
7
15
9
61
24
20
152
20

2009
Budget
FT
PT
8
2
25
2
5
7
15
92
9
61
90
24
20
82
154
288

Budget data
Historical expenditures – Division of Park Maintenance and Properties
Category
Salaries
Benefits
Training
Utilities
Contractual Services
Materials & Supplies
Maintenance
Claims, Refunds & Misc.
Inter-departmental Charges
Total
Revenues

2007
Actual
$5,959,229
$2,561,212
$265
$736,551
$1,956,115
$164,961
$43,062
$7,050
$2,131,837
$13,560,282
$605,290

2008
Unaudited
$5,983,793
$2,725,761
$282
$769,729
$1,912,951
$153,067
$11,000
$7,489
$2,248,143
$13,812,215
$731,591

2009
Budgeted
$6,034,193
$2,699,882
$282
$762,010
$2,021,394
$184,484
$13,000
$5,000
$1,911,172
$13,631,638
$614,586

2007-2009
Growth
1.26%
5.41%
6.42%
3.46%
3.34%
11.83%
-69.81%
-29.08%
-10.35%
0.53%
1.54%

Over the past year inter-departmental charges decreased by 10 percent due to reduced fuel consumption
(reduced charges from Motor Vehicle Maintenance).
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Historical expenditures – Cemeteries
Category
Salaries
Benefits
Training
Utilities
Contractual Services
Materials & Supplies
Maintenance
Claims, Refunds & Misc.
Inter-departmental Charges
Total
Revenues

2007
Actual
$994,571
$454,400
$0
$77,249
$214,234
$43,096
$32,744
$146
$156,506
$1,972,946
$1,967,082

2008
Unaudited
$1,042,060
$439,827
$0
$76,733
$205,281
$43,894
$33,316
$800
$201,985
$2,043,896
$2,033,419

2009
Budgeted
$1,077,967
$473,037
$290
$75,723
$212,520
$39,800
$34,200
$3,000
$180,637
$2,097,174
$2,095,174

2007-2009
Growth
8.4%
4.1%
N/A
-1.9%
-0.8%
-7.7%
4.4%
1,954.8%
15.42%
6.3%
3%

Interdepartmental charges have grown due to higher fuel prices. Revenues include interest income
earned on the cemeteries’ endowment fund (funded by 12.5 percent of all sales).

Progress and Future Challenges
Progress
The Division of Parks Maintenance has implemented several strategic changes:


Crew sizes to service vacant properties: Historically, crew sizes for vacant lot cleaning (grass
cutting and debris removal) were between 8-12 personnel per crew. The Division reduced crew
sizes to between three and four personnel through efficient scheduling and routing methods and
by not filling vacant positions.



Seasonal hiring contracts: In the 1990s the City signed eight-month seasonal hiring contracts
with a temporary staffing agency for vacant lot clearing. The Division now maintains seasonal
contracts for 12 month periods, allowing the Division to utilize temporary staff for other purposes
such as snow removal assistance, tree trimming, and stump removal. Additionally, clerical
temporary staff is also used during the off-season for processing bills and bill protests.



Training: Due to the nature of services performed by the Division (vacant lot cleaning), safety
adherence is important. In 2008, a major accident relating to the grass cutting operations
resulted in the City receiving a citation. Additional safety training is being provided to
supervisors and staff, which has resulted in a reduction in major accidents and resulting workers’
compensation claims (statistics are not tracked by the Division; see Law and Workers’
Compensation chapters for more on improving claims performance).

 Technology: The Division is currently utilizing the Archibus work order management system for
vacant lot grass cutting and cleaning operations. Seven (out of 13) supervisors are currently
using the system, including hand held devices for scheduling and executing work orders for
vacant lot cleaning. Although Archibus is still being implemented, the Division has realized
significant efficiencies in terms of time and cost (reduced time spent on paperwork and other
administrative tasks that have been automated). The Division has hired a full time information
technology professional to manage the Archibus system and provide overall technical and
functional support to system users.

Management & Efficiency Study – Cleveland, Ohio
Division of Park Maintenance and Properties
November 2009

Page 139

Division of Park Maintenance and Properties
 Energy Conservation: The Division has realized significant motor fuel and building energy
savings. The Division successfully reduced energy costs by more than the Citywide mandated
10 percent target. The following practices have been implemented;
o
o
o
o

Turning unused lights off;
Car pooling;
Systematic ward by ward vacant lot cleaning process;
Garages are not heated to room temperatures.

 Burial Rates: In an effort to reduce traffic on Saturdays (increased weekend work affects the
Division’s existing work force) the Division charges 150 percent of the regular interment fee for
services performed on a Saturday,
Challenges
Illegal dumping on vacant lots continues to be a major challenge facing the Division. The Division cleans
vacant lots with large amounts of debris. Workers then haul and process this waste in City owned waste
compactors. This collection and disposal function is similar to work performed for occupied residences by
the Division of Waste Collection. Also, Parks Maintenance currently spends approximately $3.3 million
annually on vacant lot clean-up, which includes grass cutting and removal of debris from vacant lots, and
approximately $300,000 on tipping fees (collected by the Division of Waste Collection for waste delivered
to the transfer station on Ridge Road).
The use of technology is limited throughout the Division, making it difficult to most efficiently schedule and
perform labor intensive services such as grass cutting, vacant lot cleaning, tree trimming, and cemetery
maintenance. A significant amount of time is spent on paper-based administrative and clerical
processes, such as work order management and billing, which slows the process down, introduces
human error and reduces overall efficiency.

Initiatives
This chapter proposes a variety of potential initiatives for the Division, including different options for
reducing cemetery costs. Some of these could be implemented simultaneously; in some cases savings
would be additive, exponential, or overlapping. It is recommended that the City consider the full list of
options provided and develop a strategic plan to end its subsidy of cemetery operations, implementing as
many initiatives as possible to achieve savings in the interim.
PP01.

Increase Rates Charged for Vacant Lot Clearing
FY2010 Impact: $585,000

Five-year impact: $3.23 million

The City charges seven cents per square foot, generating approximately $1.3 million annually,
for cutting grass and cleaning vacant properties that are deemed to be a nuisance (the rate is
set by ordinance). While the Division estimates that its direct cost per square foot for clearing
vacant lots is approximately two to three cents, this amount does not include related
technology, depreciated capital, supervisory, clerical and administrative support costs. Besides
the direct cost of manpower, equipment, fuel, and oversight, the process involves a significant
indirect administrative component that includes invoice processing, legal proceedings, health
inspections, and more.
A detailed analysis of the full allocated costs incurred by the City (direct and indirect) for
undertaking vacant lot cleaning appears likely to increase the appropriate charge per square
foot. Staff salaries and benefits and the disposal cost alone are almost equal to current
revenues, without direct materials, vehicle and fuel costs, or indirect and collection expenses.
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The number of vacant lots cleaned by the Division over the last five years and associated
revenues are illustrated in the following chart:
Vacant Lot Cleaning, FY2004-FY2008
# of Lots Cleaned
Revenue

FY2004
29,960
$81,011

FY2005
28,672
$188,135

FY2006
35,212
$60,582

FY2007
49,022
$433,991

FY2008
32,034
$448,161

Revenues do not include assessments collected from the County; number of vacant lots cleaned in 2007 is cited as
inaccurate (high) by the Division

In the long term, the Division should consider outsourcing this service. Currently, the Division
utilizes temporary seasonal staff (hired from a temporary staffing agency) for vacant lot
operations. An alternative would be to contract with a professional landscaping company that
would supply the equipment and manpower, while being overseen by the Division’s existing
supervisors. This model is utilized in the cities of Detroit, Michigan; Pittsburgh, Pennsylvania;
Portland, Oregon; Sacramento, California; and Seattle, Washington.
In the meantime, the City should calculate and charge the full cost of vacant lot cleaning. The
fiscal impact of an increase in rates is based on the assumption that the square footage of
vacant lots and vacant structures cleared will grow five percent annually beginning in 2010 and
that a rate of ten cents per square foot will cover direct costs (labor, material, disposal, etc.) as
well as administrative, clerical and technology expenses (Archibus and other associated costs).
Fiscal Impact
Fiscal Impact

PP02.

FY2010
$585,000

FY2011
$614,250

FY2012
$644,962

Increase Burial Fees at City Owned Cemeteries
FY2010 Impact: $630,000

FY2013
$677,211

FY2014
$711,071

Total
$3,232,494

Five-year impact: $3.15 million

The City of Cleveland owns and manages the following 12 cemeteries:
Cemetery (Year Established)
Alger (1828)
Brookmere (1843)
Cleveland Memorial Gardens (1999)
Denison (1852)
Erie (1826)
Harvard Grove (1881)
Highland Park (1904)
Memorial Park (1904)
Monroe (1841)
Scranton (1819)
West Park (1900)
Woodland (1851)

Acres
11.10
2.98
29.00
1.15
8.90
20.82
160.00
15.00
13.63
2.38
127.00
55.42

Interments
5,981
3,578
11,025
706
17,936
31,451
134,014
17,450
31,468
1,500
50,159
87,863

Status
Active
Active
Active
Inactive
Inactive
Inactive
Active
Active
Active
Inactive
Active
Active

The Division staffs only the active cemeteries; inactive cemeteries are maintained by the Parks
Maintenance staff.
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The City of Cleveland last increased burial charges in 2005, by four percent. Current City rates
are lower than average rates charged by the private sector competitors when last surveyed in
2005. The table below presents the City’s pre-2005 rates, current rates, average competitor
rates in 2005, and the difference between the current rates and the average competitive rates.
The table is based on information derived from a rate study conducted by the City of Cleveland.
City of
Cleveland Rates
(Pre-2005)

Category
Single Grave (Mon-Fri)
Single Grave (Sat)
Infant Grave (Mon-Fri)
Infant Grave (Sat)
Flushed Lot Grave (Mon-Fri)
Flushed Lot Grave (Sat)
Raised Lot Grave (Mon-Fri)
Raised Lot Grave (Sat)
Blended Rate

$708.00
$877.00
$202.00
$249.00
$1,100.00
$1,353.00
$1,220.00
$1,473.00
$897.73

City of
Cleveland
Rates
(Current)
$736.32
$912.08
$210.08
$258.96
$1,144.00
$1,407.12
$1,268.80
$1,531.92
$933.66

Average
Competitive
Rates
$886.67
$1,035.83
$300.00
$384.00
$1,077.86
$1,417.50
$2,378.00
$2,587.00
$1,258.36

Current rates
comparison
(in %)
-20.4%
-13.6%
-42.8%
-48.3%
5.8%
-0.7%
-87.4%
-68.9%
-34.8%

Source: Division of Park Maintenance and Properties

In general, the City current rates are significantly lower than the competitor rates of four years
ago, in the aggregate are almost 35 percent lower. Moreover, at current rates, the Division has
been unable to cover its costs without annual General Fund transfers of $300,000 to $400,000.
This situation could deteriorate further, as the opening of a regional federal cemetery for
veterans has reduced annual City interments from 2,500 to 1,800.
Assuming a conservative average burial cost of $1,000 per interment, and 1,800 interments per
year, a 35 percent rate increase would generate $630,000 annually, and bring the Division
close to the break-even point it should achieve as an enterprise fund.
Fiscal Impact
Fiscal Impact

PP03.

FY2010
$630,000

FY2011
$630,000

Reconsider City Cemetery Services
FY2010 Impact: NA

FY2012
$630,000

FY2013
$630,000

FY2014
$630,000

Total
$3,150,000

Five-year impact: NA

In the longer term, the City should explore the potential to sell or lease the cemeteries, or to
restructure its services. The City had an opportunity to exit the cemetery business in 1998,
when the Highland Park cemetery reached its capacity. However, the City decided to continue
to operate active cemeteries, and has since opened the Cleveland Memorial Gardens (where
80 percent of current interments are performed). In addition, the City is currently expanding the
Cleveland Memorial Garden cemetery, which involves a capital investment of approximately
$2.5 million. As a result, the City has incurred annual loses, and may continue to do so if it is
not able to charge full cost for burials.
The City could also take more limited steps to ensure that cemetery costs are covered by
revenues. In addition to rate increases, as described in initiative PP02, the City could end
interments at all locations except Cleveland Memorial Gardens to limit operating costs, and halt
the expansion of Cleveland Memorial Gardens to reduce capital costs. Since the State of Ohio
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no longer funds paupers’ burials, the City should determine whether less expensive cremation
should be provided in cases of indigent interment.
PP04.

Discontinue Endowment and Utilize Some Fund Balance for Capital Improvements
FY2010 Impact: $283,599
Five-year impact: $1.42 million
While the cemeteries are operated as an enterprise fund, the operations have historically
received annual General Fund subsidies. City Code requires that 12.5 percent of all sales
(graves) must be utilized to fund a cemetery endowment (which has a balance of $6.5 million).
The Division only utilizes interest earned on this endowment to cover operating expenses. As a
result, the City is not gaining the benefit of burial rates, and in the current low interest rate
environment is contributing far more to the endowment each year than endowment earnings
return to cover costs.
The City should modify the ordinance to allow the Division to utilize the 12.5 percent of all land
sales for operating expenses. Additionally, the $6.5 endowment fund balance should be
utilized to reduce or eliminate General Fund subsidies to the cemetery fund.
Fiscal Impact

Fiscal Impact

PP05.

FY2010
$283,599

FY2011
$283,599

FY2012
$283,599

FY2013
$283,599

FY2014
$283,599

Total
$1,417,996

Collaborate with Division of Waste Collection to Pick Up from Vacant Properties
FY2010 Impact: NA
Five-year impact: NA
A major service delivered by the Division is cleaning of vacant lots including weed cleaning,
grass cutting and removal of debris/waste from such properties. The Division not only cleans
properties, but also collects and transports waste from vacant lots and structures. At the same
time, the Division of Waste Collection provides waste collection services throughout the City.
Depending on the season and time of the year, two to five seasonal drivers and up to ten
seasonal laborers from the Division of Parks Maintenance and Properties are assigned to
collect debris from vacant lots and transport it to the Waste Collection facility at Ridge Road.
On especially heavy days, as many as eight laborers may be used.
The Division of Waste Collection charges the following tipping fees to the Division of Park
Maintenance and Properties:
Category
Refuse
Tires
Bulk

Rate/Ton
$46.61
$123.54
$48.63

The Division of Park Maintenance and Properties pays about $300,000 per year in tipping fees
to the Division of Waste Collection. An average of 6,814 tons of debris is delivered to the
Waste Collection facility annually (6,976 tons in 2007 and 6,651 tons in 2008). In an effort to
avoid service duplication and maximize cost savings and service enhancements, all or a
portion of the collection and removal of waste from vacant properties could be transferred to
the Division of Waste Collection. Coordinating services with the Division of Waste Collection
will allow the Division of Parks Maintenance to redeploy packer operators to tractors and
increase the number of vacant lots served without additional resources. Alternatively, the
Division could hire fewer seasonal truck drivers and serve the same number of lots. Focus
should be on areas where vacant properties overlap with collection routes with declining waste
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loads, where waste can be set out for curbside collection, or where vacant lot debris can be
accommodated with existing bulky waste collection. These may be interim changes if the City
moves to AWC.
Note that the Division registers an annual internal transfer of approximately $300,000 in tipping
fees charged by the Division of Waste Collection.
PP06.

Roll Out Utilization of Archibus and Hand-Held Computers to All Vacant Lot Cleaning
Crew Supervisors
The Division of Park Maintenance and Properties has recently started utilizing the Archibus
work order management system for a portion of its vacant lot cleaning operations (the
implementation is in progress in conjunction with Cleveland Advantage Project). Currently,
seven out of the Division’s 13 supervisors are using Archibus to generate and track vacant lot
cleaning work orders. Prior to Archibus, the supervisors would inspect each ward, note vacant
lots requiring service, manually create work orders (paper based) and assign work to crews.
The process was cumbersome and led to efficiency, accountability and accuracy issues. The
supervisors that have access to Archibus and hand held devices now inspect vacant
properties, mark properties for service on their handhelds, and automatically generate a work
order which is in turn assigned to a crew. This takes significantly less time than the paper
based process.
The rollout of the Archibus system to all supervisors will make the process faster and more
streamlined, thereby providing the opportunity for improved billing and revenue generation.
Additionally, the inclusion of GPS enabled hand held devices would greatly increase the
accuracy of vacant lots identification, thereby reducing the number of protests and resulting
refunds given to property owners.
The Divisions of Parks Maintenance and License & Assessments use a highly customized
version of Archibus (these Divisions use the system together since License and Assessments
sends invoices for vacant lot work completed by Park Maintenance), and spent approximately
$120,000 for consultants to modify and integrate into Accela. The Division has not yet tracked
the fiscal impact of the new of this system. Further analysis should be conducted on time, staff
used and general efficiencies garnered from the utilization of the work order management
system.
This initiative will not have any additional fiscal impact in the short term. The Division of
Assessments & Licenses has already spent approximately $120,000 to customize Archibus to
fit the needs of the Division of Parks Maintenance, including related handheld devices and
training.

Other Initiatives
•

Scale back on Greenhouse operations: The Division’s budget consists of the following
expenditures on the Greenhouse:
Regular Greenhouse Annual Cost
Greenhouse Annual Seasonal Cost
Total
Revenues

$725,166
$42,302
$767,468
$6,000

Given that the Greenhouse does not generate large revenues and is a significant cost center, the
City can generate savings by scaling back on Greenhouse operations. While this will affect the
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City’s aesthetic appeal, other budget priorities may take priority in the current financial
environment.
•

Delay Accelerated Tree Trimming: The OETF recommended a reduction in the tree trimming
cycle from 23 to 12 years, and plans have been made to move toward that goal using 25 full time
employees in the Urban Forestry program. In the short-term, this effort should be suspended, as
the costs are significant. In the longer run, the City should determine the proper trimming cycle
and the appropriate mix of City and private contractors to reduce any backlog and provide
ongoing baseline tree-trimming service.

•

Perform Targeted Vacant Lot Cleaning: Currently, the Division cleans all vacant lots within the
City. If the number of vacant properties continues to grow and not plateau as the economy
recovers, the City should consider limiting expenditures on the program to current levels, perhaps
targeting high visibility and high impact areas for clearing. At $3.3 million spent per year, a ten
percent increase in the program would likely add over $300,000 in marginal costs, less any
revenue recovery. This avoided cost increase should be monitored in coming budget cycles.
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Overview
The Division of Property Management is responsible for the maintenance and utility servicing of
approximately 195 to 202 buildings and properties owned and leased by the City (see Appendix 2 of this
report for a list). The Division is also responsible for energy conservation and management, property
management, building maintenance, custodial services, construction services (including general
maintenance, warehouse and inventory, contracted services, heating, ventilation, air conditioning and
mechanical work) as well as building services including custodial, space utilization energy, environmental
affairs, security and control, and multi-use facilities.
The Division’s mission statement is to “provide the City of Cleveland’s various General Fund and select
enterprise units a facilities maintenance service to propagate clean, safe and energy efficient facilities.”
Historic Employee Count
2007
Actual

Subdivisions
City Hall Maintenance
Building Maintenance
Facilities Security
HVAC Maintenance
Summer Facility Maintenance
Hough Service Center
Carr Municipal Center
Building Rehab Task Force
East Side Market
Convention Center Maintenance
205 St. Clair Building
St. Michael’s Property
Division Total

FT
12
59
2
8
5
4
90

PT
1
1

2008
Unaudited
FT
PT
11
58
2
1
8
5
4
88
1

2009
Budget
FT
PT
12
59
2
1
8
5
4
90
1

In the chart above, there are approximately six facilities/service areas that require full-time staff including
City Hall Maintenance, Building Maintenance, Facilities Security, HVAC Maintenance, Summer Facility
Maintenance, and the 205 St. Clair Building. The other six facilities/service areas are Hough Service
Center, Carr Municipal Center, Building Rehab Task Force, East Side Market, Convention Center
Maintenance, and St. Michael’s Property. These areas do not require full-time staff. In the event that
maintenance or service is required at these facilities, workers can be assigned from the fully staffed
service areas and allocated to the non-staffed areas to provide required services.
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Budget data
Historical expenditures – Division of Property Management
Category
Salaries
Benefits
Training and Dues
Utilities
Contractual Services
Materials
Maintenance
Inter Departmental Charges
Total Expenditures
Intergovernmental Revenues
Sales & Charges for Services
Miscellaneous Revenues
Transfers In
Expenditure Recoveries
Total Revenues

2007
Actual
$4,128,908
$1,538,910
$782
$1,807,878
$143,099
$247,071
$155,683
$227,462
$8,249,793
$0
$434,925
$5,096
$0
$1,484,529
$1,974,550

2008
Estimate
$4,015,490
$1,552,398
$707
$1,824,458
$123,873
$283,967
$114,787
$254,604
$8,170,284
$50,000
$414,215
$2,242
$11,939
$1,433,788
$1,862,183

2009
Budgeted
$4,086,070
$1,677,167
$1,500
$1,819,923
$108,000
$292,500
$221,500
$208,789
$8,415,449
$0
$398,948
$1,720
$15,000
$1,300,000
$1,715,668

Growth
(2007-2009) %
-1.0%
9.0%
91.8%
0.7%
-24.5%
18.4%
42.3%
-8.2%
2.0%
NA
-8.3%
-66.2%
NA
-12.4%
-10.9%

Between 2007 and 2009 the Division saw Contractual Services decrease by almost 25 percent due to
reduced contracted unarmed security presence at the East Side Market building. The Division executed
a fire alarm maintenance and service contract that was delayed until 2008 and not charged against the
2007 budget, causing Maintenance cost to increase significantly in 2009. Utilities centrally budgeted in
this division include:



•

•
•

Electrical Energy
o 205 Saint Clair Building
o City Hall
o Charles V. Carr Municipal Center
o Hough Multi-Purpose Center
o 1283 River Bed Street (Division of Public Property Building)
o 8400 Hough Ave (Department of Health)
o 1781 E 27th Street (Division Of Waste Collection)
o St. Michael’s Property
Natural Gas
o Harvard Yard Complex
o Parks Maintenance/Urban Forestry West
o Hough Multi-Purpose Center
o Dock 32
o East Side Market
o Dr. Lopez Building
o Collinwood Recreation Center
Steam
o City Hall
Chilled Water
o City Hall
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The Division has seen a small decline in Sales & Charges for Services due to vacancies in the Hough
Multi Purpose Building. The Division has also seen a decrease in Expenditure Recovery as a result to
lower billings to other funds for capital repairs to facilities, a category of work that will vary year-to-year.

Progress and Future Challenges
Progress
The Division has recently focused on variety of changes to its operations to lower costs. These include:


Team Cleaning: Custodial staffers assigned to City Hall each perform a single function every
day, all day (for example, vacuuming), rather than multiple tasks daily. This has increased
accountability while enabling the Division to perform custodial work at City Hall with a staff of
seven.



Increase in Fuel Efficiency: Over the past year the Division reduced fuel consumption as a
result of better scheduling of work orders. Work orders are grouped by location and craftsmen
spend time working on properties in the same general area instead of driving to scattered
properties. Please see the following table for details on fuel consumption:
2008/2009 Fuel Consumption

Month
January
February
March
April
May
June
July
August
September
October
November
December
Totals

2008
Gallons
2,035
1,874
1,893
2,293
1,996
1,951
1,902
1,418
1,341
1,565
1,165
1,124
20,557

2008
Cost
$6,492
$5,884
$6,360
$8,278
$7,864
$8,311
$7,969
$5,525
$5,118
$5,008
$2,768
$2,113
$71,692

2008
Avg
Cost
$3.19
$3.14
$3.36
$3.61
$3.94
$4.26
$4.19
$3.90
$3.82
$3.20
$2.38
$1.88

Variance
Low
Month
8%
0%
1%
18%
6%
4%
1%
-32%
-40%
-20%
-61%
-67%

2009
Gallons
1,469
1,177
1,346
1,411
1,061
1,273

2009
Cost
$3,010
$2,491
$2,899
$3,149
$2,606
$3,858

7,737

$18,013

2009
Avg
Cost
$2.05
$2.12
$2.15
$2.23
$2.46
$3.03

Variance
Low
Month
20%
0%
13%
17%
-11%
8%

Source: Division of Property Management

In the first six months of 2009, the Division has consumed over 35 percent less fuel than in the
same period last year. Fuel costs were reduced by almost 60 percent, due to lower average
prices.


Reduction of Overtime: As shown in the following chart, the Division has reduced premium pay
by better categorizing critical emergencies requiring overtime work.
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Year
2009
2008
2007
2006
2005

Overtime (Labor Cost & Hours)
Cost
$107,514
$217,727
$309,625
$273,816
$295,161

Hours
2,602
6,386
8,343
7,795
2,076

Source: Division of Property Management

Challenges


Service Coordination. The Division is located in the Division of Parks, Recreation and
Properties. However, the Division’s skilled laborers provide services which mirror those of other
divisions and departments, providing an opportunity for consolidation and streamlining.



Lack of Inventory/Work Order Management System. The Division currently maintains its
inventory with a manual system. This process can be automated, enabling supervisors to
improve response time to work orders, levels of staffing, and materials/ inventory management.



Lack of Procurement System. There is currently no formal way for workers within the Division to
acquire inventory and parts. Additionally, there is no Warehouse Manager position to ensure
proper inventory practices are followed. At times, workers will buy the parts they need from their
personal money and seek reimbursement. This has resulted in duplicate items with no formal
tracking of inventory costs.

Initiatives
PM01.

Transfer Architectural Duties to the Division of Architecture
FY2010 Impact: $44,224
Five-year impact: $221,120
The Division of Property Management hired a staff architect to manage a number of firehouse
renovation capital improvement projects that were originally to be provided by the Division of
Architecture in the Department of Public Service. The Division of Property Management
contracted with Architectural Vision Group to provide service during the planning phase.
As recommended in initiative PM03, the Division of Architecture should assume all architecturerelated duties from the Division of Property Management in a new General Services
department. This approach would allow the two divisions to centralize operations, consolidate
staff, functions, resources and equipment and ultimately, will operate more efficiently and cost
effectively.
Existing staff architects in Public Service can assume responsibilities for the firehouse
renovations in the meantime. Assuming the midpoint of the salary range of $19,200 to $44,928
and benefits at the 2009 budgeted departmental ratio of 41 percent, annual savings of $45,224
can be achieved from transferring the responsibility.
Fiscal Impact

Fiscal Impact

FY2010
$44,224

FY2011
$44,224
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$44,224

FY2013
$44,224

FY2014
$44,224

Total
$221,120
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PM02. Implement Automated Work Order and Inventory Management System
FY2010 Impact: NA
Five-year impact: NA
Currently the Division does not operate an automated work order or inventory management
system and does not appear to have an accurate estimate of its inventory. The Division has
contracts with various vendors with which they can write purchase orders and obtain the
materials, parts and equipment necessary to perform work order repairs. The items purchased
under these contracts are usually already designated to particular buildings or work order
repairs. Many of these items, however, may remain in the warehouse for a long period time
before the item it is replacing is ready to be disposed or before the item is used to complete a
work order repair. However, the warehouse does not categorize sections or items which results
in parts stored in multiple places. There is no warehouse manager; instead, the Commissioner
assumes the role of warehouse manager along with his many other duties and responsibilities.
In some cases, items within the warehouse are duplicated as a result of workers purchasing
items they need to complete a job because they are unable to find the parts within the
warehouse. This leads to duplicated parts, accumulation of warehouse parts, and an inefficient
way to track inventory costs. It is likely that some parts become obsolete.
Implementation of an automated work order management system will reduce the amount of
paper and allow for streamlined execution of property maintenance processes. Work order
reports will be generated to provide management timely information. The Division’s supervisors
can see who worked on what jobs, the amount of and type of materials used, the equipment
used, and what jobs were completed. Each work order will be attached to all inventory
withdrawals or purchases. Inventory tools such as a “material issue” sheet for each can be
utilized for inventory withdrawals. This sheet would have a space for the date, work order
number or activity code, inventory number and description, quantity, unit price, total price, and
employee signature. Most of this information can be computerized, but the employee signature
indicates responsibility for the inventory. Once all employees are properly trained on the system
and are able to pull standard parts from inventory for repair jobs, the Division can delegate
warehouse manager duties to an employee.
The City is currently in the process of implementing an automated work order management
system, Archibus, which is partially operational at the Division of Park Maintenance and
Properties. The Division of Property Management can purchase the required additional licenses
and hand held computers, which would allow for automated work order process management
and accurate tracking of labor and material costs. An automated system would also enable the
Division to more effectively schedule work and track inventory.
Work order management systems have been successfully implemented in a number of
municipalities to streamline work order operations. The City of Orlando, Florida utilizes Archibus
to maintain over 900 facilities including City Hall, fire stations, and recreation centers, police
stations, and park areas, providing charge back services to other departments. The City relies
on the work order management system to perform preventive maintenance, manage work
orders from drawings, detail work order histories and provide accounting and purchasing
information. Utilizing the management system the City has streamlined property management
process. For example, a customized report pulls labor and material costs from both the active
and historical sides of work orders. This one report takes the place of the four reports that were
previously required. The system has also improved preventive maintenance practices, reducing
the amount of money spent in repairing and replacing equipment and property. Costs
associated with work can be more accurately tracked and evaluated, so requests for
information can be answered quickly.
The Division of Property Management has not calculated the cost for implementing Archibus.
However, Parks Maintenance and License & Assessments use a highly customized version of
Archibus, and spent approximately $120,000 for consultants to modify and integrate into
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Accela. In contrast, the Division of Property Management does not anticipate any custom
modification.
No savings are identified for this effort, but initiative FI13 in the Finance Department of this
report assumes savings from improved and increased disposition of surplus materials and
equipment.

PM03.

Merge the Division of Property Management into the new Department of General
Services
FY2010 Impact: NA
Five-year impact: NA
The Division of Property Management is located in the Department of Parks, Recreation and
Properties. This Division maintains the City’s buildings and employs several skilled staff. It is
recommended that services provided by this Division throughout the City be consolidated with
similar units in a Department of General Services.
The Division maintains approximately 195 buildings and employs 88. The Division of
Architecture in the Public Service Department is primarily responsible of all capital improvement
initiatives for City buildings and properties. The Division plans and implements the rehabilitation
and/ or construction of City facilities and ensures the quality of construction and design projects
following the City contract standards. In contrast, the Division of Property Management
provides all trades such as custodians, electricians, painters, plumbers, and carpenters. Under
a Department of General Services consolidation, these departments can merge to create a
Facilities Management group to allow for more coordinated operations and the elimination of
duplication of positions and work completed.
For example, although the Division of Architecture and the Division of Property Management
fall under separate Departments, they both serve the same buildings by providing architectural
project management for capital improvement initiatives. The Division of Architecture has a staff
of six employees consisting of one Chief Architect, four Senior Assistant Architects, and an
Administrative Officer. As noted in initiative PM01, the Division of Property Management added
an Architect to their staff to handle capital improvement projects that were transferred to them
from the Division of Architecture. These projects include firehouse renovations.
With consolidation, the combined unit can assess building maintenance work orders and more
effectively decide whether repairs are necessary or a more substantial capital project should be
schedule (or both). The combined unit will also be able to achieve more work with City forces,
while being better positioned to evaluate cases where contracted services will be needed.
A more detailed discussion of the merger can be found in initiative AR01 in the Division of
Architecture chapter of this report.

Additional Initiatives
Additional initiatives that could benefit the Division of Property Management, but which require additional
investigation include:


Conduct Inventory Assessment. The Division of Property Management currently maintains a
warehouse of duplicated parts and equipment, multiple storage places, and with no
categorization. The Division is unable to efficiently account for parts and equipment in inventory
and track inventory costs, and results in workers purchasing items they need to complete a job
because they are unable to find the parts within the warehouse. In concert with initiative PM02,
described above, and initiative FI13 in the Finance chapter, the Division should consider
conducting an inventory assessment of the entire warehouse to gain an understanding of what is

Management & Efficiency Study – Cleveland, Ohio
Division of Property Management
November 2009

Page 152

Division of Property Management
currently on stock and the value of their inventory. Currently, the Division is unable to quantify
one-time net reduction in division’s materials budget to recognize use of uncatalogued materials
in the warehouse and identify the potential sale/scrap price of materials disposed from
warehouse.
The size of current requirements contracts provides some sense of the potential value of this
effort. For 2009, requisitions available for General Fund and Restricted Income Tax sources
totaled approximately $980,000.


Purchasing Cards. Providing skilled workers with purchasing cards (P-Cards) with preset limits
for petty purchases from pre-approved vendors will allow for more streamlined and efficient
operations (less time spent compared to the current procurement process). P-Card purchases
can be integrated with the recommended inventory control system.
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Overview
The Division of Recreation is the largest division within the Department of Parks, Recreation and
Properties. It operates 20 recreation centers, one outpost (Alta House), one arts center, 17 indoor and 22
outdoor pools, 155 football/soccer fields (4 football/soccer field complexes), one outdoor ice skating rink,
one (2) indoor roller skating rink, one residential camp, and two (2) golf courses. Each facility provides
recreational opportunities for all ages and interest groups.
The Division of Recreation’s mission statement is “to provide recreation opportunities for Cleveland area
residents of all age groups.” The Division is composed of multiple units, with the following functions:
 Organized Sports Program provides ongoing planning, development and coordination of a
variety of sports programs, both competitive and non-competitive. It promotes league play in
basketball, baseball, softball, football, soccer etc.
 Summer Programs are tasked with providing supplemental recreation activities to City residents
during the summer season. This program conducts activities in pools, at football/soccer fields
and in recreation centers.
 Recreation Centers provide year round recreation facilities and programs to City residents. It is
responsibility of this program to operate and maintain all recreation centers in the City of
Cleveland.
 Cultural Arts Program provides cultural arts to City residents by organizing programs in drama,
dance, painting, drawing, cartoon arts, ceramics and weaving.
 Golf Course Operation provides golfing opportunities at two 36-hole facilities. The program is
tasked with maintaining grounds and buildings, regulating golf play and facilitating league and
tournament play.
 Camping Program provides recreational opportunities for youth and seniors involving camp and
other outdoor environmental activities. It operates a summer residential camp program for youth
between the ages of 9 to 13 and conducts a day camp program for seniors in conjunction with
various senior centers throughout the City of Cleveland. It also conducts a holistic life program
for youth in conjunction with Cleveland Public Schools.
 Summer Food Program is tasked to supplement the dietary requirements of children during the
summer by providing free meals for the City of Cleveland youth 18 years of age and under.
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Historic Employee Count
Programs

2007 Actual
FT
PT
2
258
7
11
124
12
13
48
5
155
325

Organized Sports
Summer Programs
Summer Food Program
Cultural Arts
Recreation Centers
Golf Course Operation
Camping
Division Total

2008 Unaudited
FT
PT
2
262
7
11
142
127*
13
40
5
173
436

2009 Budget
FT
PT
2
275
7
11
144
150
13
40
5
175
472

* According to the Commissioner of the Recreation Division the increased Part Time (PT) headcount for 2008
reflects the initiative taken by the then new Mayor Jackson to hire 110 youngsters between ages 16-18 for
20 hours per week for City jobs.

Staffing by Position (excluding Golf Courses)
Position
Administrators and Officials
Office and Clerical
Professionals
Service and Maintenance
Technician
Total Full Time
Part Time
Seasonal1
Total Division

2007 Actual
3
16
47
4
72
142
117
72
549

2008 Unaudited
3
19
53
4
81
160
127
262
549

2009 Budget
3
19
52
3
85
162
150
275
587

Budget data
Historical expenditures – Division of Recreation

$6,298,789
$2,278,620
$615
$2,314,009
$1,313,013
$292,041
$17,487
$348,072
$12,862,646
$2,030,102
$198,2522
$15,091,000

$7,147,776
$2,579,567
$650
$2,483,264
$1,269,668
$231,653
$18,779
$406,357
$14,138,735
$1,970,736
$213,5292
$16,323,000

$7,323,109
$2,903,024
$650
$2,339,458
$1,222,411
$289,012
$20,600
$364,820
$14,463,084
$1,984,695
$260,2212
$16,708,000

20072009
Growth
16.3%
27.4%
5.7%
1.1%
-6.9%
-1.0%
17.8%
4.8%
12.4%
-2.2%
31.3%
10.7%

$39,872

$216,631

$24,000

-39.8%

2007
Actual

Category
Salaries
Benefits
Training
Utilities
Contractual Services
Materials & Supplies
Maintenance
Inter-Departmental Charges
Total General Fund
Golf Courses (Enterprise Fund)
Grant and Gift Supported Programs
Total Division
Self Supported General Fund
Revenues
1
2

2008
Unaudited

2009
Budgeted

Seasonal staff is reflected during peak periods between May – September
For 2007 Seasonal staffing levels was reported at the December level instead of the summer season level.
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Historical Revenues
Revenue Category
Tax Support
Self Generated
Total General Fund
Golf Courses
Grants
Special Gifts
Total Division

2007
Actual
$12,823,000
$40,000
$12,863,000
$2,030,000
$193,000
$5,000
$15,091,000

2008
Unaudited
$13,922,000
$217,0003
$14,139,000
$1,971,000
$208,000
$5,000
$16,323,000

2009
Budgeted
$14,439,000
$24,000
$14,463,000
$1,985,000
$250,000
$10,000
$16,708,000

2007-2009
Growth
12.6%
-40.0%
12.4%
-2.2%
29.5%
100%
10.7%

Progress and Future Challenges
The Division of Recreation has implemented several changes recommended by the Mayor’s Operation
Efficiency Task Force recommendations. These include:
•

Optimal Hours of Operation: The OETF suggest that with the flexibility to match recreation
center hours more closely with the needs of the community, the Division would maximize
recreation center usage and improve customer satisfaction. Hours of operation for recreation
centers were studied several years ago and it was found that the recreation centers operated at
optimal hours. Status quo was maintained overall, and some recreation centers went from being
a five day operation to six days.

•

Computerized Recreation Center offices: Each Recreation Center has at least one computer
and is connected to the city e-mail system and internet. This has improved efficiency of
recreation center operations by reducing paper work and the need for employees to hand deliver
documents between the recreation centers and the main office.

•

Installation of Swipe Cards: The Division is developing Request for Proposals (RFP) for
implementation of a swipe card system at Recreation Centers. Swipe cards would allow for
streamlined patron registration while collecting real time information on utilization at each
Recreation Center. The current process involves having first time visitors to a Recreation Center
fill out a paper registration form. The process to find a registration card on a repeat visit to the
Recreation Center is extremely time consuming and as a result, staff working the entrance rarely
even bother to verify that visitors have a valid registration card on file. As a result, there is little
control over whether visitors are city of Cleveland residents, and limited records of facility usage.

•

Charging Non-Residents for Recreation Center Usage: A one-time study was recently
conducted to assess the number of non-residents using the facilities. The task force has not yet
reported its findings.

•

Routine maintenance schedule at the golf courses: Many problems associated with the
City’s golf courses stem from the age of the equipment used to operate and maintain the
facilities. As a result, maintenance has devolved into a series of emergency repairs with very
limited routine maintenance of equipment. Funding from gas wells ($250,000 annually in recent
years) has provided some additional revenue to replace equipment and make course

2

The Ohio Department of Education will reimburse the City of Cleveland for all meals that meet the guidelines
established by the program. In 2009 they projected a significant increase in the number of meals that would be served
due to the increase in the number of sites.
3
The Division receives a grant from the Department of Education to conduct the Summer Lunch Program. Summer
Food grant funds are recovered from 2004 and 2005, but funds were not received until 2008.
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improvements that make maintenance easier at Highland. It is not clear whether this level of
revenue is sustainable.. At Seneca, revenues received since 2006 when royalty payments began
has been only about $27,000. This has not been sufficient funds to fund any significant capital
improvements at that location.
•

Marketing Plan to Promote Golf Courses: Historically, greens fees at the City’s golf courses
were set by Cleveland City Council and could not be changed in order to account for seasonal
and market swings. A flexible rate pilot program was approved earlier this year by City Council in
an effort to minimize decline in the number of users in the current economic environment. The
ability for golf courses to change their rates based on market and weather conditions has enabled
the Division to attract more patrons to the City’s courses. The effects of this pilot program are
currently being monitored, and the Commissioner expects that revenues, but not the number of
users, will be down for 2009. Through August 2009 revenues from golf course operations were
down 5.2 percent compared to 2008.



Capital Improvements: As noted above, over the last two years, the Division has made targeted
capital improvements on the golf courses. In the last two years, $700,000 generated from gas
well revenues was spent on improvements to the grounds and replacement of old, worn-out
equipment at the Highland Golf Course. The equipment purchased includes grounds
maintenance equipment such as mowers in order to make maintenance easier and improve
playability.



Increased services and public visibility: The Division has taken steps to increase its programs
and to inform the public about those programs. According to the Division, resident participation
has increased at recreation centers. However, this impression does not take into account the
lack of verification of users’ residency described above. The Division has conducted numerous
promotions about the seasonal programs including presentations in schools and promotions and
presentations to groups. The Division has also started sending newsletters and mass email
promotions to the public.



Reduction of fuel consumption. The Division was able to decrease a fuel usage by making
operational changes, selecting shorter routes, and regular tracking of fuel usage and
consumption. As a result, the Division has reached and exceeded the 10 percent mandated fuel
reduction goal. Comparative fuel consumption (in gallons) between 2008 and 2009 is given
below:
Month
January
February
March
April
May
June

2008
2,450.0
2,410.2
2,463.1
3,183.0
5,316.0
6,484.2

2009
1,359.0
1,229.5
8,613.9
1,764.9
1,814.0
3,657.1

Challenges


Self-sustainability of Golf Course Operations: The two golf courses owned by the City are
operating as enterprise units, which require them to support their own operations with selfgenerated revenue. In the past years (see table later in this document) a steady decline in
revenues has forced the City to support golf course operations with program reserves. However,
the reserves had been reduced to approximately $500,000 at the beginning of 2009 and this cash
reserve is at the minimum fiscally responsible position according to the Commissioner. Therefore
likely future deficits will have to be made up by the General Fund.
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Through August 2009, revenues were 5.2 percent below what was collected in the same period
last year, compared to a budget forecast of a 0.7 percent revenue increase. If the year
concludes with revenues down from budget, a revenue shortfall of between $50,000 and
$150,000 would likely have to be made up from the General Fund. The 2009 budget does not
include any General Fund transfers to the Golf Course operations. Most important, continuing
golf course deficits would require annual support from the General Fund in future years.


Technology: Administrative processes at recreation centers such as registration for usage are
still paper based. Visits are logged on a paper sheet and staff at the central office eventually
enters summary information. This information is ultimately re-entered into an electronic
spreadsheet that is uploaded to the City’s SharePoint site as part of Citistat. Visits to outdoor
pools are not currently tracked. The implementation of the swipe card system will 1) allow for
better integration and streamlining of the check-in process; 2) provide Recreation Division
management with real time facility usage data; 3) provide a system for charging and tracking fees
for memberships, admission and participation in programs; and 4) allow management to better
allocate resources and make staffing decisions.

Initiatives
RC01.

Develop Recreation Center General Admission and/or Membership Rate Plan for
Residents and Non-Residents
FY2010 Impact: $1.17 million
Five-year impact: $5.85 million
Currently, the Division is providing most of its recreational services for free and there is no fee
required either from City of Cleveland residents or non-residents utilizing City’s recreational
facilities and programs during normal hours of operation. There are fees charged for facility
rentals and use of facilities after hours for private events. However, these fees are designed
only to cover the direct cost of the labor required at the facility during the event.
A basic fee structure is very common in similar cities across the country and in the surrounding
suburbs. This chapter describes some of the fees charged for recreational services by ten
inner ring suburbs surrounding Cleveland at outdoor pools, indoor pools, ice skating complexes
and recreation centers.
Data kept by the Recreation Division shows that total admissions to the 21 Cleveland
Recreation centers (includes Alta outpost), as tracked by sign-in at the point-of-entry, totals
609,622 through August 22, 2009. This equates to an average of 800 visits per week per
center each week. As previously mentioned, Division management does not currently track
how many visitors are not city of Cleveland residents.
The City may wish to conduct a comprehensive study to establish reasonable fees to charge
for admission or program participation. However a brief survey of the web-posted amounts
charged for Recreation Center use for the inner ring suburbs found the rates shown in the table
below.
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Number of facilities
Recreation Center Fees

4
Lakewood

Family Annual Pass
Adult Pass
Youth Pass
Senior Pass
Non-Resident Pass
Daily Admission
Adult
Youth

1
Cleveland
Heights

$600
$385
$315
$250
$385

$312
$165-192
$84-110
$99
$210-225

$5.00
$4.00

$3.00
$3.00

Implementation of fees for Recreation Center admission and programs will have to be gradually
phased in to avoid a dramatic drop-off in facility usage. One possible scenario would be for the
city to begin to charge admission fees to coincide with rollout of the swipe cards. Assuming in
average weekly attendance of 500 paying $3.00 per admission at 15 Recreation Centers, this
would generate annual revenue of $1.17 million.
Typical charges for registration/swipe cards are $5-10 with a $5 fee for replacement cards.
These fees could be used to offset part of the cost of purchasing and installing the system.
Other examples where fees are routinely charged at the inner ring suburb facilities include a)
Ice Arena Admissions; b) Indoor Swimming Pool Admission, which is often in addition to
general Recreation Center Admission; c) Admission to outdoor pools; and d) program fees at
all of these facilities..
Fiscal Impact
Fiscal Impact

RC02.

FY2010

FY2011

FY2012

FY2013

FY2014

Total

$1,170,000

$1,170,000

$1,170,000

$1,170,000

$1,170,000

$5,850,000

Develop Indoor Pool General Admission and/or Membership Rate Plan for Residents and
Non-Residents
FY2010 Impact: $0
Five-year impact: $3.0 million
Below are representative indoor pool fees charged for by inner ring suburbs surrounding the
city of Cleveland.
Number of facilities
Indoor Pool Fees
Family Annual Pass
Adult Pass
Youth Pass
Senior Pass
Non-Resident Pass
Adult Daily Admission
Youth Daily Admission
Resident Swim Lessons
Non-Resident Swim Lessons
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$650
$435
$435
$435
$435

1
Garfield
Heights
$140
$60
$40
$40
$230

1
Shaker
Heights
NA
$30
$30
$30
NA

NA
NA

$4.00
$3.00

$3.00
$3.00

$39.00
$55.00

$32.00
$72.00

$75.00
$95.00

Lakewood
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Separate attendance numbers are not being tracked at the 17 indoor pools located at the City’s
Recreation Centers. However based on the number of people participating in the various
swimming programs offered, about 280 per week per pool through August 22, 2009, it would be
reasonable to assume an average of 400 pool users each week for 12 indoor pools.
As part of the general approach of phasing in admissions and program fees over time it was
assumed that the city would not begin to charge an additional fee for indoor pool use beyond a
Recreation Center admission fee until 2011. With an admissions charge of $3.00, this would
generate an additional $750,000 in annual revenue. Options could include annual or monthly
memberships which could offer families a better value, yet generate similar revenues. Fees for
lessons and other programs are not included in this estimate. However, these fees could be
used to offset some of the cost of providing these programs.
Fiscal Impact
Fiscal Impact

RC03.

FY2010

FY2011

FY2012

FY2013

FY2014

Total

$0

$750,000

$750,000

$750,000

$750,000

$3,000,000

Develop Ice Skating Rink General Admission and/or Membership Rate Plan for
Residents and Non-Residents
FY2010 Impact: $0
Five-year impact: $560,000
Pending information on the actual attendance at the ice skating rink, an estimate of 880
attendees per week (which is the average attendance at the Recreational Centers) would
generate annual revenue of about $140,000 with a general admission charge of $3.00. Again,
pricing options could include annual or monthly memberships which could offer a family a
better value, yet generate similar revenues. The table below shows some of the fees being
charged by ice skating facilities in the vicinity.
Number of facilities

1

1

1

1

Indoor Ice Rink Fees

Euclid

Cleveland
Heights

Garfield
Heights

Shaker
Heights

Family Annual Pass
Adult Pass
Youth Pass
Senior Pass
Non-Resident Pass

$130
$50
$40
$40
$75

$275
$154
$82-110
$66
$250

$140
$75
$75
$50
$115

$90
$45
$30
$45
$150-180

Adult Daily Admission
Youth Daily Admission
Senior Daily Admission
Non-Resident Admission
Skate Rental

$4.00
$3.00
$3.00
NA
$2.50

$6.00
$6.00
$6.00
$8.00
$2.00

$5.50
$4.00
$4.00
$4.75
$2.50

$5,00
$3.00
$5.00
$6.00
NA

Adult Skate Lessons
Youth Skate Lessons
Non-Resident Swim Lessons

$40.00
$40.00
$55.00

NA
NA
NA

NA
NA
NA

$32.00
$32.00
$72.00
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Fiscal Impact
Fiscal Impact

RC04.

FY2010

FY2011

FY2012

FY2013

FY2014

Total

$0

$140,000

$140,000

$140,000

$140,000

$560,000

Develop Roller Skating Rink General Admission and/or Membership Rate Plan for
Residents and Non-Residents
FY2010 Impact: $0
Five-year impact: $500,000
Separate attendance numbers are not being tracked at the two recreation center (Halloran Park
and Zelma George) with roller skating rinks. Assuming an average of 400 rink users each
week and an admission fee of $3.00, approximately $125,000 of revenue would be generated
annually.
As part of the general approach of phasing in admissions and program fees over time it was
assumed that the city would not begin to charge an additional fee for skating rink use beyond a
Recreation Center admission fee until 2011.
Fiscal Impact

Fiscal Impact
RC05.

FY2010

FY2011

FY2012

FY2013

FY2014

Total

$0

$125,000

$125,000

$125,000

$125,000

$500,000

Develop Rate Schedules for Recreation Programs
FY2010 Impact: $0
Five-year impact: $1.26 million
Statistics through late August 2009 show average weekly participating in organized sports of
2,094 participants. Organized sports provided include baseball, basketball, flag football, indoor
and outdoor soccer, softball and volleyball. Similarly participation in cultural arts programs
averaged 206 per week. Participation in aquatics programs including swimming lessons,
aquacise, lifeguard training, swim team, water basketball and water polo averaged 1,409
participants per week.
Program fees for swimming lessons and ice skating lessons being charged at nearby facilities
were included in the tables above. Additional research would have to be completed to arrive at
comparable pricing for other programs.
As part of the general approach of phasing in admissions and program fees over time it was
assumed that the city would not begin to charge an additional fee for programs beyond a
Recreation Center admission fee until 2012. Payment of a conservative estimate of an
average participating fee of $10 per month by 3,500 participants would generate annual
revenue of $420,000.
Fiscal Impact

Fiscal Impact
RC06.

FY2010

FY2011

FY2012

FY2013

FY2014

Total

$0

$0

$420,000

$420,000

$420,000

$1,260,000

Consolidate Recreation Facilities by 25 percent
FY2010 Impact: $5.74 million

Five-year impact: $30.45 million

Four City recreation centers (Gunning, Zelma George, Estabrook and Earl B. Turner) averaged
over 1000 visitors per week to date in 2009. Six recreation centers (Clark, Sterling, Alta House,
Central, Ken Johnston and Hamilton) are averaging less than 500 visitors per week. Despite
this difference attendance is not extremely disparate, as all but the two least-visited centers
(Ken Johnston and Hamilton) comprised at least 50 percent of the 21 Recreation Center
averages of 833 visitors per week.
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Closing some of the less-used City recreation centers could contribute significantly towards
bridging the budget gap while preserving the vast majority of recreation services. Savings
would include the Recreation Division staff required to run the facilities and the programs held
within the facility, less materials and supplies, a portion of the costs of the Park Maintenance &
Properties Division and a portion of the building maintenance cost of the Property Management
Division. This initiative shows that the savings from closing five Recreation Centers (roughly
one quarter of current facilities) would result in first year savings of about $5.7 million. The
following table shows the assumptions that were made in arriving at this estimate.
Estimated Savings from Consolidation ($000)
2009 Total Budget
Recreation Center Staff (wages and benefits)
Recreation Center supplies, maintenance and utilities4:
Park Grounds Maintenance
Building Maintenance5
Potential Savings ($000s)

$8,531
$2,221
$5,935
$4,651

% of Total to
be saved
25%
25%
20%
40%

Potential
Savings
$2,133
$555
$1,187
$1,860
$5,7356

Fiscal Impact
Fiscal Impact

FY2010
5,735,000

FY2011
5,907,000

FY2012
6,085,000

FY2013
6,267,000

FY2014
6,455,000

Total
30,449,000

Criteria for the city to use in choosing which recreation centers to close could include
attendance figures along with geographic coverage and proximity of the centers to alternative
sites, age and condition of repair of the facilities and other factors. By reducing the number of
Recreation Centers the city should be able to focus its remaining resources on the facilities and
services that have the potential to generate revenue and increase attendance.
RC07.

Outdoor Pools - Develop a Per Use/Monthly/Yearly Rate Plan for Residents and NonResidents
FY2010 Impact: $1.28 million
Five-year impact: $8.78 million
Currently outdoor pool admission is free to the public. There is no fee required either from
Cleveland residents or non-residents utilizing City’s outdoor pools. In addition, swim lessons
for youth are free of charge. The City should develop an affordable rate plan for pool
admission and programs offered by the Division of Recreation to generate revenue and support
the operations of the facilities and programs.
Seven of the 10 innner ring suburbs maintain outdoor pools through the summer months,
including Lakewood (3), Euclid (5), South Euclid (3), Cleveland Heights (1), University Heights
(1), Bedford (1) and Shaker Heights (1). In recent years budget constraints have caused some
suburban pools to be closed for the season.

4

Remainder of total budget of $10,752K less Salaries and Wages
Excludes City Hall
6
Future year estimated savings are based on an average annual cost increase of 3 percent
5
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Lakewood

Euclid

South
Euclid

Cleveland
Heights

University
Heights

Bedford

Shaker
Heights

NA
NA
NA
NA
NA

$140
$60
$40
$40
$230

$150
$50
$55
$07
$758

$88
$38
$30
$21
NA

$90
$40
$30
$15
NA

$75
$25
$25
$25
NA

$260
$110
$30-110
$65
NA

Adult Daily Admission
Youth Daily Admission
Non-resident Daily Admission

$4.00
$3.50
$4.00

$4.00
$3.00
$6.00

$5.00
$5.00
$6.00

$3.00
$2.00
$6.00

$10.00
$10.00
$10.00

$4.00
$4.00
$5.00

$5.50
$4.50
$7.50

Resident Swim Lessons
Non-Resident Swim Lessons

$42.00
$52.00

$50.00
$75.00

$20.00
NA

$22.00
NA

$10.00
NA

NA
NA

$15.00
NA

Outdoor Pool Fees
Family Annual Pass
Adult Pass
Youth Pass
Senior Pass
Non-Resident Pass

Outdoor Pool Fees
Adult Pass
Youth Pass
Senior Pass

Type
Youth
Adult
Senior

Seattle
NA
NA
NA

Pittsburgh
$15.00
$30.00
$30.00

Columbus
NA
NA
NA

Adult Daily Admission
Youth Daily Admission

Youth
Adult

$2.75
$4.00

$3.00
$4.00

NA
NA

$5.50

$20.00

$50.00

Resident Swim Lessons

Pending information on the actual attendance at City outdoor pools, an estimate based on 2000
attendees per week at 20 pools for the eight week summer season paying an average of $4.00
per visit would generate $1.28 million annually. The market suggests that additional revenues
could be received for swimming lessons and season pass sales. Non-residents could be
charged a higher fee to use the facilities. The ability to charge these fees would enhanced by
installing the same swipe card system that is to be used at the Recreation Centers. Additional
revenues would be generated by charging a $5.00 fee for replacement cards. Revenue
projections are based on a phase-in of other fees besides the admission charge over a three
year period.
Most of the pools in Cleveland (22 outdoor and 17 indoor) were built in the 1950s and 1960s
when the City’s population was about double the current level.
In addition, some
neighborhoods with both outdoor and indoor pools have recently experienced a more dramatic
population decline as a result of the housing crisis, which has rendered recreation centers and
pools in these areas under-utilized.
Given the budget constraints facing the City, it is timely to identify areas with the highest
demand for pools and consider whether to close certain facilities or convert them to alternative
uses. This process should take into consideration the condition of facilities, rehabilitation costs,
and whether citizens using the pools will perceive enough value to pay an admission fee. The
City would likely be better off focusing its resources in a smaller number of pools that have the
7
8

60 years or older or certified as physically disabled
Non-residents must be in the Euclid school district to purchase a pass
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potential to bring in significant admissions revenues and can be maintained at the highest level.
As an alternative, some cities have opted to convert some of their outdoor pools into splash
parks, which are not as expensive to convert or labor intensive to maintain (see following
initiative).
Fiscal Impact
Fiscal Impact
RC08.

FY2010
$1,280,000

FY2011
$1,500,000

FY2012
$2,000,000

FY2013
$2,000,000

FY2014
$2,000,000

Total
$8,780,000

Convert Two Outdoor Pools to Low Maintenance Splash Parks
FY2010 Impact: $0
Five-year impact: $1.02 million
The city staffs and maintains 22 outdoor pools for the summer season. Cost savings could be
realized by closing or converting some of the outdoor pools to splash pools that would require
less staff and maintenance. As shown in the chart below, Cleveland has a relatively low
number of residents per pool.
Residents per Pool, Selected Cities

The cost of staffing and maintaining the outdoor pools is not separately stated in the City’s
budget. However, if it is assumed that $2.0 million of the $2.7 million budget for Summer
Programs in the Recreation budget plus the $492,000 of the “Summer Facility Maintenance”
budget of the Property Management Division plus a portion (5.0 percent) of the nearly $6.0
million budget for “Parks Ground Maintenance” in the Parks Maintenance and Properties
Division, it can be estimated that the average annual cost per pool is approximately $128,000.
For this estimate it was assumed that two outdoor pools would be converted to splash parks in
2010. It was assumed savings would be offset by the conversion costs in 2010. More
significant future capital expenditures could be made available for other needs by not having to
upgrade and/or make significant pool repairs in the future.
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Fiscal Impact
Fiscal Impact

RC09.

FY2010

FY2011

FY2012

FY2013

FY2014

Total

$0

$256,000

$256,000

$256,000

$256,000

$1,024,000

Assess Leasing or Selling Options for Golf Courses
FY2010 Impact: $100,000
Five-year impact: $800,000
The golf course operation is an enterprise unit, which should sustain itself with self-generated
revenue obtained through intergovernmental sources, sales, and charges for service. A steady
decline in revenue in the past few years has forced the City to support the golf courses with
General Fund dollars. In the current economic situation, and especially in light of other
relatively inexpensive nearby golf facilities, the Division could sell the golf courses for sport or
development, or lease them to a private operator. The courses could also be transferred to
Metroparks.
Deficits incurred by these facilities (shown in the table below) are likely to grow and put an even
larger burden on the General Fund to make up the difference in the coming years.

Revenues

2004
Audited
$1,699,884

2005
Audited
$2,234,635

2006
Audited
$2,080,000

2007
Audited
$1,947,096

2008
Audited
$1,865,000

2009
Budget
$1,865,000

Expenses

$2,024,037

$1,889,358

$1,990,194

$1,930,102

$1,984,695

$1,984,695

Capital Expenditures
(Deficit)/Surplus

$0

$8,000

$600,000

$100,000

$0

$0

($324,153)

($337,277)

($510,194)

($83,006)

($222,915)

($119,695)

The golfing industry in Northeast Ohio is experiencing a very difficult period in the current
recession. Greens fees and private club membership prices have significantly declined in the
last year as these operations compete for declining numbers of golfers. In this situation, it is
unlikely that the city’s two golf course operations would have significant value to a golf course
operator for some time. In the short- and medium-term, the properties are more likely to have
value in alternative uses like residential or commercial development.
In an Ohio Board of Tax Appeals ruling entered July 14, 2009 on the tax assessment appeal by
one local public course (Boulder Creek in Portage County) the recent sales prices for three
local golf courses were presented as evidence. Arrowhead County Club, is listed as an 18-hold
private country club facility. The property sold in September 2003 for $4.2 million, or $233,333
per hole. The second, Skyland Pines Golf, Banquet and Tennis Center, sold April 2007 for $5.0
million, or $277,778 per hole. The final sale, Fox Den Golf Course, sold February 2006 for $5.5
million, or $306,556 per hole.
An Atlanta development firm and a Beachwood-based developer each have submitted bids for
Acacia Country Club, the 175-acre golf course in Lyndhurst. Cousins Market Centers Inc., a
publicly traded Atlanta developer, has offered $22.0 million for the site and plans a mixed-use
development that might include retail, hotels, office buildings and multifamily and single-family
residences. Wald & Fisher Inc. of Beachwood has offered $18.0 million, but hasn't yet
provided details of its "mixed use" plan. This country club has been struggling financially for
years and has been on the block for alternative uses but has not been able to consummate a
sale; recent newspaper reports state that they will continue to operate as a golf course.
Although the two Cleveland courses are both 36 hole facilities, their value as golf courses
would likely not be significantly higher than the values of the 18-hole courses described. First
The other courses are located in more attractive suburban settings, and they have more
modern and comprehensive facilities (including a tennis center at one of the courses). Also,
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these sales were completed before the recent economic downturn that has reduced the
profitability and value of golf courses in the region.
An alternative is to work with Cleveland Metroparks, which currently maintains and operates
seven golf courses within Cuyahoga County. If this entity were to assume responsibility for
maintaining and operating the City of Cleveland courses, then the General Fund would at the
minimum realize savings through not having to continue to fund current and likely future
revenue deficits. On the upside, these negotiations could possibly result in some revenues for
leasing these properties to the Cleveland Metroparks. Sale or transfer to Metroparks could
also be considered.
The fiscal impact of this initiative assumes transfer of golf operations to a private or public
operator, or changes in course operations, all of which would eliminate projected deficits in the
Golf Fund that would otherwise be borne by the City’s General Fund.
Fiscal Impact
Fiscal Impact

FY2010
$100,000

FY2011
$100,000
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FY2012
$150,000

FY2013
$200,000

FY2014
$250,000

Total
$800,000
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Overview
The Division of Parking Facilities provides for construction, maintenance, and operation of all City-owned
parking garages and lots throughout downtown Cleveland.
The Division’s budget consists of two program centers: Off-Street Parking and On-Street Parking. OffStreet Parking provides construction, maintenance and operation of all City-owned parking garages and
lots throughout downtown. This program also oversees the contracted operation of the Gateway East
and North Garages. On-Street Parking is designed to enforce the City’s parking codes by issuing tickets.
Also covered under this program are the maintenance, installation and removal of all parking meters
throughout the City of Cleveland.
Division of Parking - Outline

Division of Parking
City of Cleveland

Off Street Parking

On Street Parking

City Owned Garages:
Construction
Maintenance
Operations

Enforce City’s Parking
Code

Operations:
Gateway East
Gateway North

Parking Meters:
Maintenance
Installation
Removal

The Division’s mission statement is “to provide adequate Off-Street parking throughout the downtown
area and enforce On-Street parking throughout the city of Cleveland.”
Facilities and Locations:
In downtown Cleveland, the Division maintains 3,000 on-street parking meters and owns eight parking
lots and garages. The Division’s administrative offices are located at the Convention Center and the
Division uses 19 vehicles to manage parking locations (on-street as well as off-street) and to enforce
parking violations. Most of these vehicles are used by the collectors, ticketing personnel, meter repair
personnel and a few are used for the off-street parking facilities.
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Employees and Operations:
Budgeted staffing for Off-Street Parking includes administrators, office, clerical, and service staff. OnStreet Parking includes front-line parking enforcement officers and supervisors, as well as the mater
maintenance staff.
Historic Employee Count:
2007
Actual

Subdivisions
Off-Street Parking
On-Street Parking
Division Total

FT
20
25
45

PT
9
9

2008
Unaudited
FT
PT
17
5
22
39
5

2009
Budget
FT
PT
17
5
25
42
5

While most parking violation tickets are issued by the City and are managed by the Parking Violations
Bureau, the following agencies also have the authority to issue parking tickets in the City:






City Police
University Circle Police
Public Housing (Cuyahoga Metropolitan Housing Authority) Police
Metro Police
RTA Police

The citations are enforced in 13 different zones covered by the Division’s 18 ticket writers on foot or by
car. On a given day, about 15 percent of the City’s parking meters are not revenue generating due to
street closures and mechanical issues. Out-of-order meters are fixed by the Meter Shop Unit, which has
five employees and is headed by the Parking Meter Unit Leader. It takes one to two days to repair broken
meters once they are identified.
Through August 2009, almost 82,000 parking citations were issued by the City. Revenues from parking
violations issued by Division workers or by the Police are deposited directly into the General Fund and
are not tracked by the Division of Parking Facilities.
Parking Rate Determination:
Parking charges are set by City Code. Off-street classifications include:
 First hour or portion thereof
 Each additional half hour or portion
 Daily maximum rate, 6:00 a.m. – 11:00 p.m.
 Additional overnight charge, 11:00 p.m. – 6:00 p.m.
 General monthly rate
 Special monthly rate for the City employees
 Special monthly rate for the federal, state and county employees
 Special events (flat rate – pay at entry)
 Charge for a lost or stolen key card
 Late payment charge
 Early bird rate
 Honor boxes
On-street meter rates are:
 Downtown: $0.25 per twenty (20) minutes
 Institutional areas: $0.50 per hour or any portion thereof
 Outlying areas: $0.25 per hour
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Fines for on-street parking violations include:














Regular Fine
Rush Hour
Fire Lane
Fire Hydrant
Near Fire Station
Crosswalk
Bus Stop/Cab Stand
Fire Hazard
Abandoned Auto
Snow Emergency
Tree lawn & Driveway
Truck Residential Street
Handicap Parking Only

$ 25.00
$ 35.00
$ 50.00
$ 50.00
$ 50.00
$ 50.00
$ 50.00
$ 50.00
$ 50.00
$ 50.00
$ 50.00
$100.00
$250.00

Budget data
Historical revenues and expenditures – Off-Street Parking
Category
Salaries
Benefits
Training
Utilities
Contractual Services
Materials & Supplies
Maintenance
Inter-fund Subsidies
Inter-departmental Charges
Debt Service
Total
Revenues

2007
Actual
$907,876
$323,830
$695
$159,136
$2,950,672
$105,464
$50,833
$967,470
$130,596
$4,370,594
$9,967,166
$12,583,403

2008
Unaudited
$826,611
$305,944
$800
$205,650
$2,934,742
$64,751
$53,360
$1,113,791
$114,570
$4,883,712
$10,506,930
$11,479,608

2009
Budgeted
$821,943
$346,358
$695
$213,876
$2,705,161
$87,600
$61,000
$0
$129,068
$6,092,350
$10,458,051
$10,470,181

2007-2009
Growth
-9.5%
6.7%
0.0%
34.4%
-8.3%
-16.9%
20.0%
NA
-1.2%
39.4%
4.9%
-16.8%

Contractual services include payments made to Standard Parking for operating the Gateway garages,
parking taxes (at 8 percent), and rent paid to the convention center, State Auditor fees, bank fees, and
credit card fees. Debt service will remain at the $6.2 million level until the current off-street parking bonds
are fully paid in 2022.
Revenues include local taxes, sales and charges, miscellaneous, revenue transfers and expenditure
recoveries. The Division’s Off-Street Parking functions are funded by these revenues from off-street
parking, supplemented by on-street meter and violations revenue, and fund balance.
Overall, off-street parking revenues are expected to decrease because one of the Division’s largest
customers, the Cleveland Clinic, did not renew its annual parking contract with the City last year. In
addition, the Chester and Convention Center garages reduced hours of operation. Finally, lower turnout
at local sporting events is expected to depress revenues.
The following table illustrates the inflows from various sources received at the downtown off-street
facilities for the month of July 2009:
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Parking
Tax

Parking Lots
Gateway North Garage (GWN)
Gateway East Garage (GWE)
Willard Park Garage (Willard)
St. Clair
Lakefront Parking (Municipal)
Chester Parking Lot (Chester)
Convention Center Garage (CC)
Canal Basin Lot (Canal)
Lots Total

$4,063
$4,829
$15,219
$57
$4,712
$896
$2,830
$378
$ 2,984

Daily
Parking
Charges
$32,989
$24,419
$14,858
$0
$44,539
$11,202
$17,541
$4,432
$249,980

Misc.
Daily
Receipts
$0
$0
$6
$0
$0
$0
$0
$0
$6

Special
Event
Parking
Charges
$17,796
$35,944
$1,554
$0
$14,361
$0
$467
$0
$70,122

Monthly
Charges
$0
$0
$73,822
$713
$0
$0
$17,366
$292
$92,192

Total
$54,848
$65,193
$205,459
$770
$63,612
$12,098
$38,203
$5,102
$445,285

Note: Willard Park Garage, Gateway East Garage and Gateway North Garage have the capacity to accept credit card
payments.

Historical revenues and expenditures – On-Street Parking
Category
Salaries
Benefits
Claims, Refunds & Misc.
Inter-Departmental Charges
Total
Revenues

2007
Actual
$ 737,989
$ 361,617
$0
$ 83,262
$ 1,182,868
$ 30,506

2008
Unaudited
$ 719,795
$ 385,734
$ 1,356
$ 77,693
$ 1,184,578
$ 24,713

2009
Budgeted
$ 796,648
$ 440,077
$0
$ 69,264
$ 1,305,989
$ 24,000

2007-2009
Growth
8.0%
21.7%
0.0%-16.8%
12.9%
-21.30%

Note: Revenues mentioned in the above table do not reflect all on-street meter revenues. Meter revenues are
included in off-street revenues. The Division reports annual meter revenues of about $1.9 million and parking
citations revenues of approximately $3.0 million each year.

Progress and Future Challenges
Progress


The Division uses the CitiStat application to upload performance reports via SharePoint on a
daily basis, allowing the analysis of current and historical data.



The City has contracted operations and maintenance of the Gateway North and East Parking
Facilities for $89,000 annually through the end of May 2011.



The Division is working toward implementation of a cashless operation by automating all garages
and plans to implement two automated pay stations at each parking garage by the end of 2009.
This will enable optimization of operational hours, with lower labor and security costs.



By using the City’s carpool system, the Division has been able to reduce vehicle costs. Currently
two Ford Taurus vehicles are being used by the Division; they will be replaced with fuel efficient
hybrid vehicles to be used by collectors.
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The Division has implemented meters with bigger coin boxes to reduce the collection cycle. This
ensures less frequent collection trips, which in turn leads to reduced labor costs and a reduction
in time and fuel utilization.



In the downtown, the Division is experimenting with multi-space meters capable of processing
cash, coins, credit card and smart card payments (the has currently configured these meters to
only accept coins; to use the credit card acceptance ability, the City would need to provide a
consistent power source and internet connection for credit card payment processing).

Challenges


Parking rates for the City of Cleveland appear to be lower than those in many similarly sized
cities (the City conducted a rate study in the past but the Division was unable to locate the
report). Rates in the City are limited by ordinances (on street and off street) and general market
conditions (off street only). However, a 2009 study by Colliers International found that monthly
1
median unreserved parking rates in Cleveland were slightly above the national average. The
Collier figure of $172.50 for Cleveland is higher than the monthly parking rate for City garages
($125).



Credit cards can only be used at only three off-street facilities and limited on-street locations.



Flexibility is limited by significant annual debt service payments on existing parking facilities,
which continue through 2022.



The Division’s offices are currently housed in the Convention Center and will need to be
relocated due to the sale of the building. The City should ensure that the Division’s offices are
relocated to another City-owned property, and should not incur rent costs.

Areas of Focus

1



Daily and hourly on-street and off-street parking rates in the City appear to be lower than those in
peer cities like Pittsburgh and Columbus. Cleveland’s rates have not been revised in the recent
past and the cost of labor and material has steadily increased, widening the gap between the
earnings and the expenditure. As shown in the chart in initiative PF01, while the average parking
rates for the comparable cities are equal or only slightly higher, most cities surveyed had much
higher peak rates.



The City has 3,000 parking meters downtown. This number is similar to other cities, and
Cleveland’s revenue per meter also appears to be in line with peer jurisdictions. However,
Pittsburgh has approximately 8,000 meters citywide, including meters in busy areas outside of
downtown. In the long term, Cleveland might consider metered parking in heavily trafficked
areas outside of downtown.



Discounted and free off-street parking is provided for City employees and others. For example,
at the Willard Park Garage a General Monthly Pass costs up to $125, but a Special Monthly Pass
for City employees is just $55. This amounts to a loss in revenue of about $840 annually on each
such parking spot.



The Division should equip off street parking facilities with credit card processing. Statistics
collected by the Division show a marked increase in credit card revenues and a slight rise in
overall revenues at facilities that have introduced these technologies at the booth.

“Parking Rates. CBD Parking Rate Survey, 2009.” Colliers International.
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Initiatives
PF01.

Increase on-Street Parking Rates by $0.25 in Every Parking Zone
FY2010 Impact: $633,333
Five-year impact: $3.17 million
The Division has neither increased rates nor performed any rate studies for the past few years.
Division officials are aware that on-street rates are low compared to similarly sized cities. As
shown in the rate table below, Cleveland is at the low end of hourly rates, and does not have
peak rates (which were much higher in other cities even several years ago when surveyed).
Comparable City On-Street Parking Rates
City

Average Hourly Rate
$0.75
$1.25
$1.00
$0.75
$3.25
$0.75

Cleveland
Columbus
Pittsburgh
Detroit
Chicago
Portland

Highest Hourly Rate
$0.75
$1.50
$2.00
$1.00
$3.00
$1.00

Average Hourly Rate: 2009, RNR Consulting
Highest Hourly Rate: 2007, Walker Parking Consultants

The Division reports annual on-street parking revenue of $1.9 million. Therefore, additional
revenue from a $0.25 per hour meter increase would yield $633,333 for the General Fund each
year assuming no significant elasticity and no additional need for funding support from Off-Street
Parking.
Fiscal Impact
Fiscal Impact

PF02.

FY2010
$633,333

FY2011
$633,333

FY2012
$633,333

FY2013
$633,333

FY2014
$633,333

Total
$3,166,664

Charge Parking from City, Federal, County and State Government Employees at the
Normal Public Rate
FY2010 Impact: $501,250
Five-year impact: $2.5 million
City ordinance sets a lower parking rate for city, federal, county and state government
employees at certain facilities.
Willard Park Garage
 General Monthly Rate – Up to $125
 Special Monthly Rate for City Employees - $55
 Special Monthly Rate for Federal, State and County Employees - $110
North Coast Municipal Parking Lot (Lakefront)
 Daily Rate - $3.50
 City of Cleveland Employees – No Charge
Charging city, federal, state and county employees for parking at the two facilities will provide
an opportunity to treat all parkers fairly, eliminate subsidies, and generate additional revenues.
Using the available statistics for July 2009, and only including additional revenue from Willard
Garage parkers, eliminating the discount would generate $840 per year from approximately
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600 parkers, generating just over $500,000 at current rates. Actual results might vary
depending on parking elasticity, full year parking figures, and the possible addition of the North
Coast discounted parkers.
Fiscal Impact
Fiscal Impact

PF03.

FY2010
$501,250

FY2011
$501,250

FY2012
$501,250

FY2013
$501,250

FY2014
$501,250

Total
$2,506,250

Implement Credit Card Usage and Automation at Lakefront Municipal Parking and
Convention Center Garages
Five-year impact: $36,000
FY2010 Impact: $7,0002
Currently, only the Willard Park garage accepts credit card payments. Statistics collected by the
Division show a marked increase in credit card revenues at this parking facility since the
introduction of credit card acceptance. Credit card usage, as a means of entering and exiting a
parking facility plus the means of payment will be the dominant format of collecting revenues in
years to come industry-wide. Credit cards are simple, fast and accurate – meaning handling of
cash will become easier for operators and management.
Implementation of credit card acceptance will allow for a slight increase in revenue and open
the possibilities of unattended parking lots. Similar operations have been implemented at the
Cleveland Hopkins Airport parking lot (operated by Standard Parking). A facility supervisor can
then oversee several parking lots simultaneously, thus further reducing labor costs. Additional
consolidation of technology at off-street parking facilities will allow for more audit control over
parking facility receipts and enhanced reporting capabilities.
In the short term this initiative will have only minimal financial impact. According to statistics
collected by the Division, a modest 2 percent increase in revenues was generated by
implementation of credit card payment at the Willard Park garage, although the number of credit
card payments grew substantially, creating the potential to reduce staffing at the facility. In the
long term, complete automation of garage operations will save the Division resources required
to staff parking booths and will also reduce the handling of cash.
Fiscal Impact

Fiscal Impact

FY2010
$7,000

FY2011
$7,000

FY2012
$7,000

FY2013
$7,000

FY2014
$7,000

Total
$35,000

Additional Initiatives


The Division should evaluate the performance and revenue generation of Standard Parking
Corporation, which operates the Gateway garages, and consider periodic rebidding of that
contract or outsourcing other facilities alone or together.



The Division should periodically survey local and regional off- and on-street parking rates, and
parking violation fees. In the case of violations, the City should consider electronic payment
options, reducing collection time and reducing paper processes and collection costs. The
Pittsburgh Parking Authority, for example, allows electronic payment through a direct link on its
website.

2 Two percent increase in revenues
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The number of four-hour parking meters reduces the parking turnover ratio and affects overall onstreet revenue. Some of the areas with four-hour meters are located in zones where the hourly
parking rates are the lowest. In conjunction with the rate increase discussed in PF01, the time
limit should be reduced to increase revenue per meter. In addition, some downtown meters could
be reduced from two hours to one hour to increase turnover, accelerate traffic, and move vehicles
to off-street parking.



In the current economic environment, it is unlikely that there is a strong market for the sale of City
parking facilities. However, as the economy recovers the City should analyze the potential
benefits of targeted sales. Given the need to heavily subsidize off-street parking, sale proceeds
might eliminate a sufficient portion of debt service and operating costs to yield a net financial gain
to the City.
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Overview
The Division of Research, Planning and Development provides professional research, planning and site
development for all parks and recreation site improvements or rehabilitations, grant applications and
planning activities. The Division is responsible for the monitoring of both short and long range Capital
Improvement Programs. Typical projects performed by the Division include park master plans,
playground improvements, athletic fields, streetscape improvements and parking areas, cemeteries, and
landscape design/site planning.
The Division’s mission statement is:
“To enhance the lives of City of Cleveland residents through the planning, design, and
development of safe, maintainable, attractive and state-of-the-art parks, playgrounds,
landscapes, and recreational facilities in accordance with an established citywide vision for parks
and recreation.”
The Division is comprised of the following two units:


Site Development Program is responsible for conducting all planning and design developmental
activities for exterior park and recreation facilities including the investigation and development of
land planning and landscape project feasibility studies, reports, cost estimates, and
recommendations. This program is responsible for the administration and field supervision of
contracts for all exterior capital improvement and rehabilitation projects. The program staff
manages 20-25 such projects annually.



Research Planning Program is responsible for coordinating all Departmental capital
improvement planning activities and conducting related research development projects. This
program also lends technical assistance to all Department of Parks, Recreation and Properties
divisions conducting system-wide assessments, recommendations and implementation plans.

The Division operates out of office space rented from the Burke Lakefront Airport and operates three
vehicles.
Historic Employee Count
Subdivisions
Site Development
Research and Planning
Division Total
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2007
Actual
FT
7
2
9

2008
Unaudited
FT
7
2
9

2009
Budget
FT
7
2
9
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Comparison of Staffing by Position
Position
Commissioner
Architect, Landscape Senior
Architect, Landscape
Construction Technician
Manager of Research & Planning
Manager of Site Development
Supervisor, Site Development
Survey, Party Chief
Total

2008
1
2
1
1
1
1
1
1
9

2009
1
2
1
1
1
1
1
1
9

Brief descriptions of the positions are provided below:


Senior Landscape Architect: Plan, design, development of bid documents for capital
improvement projects for Parks and Recreation playgrounds, parks, outdoor recreation amenities
and other complex projects. This position reports to the Manager of Site Development.



Landscape Architect: Similar responsibilities to those of the Senior Landscape Architect, but
only work on smaller, less complex projects. This position reports to the Manager of Site
Development.



Construction Technician: This position accompanies the Survey Party Chief during site surveys
during field data collection and topographic surveys of Parks and Recreation properties.



Manager of Research and Planning: In charge of Parks and Recreation CIP monitoring,
feasibility studies, long range plans and serves as the overall facilitator of the Department’s
capital improvement plan.



Manager of Site Development: Responsible for general oversight of staff, senior landscape
architects, landscape architect and the actual design and implementation of large and complex
projects.



Site Development Supervisor: Responsible for observation, inspection and management of
contractors’ work on Park and Recreation properties.



Survey Party Chief: Conducts field surveys, data collection and topographic surveys to collect
data for inclusion in bid documents.



Structural Architect: Performs architectural services for Parks and Recreation owned buildings.
The position is similar to those housed in the Division of Architecture and was hired because the
Division reportedly had frequent issues obtaining architectural services from the Division of
Architecture.
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Budget data
Historical expenditures – Division of Research, Planning & Development
Category
Salaries
Benefits
Training and Dues
Contractual Services
Materials
Maintenance
Inter Departmental Charges
Total
Revenues

2007
Actual
$500,429
$162,379
$1,374
$46,024
$ 5,586
$0
$28,961
$744,753
$228,990

2008
Estimate
$525,082
$175,451
$1,088
$45,784
$2,487
$0
$30,225
$780,119
$356,044

2009
Budgeted
$524,456
$184,730
$1,371
$46,800
$4,500
$0
$31,322
$793,179
$250,000

Growth
%
4.8%
13.8%
-0.2%
1.69%
-19.4%
N/A
8.2%
6.5%
9.2%

Salaries and Benefits make up a majority of the Division’s budget. Historically, the Division generated
revenue by providing professional services to agencies in other Departments and funds. Due to staff
reductions, the Division no longer offers this support. Remaining budgeted Division revenues are
received from bond fund allocations.

Progress and Future Challenges
Progress:
The Division of Research, Planning and Development has made progress in the following areas:


Capital improvement initiatives. In 2008, the Division completed over $4.5 million worth of
capital improvements projects for the City parks, pools, and golf courses. All projects were
completed on time and within the approved budget, including renovations of Miles Heights Park,
Grant Park, Halloran Park, Kenneth Johnson Recreation Center, Michael Zone Recreation
Center, and Harmody Park.



In-house design projects. The Division is the largest self performing design work division in the
City, completing 20-25 biddable projects per year with a staff of three landscape architects and
one structural architect.



Overtime control. The Division has controlled overtime expenditures.

Challenges


The Division offers services that are also provided by the Division of Architecture in the Public
Service Department, including professional research, planning and site development. In addition,
the Division of Architecture completes drawings and specifications for all buildings under the
jurisdiction of the Department of Public Service, and provides these services to other City
Departments upon written request. The Division of Research, Planning and Development has
replaced an open position with a Registered Architect. Previously, architectural services were
provided to the Department of Parks, Recreation and Properties by the Division of Architecture,
which caused delays in Parks projects. The hiring of an in-house professional architect has
eliminated the need for the Department to request the Division of Architecture for assistance.
However, the Division of Architecture also has professional architects on staff that can perform
similar duties.
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The Division does not have specific performance measures in place, which poses a challenge
when reporting to the City’s performance measurement initiative utilizing Citistat.

Initiatives
RP01.

Merge Division with the new General Services Department
The Division of Research, Planning and Development provides several services to other
Divisions within the Department of Parks, Recreation and Properties and other Departments
within the City. Specifically, the Division is charged with maintaining the Capital Improvement
Plan for the Department of Parks, Recreation and Properties and provides services such as
park master plans, playground improvements, athletic fields, streetscape improvements and
parking areas, cemeteries, and landscape design/site planning. Upon request, the Division also
provides these services to other City Departments.
Several other Divisions, such as Architecture, City Planning Commission, Division of
Engineering, within the City provide services similar to those offered by the Division of
Research, Planning and Development. In order to realize the efficiencies of housing similar
skills in a single Department, the Division of Research, Planning, and Development should be
merged into the new General Services Department. A detailed plan for this consolidation may
be found in initiative AR01 in the Division of Architecture section of this report.

RP02.

Identify General Fund Facility to House Division
FY2010 Impact: $44,880

Five-year impact: $233,557

Prior to 1986 the offices of the Division of Research, Planning & Development were located at
4200 South Marginal Road in a converted US military bunk house that was part of the former
USAF Nike missile facility. In 1986 that site and all existing buildings were demolished and the
Joseph E. Stamps Service Center was built. As there was no available space in Cleveland City
Hall, the Division was moved to offices at Burke Lakefront Airport.
The Division of Research, Planning and Development currently rents office space from the
Airport for $44,000 annually (budgeted amount for 2009). Due to the nature of work performed
by Division staff, they require open space within the office for plan drawings and other large
format documents. The Division lacks adequate space for archived documents at the current
location.
It is recommended that the Division move to a General Fund facility with appropriate open
space and storage. Savings have been calculated based on the assumption that the Division
will no longer pay rent to the Airport, and include a two percent annual escalation based on
recent historical increases in rent costs.
Fiscal Impact
Fiscal Impact

FY2010
$44,880

FY2011
$45,778

FY2012
$46,693

FY2013
$47,627

FY2014
$48,580

Total
$233,557

Other Initiatives



See Capital chapter for discussion of capitalization of staff resources.
Reduction in number of Recreation Centers (initiative in the Division of Recreation chapter) may
reduce the work load on the Division of Research, Planning and Development.
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Overview
The mission of Cleveland’s Division of Police is to protect the life and property of all citizens against
criminal activity and to create an environment of stability and security within the community. The Division
is divided into 5 districts, each responsible for securing a portion of Cleveland’s geographical areas.
The Division of Police is divided into four main program areas:


Administrative Operations: Manage and direct day-to-day administrative activities for all
programmatic areas within the division; provide necessary oversight for activities related to
finance, payroll and personnel; and oversee the storage of forfeited and confiscated property.



Field Operations: Provide safe and livable communities for the general public, work with the
community and various community groups to reduce crime and promote safety and ensure safer
conditions for motorists by reducing traffic accidents and occurrences.



Special Operations: Conduct enforcement activities for specific crimes including auto theft,
homicides, sexual assaults, drug trafficking, and financial crimes.
This programmatic area is
divided into the Investigations unit, where all of the detective bureaus are housed, and the
Technical Support unit, which provides photo, forensic and crime scene analyses for the Division.



Homeland Security: Targets criminal activity that poses a threat to the overall security of the
City. This area is comprised of the Intelligence and Canine Units, Bomb Squad, City Hall
Security and Mayor’s Security Detail and also assists outside agencies with protective details of
dignitaries.

Historic Employee Count
As of September 9, 2009, Cleveland Division of Police was staffed with 1,647 sworn officers including 56
cadets in training class. The Division also had a total of 265 civilian and support personnel and 402
school crossing guards. Historical budgeted positions are as follows:
Positions by Program
Program
Administrative Operations
Field Operations
Special Operations
Total

2007 Actual
FT
556
1228
211
1,995
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PT
375
375

2008 Estimate

2009 Budgeted

FT
535
1166
210
1,911

FT
534
1163
210
1,907

PT
385
385

PT
424
424

Page 183

Division of Police
Budgeted Positions by Classification
2007
Budgeted
17
51
13
95
1,652
1
4
195
424
7
2,459

Position Classification
Administrators & Officials
Office & Clerical
Para-Professionals
Professionals
Protective Service
Skilled Craft
Service & Maintenance
Technician
Part-Time
Grant Positions
Total

2008
Budgeted
17
48
13
97
1,548
0
4
186
424
7
2,344

2009
Budgeted
17
43
13
96
1,548
0
3
180
424
7
2,331

Facilities
Cleveland Division of Police is divided into five districts and operates out of the following 9 facilities:
Facility
Justice Center (Headquarters)
District One
District Two
District Three
District Four
District Five
Mounted Unit
Vehicle Storage Facility
Supply Unit

Location
1300 Ontario Street
3895 West 130th Street
3841 Fulton Road
10600 Chester Ave
9333 Kinsman Rd
881 East 152nd Street
1150 East 38th Street
4300 Bradley Road
2200 West 3rd Street

Cleveland Division of Police shares the Public Safety Central facility (located at 2001 Payne Avenue) with
the Department of Public Safety’s Communications Center. In addition this facility houses the Division’s
Bureau of Community Policing, Bureau of Traffic, and Downtown Services Unit. The Division also uses
office space at the city’s Motor Vehicle Maintenance facility, Burke Lakefront Airport, and Cleveland
Hopkins international Airport.
Budget data
Historical Expenditures – Division of Police

Salaries and Wages
Benefits
Training & Professional Dues
Utilities
Contractual Services
Materials and Supplies
Maintenance
Claims, Refunds, Misc.
Inter-Departmental Charges
Total

2007
Actual
$116,848,842
$46,550,040
$5,870
$1,889,317
$2,440,477
$641,495
$165,981
$184,922
$5,623,607
$174,350,551
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2008
Estimate
$117,139,769
$48,165,319
$5,947
$2,012,219
$1,423,162
$561,925
$114,969
$271,358
$6,429,289
$176,123,957

2009
Budget
$120,346,199
$51,281,981
$7,200
$2,083,384
$935,680
$641,450
$330,464
$270,200
$6,204,245
182,100,803

Growth %
3.0%
10.2%
22.7%
10.3%
-61.7%
0.0%
99.1%
46.1%
10.3%
4.4%
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Expenditures for Cleveland Division of Police have increased by 4.4 percent since 2007. The largest
increase was in the line item Maintenance, which increased by 99.1 percent. This increase was a result
of the Division installing new Kronos software for time and attendance tracking and additional funding
being allocated for helicopter maintenance. Training & Professional dues increased by 22.7 percent due
to a collective bargaining agreement which now requires the Division to pay for professional and
membership dues for scientific examiners who work in fingerprinting and forensics. Expenditures related
to claims, refunds and miscellaneous (which includes the Chief’s expense fund for purchasing narcotics
and alcohol for undercover sting operations) increased by 46.1 percent due to an increase in the price of
illegal drugs. The mist significant increase between 2007 Actual and 2009 budget was in Contractual
Services. During this time, the Division of Police relinquished control of the jail to the House of
Corrections and along with that transfer of power, was the elimination of the food contract for inmates.
The House of Corrections now prepares its own food and expenditures related to the contract were not
transferred.
Cleveland Division of Police earns the bulk of its revenue from expenditure recoveries (such as
reimbursement for overtime at City events) however the Division also relies on fees from licenses and
permits, intergovernmental sources, sales and charges for service, and other miscellaneous sources to
generate revenue. Revenues increased by over $800,000 – from $8.28 million to $9.10 million – between
2007 and 2008. The increase was a result of reimbursement from the airport during a period when a of
heightened national terrorism threat level required more police presence at the airport. Between 2008
and 2009, there was a sharp decrease in revenue (14.4 percent, to $7.79 million) as a result of the end of
COPS grant funding.

Progress and Future Challenges
Progress:
Cleveland Division of Police is one of several national law enforcement agencies to be awarded a Federal
Community Oriented Policing Services (COPS) Hiring Recovery Program grant recently under the 2009
American Recovery and Reinvestment Act. Grant terms stipulate that:




Grant funding cannot be used to supplement or supplant existing funding;
All budgeted positions must be filled before using grant funding to hire new officers; and
The Division must maintain its sworn strength for the three-year grant period. Once the grant has
ended, the City must take over funding responsibilities for those 50 positions.

The grant will provide $11.8 million to hire fifty new police officers for the City of Cleveland and fund those
positions for a three-year period.
Since 2006, Cleveland’s crime rate has dropped by 13.0 percent. In order to help fight crime, the Division
partnered with several state, federal, and local agencies to provide diversion programs and alternatives to
incarceration. One such program is Operation Night Light, in which the Division partners with the
Juvenile Court to ensure that juveniles are meeting curfew. Through the Gang Resistance Education and
th
th
Training (GREAT) program, the Division partners with local school districts to teach 4 and 7 grade
students life skills and alternatives to violence. There is also a GREAT Families component of this
program which brings families together to discuss communication techniques, harmful internet sites, and
other familial issues.
Cleveland Division of Police has regularly filled vacancies for officer positions. The Division currently has
a class of fifty-three recruits scheduled to graduate on October 20, 2009 and hopes to use money from
the COPS grant to fund another class this fall or winter. In addition, a new civil service test was given in
August, and the Division hopes to have yet another class in the next nine months.
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Challenges:
Officials for Cleveland Division of Police have expressed concern over the lack of available vehicles to
perform necessary duties. Although the Division has a comprehensive vehicle replacement schedule,
they are often in disagreement with the Division of Motor Vehicle Maintenance (MVM) over the exact
number of vehicles needed. Furthermore, it often takes a long time to get vehicles returned once they
are taken to MVM for repairs. The Division estimates that 10 percent of their vehicles are out of service
daily.
Much of the Division’s ability to make progress and operate efficiently is dependent upon collaboration
and communication with other City departments. In addition to challenges with MVM, the Division could
benefit from efficient and effective support in processing paperwork, RFPs, and other documents. These
processes have been seemingly slowed by unnecessarily bureaucratic procurement procedures.
As a result of collective bargaining agreements and arbitration decisions, the Division has limited control
over certain types of overtime. Many of these overtime issues are discussed in detail in the Workforce
Chapter.

Initiatives
PO01.

Reduce or Eliminate the Number of Uniformed Officers Providing Security to the City
FY2010 Impact: NA
Five-year impact: NA
The Cleveland Division of Police has a officers stationed at the Prosecutor’s Officer for security
purposes. There a supervisor and officers are also assigned to provide security at City Hall and
for City Council. These officers are active duty employees who could be used in other public
safety capacities. In order to maximize the number of officers assigned to direct crime
reduction, the Division should consider removing uniformed officers from this post and replacing
them with either private security guards or retired police officers.
Since terms of the COPS grant stipulate that the Division must maintain its current sworn
strength, eliminating these positions will not be possible. However, the City may wish to use
this approach to place more uniformed officers on street patrol.

PO02.

Develop a Capital Plan to Replace Outdated Police Facilities
FY2010 Impact: NA
Five-year impact: NA
Cleveland Division of Police operates out of several aging facilities. Most of the structures are 40
to 50 years old, with few substantial updates in recent years. Several facilities have obsolete
HVAC systems which lack zone controls, making it impossible to adjust temperatures in one part
of the building without changing them throughout. Some of the buildings are without light
switches; power throughout these facilities is controlled by a central circuit breaker, therefore
making it impossible to turn off the lights in unused portions of the building.
As indicated on the table below, the Division has high utility costs for its nine facilities, especially
when compared to other public safety divisions. Utility costs for the Justice Center alone are over
$50,000 per month.
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Division
Fire
Police

# of Facilities

2007
Actual

2008
Estimate

2009
Budget

26
9

$766,630
$1,889,317

$871,321
$2,012,219

$793,347
$2,083,384

Average
Cost Per
Facility1
$30,513
$231,487

Developing a capital plan to replace outdated facilities will help to ensure that structures are not
only up-to-date, but also energy and cost efficient. Given current annual repair and utility costs,
the City may be able to develop cost-benefit analyses that indicate the potential payback period
for rehabilitating or replacing current facilities.

1

Based on 2009 Budget
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Overview
The Cleveland Division of Fire is primarily responsible for preventing and mitigating emergency situations
where life and property are at risk. The Division responds to an average of 59,000 calls per year, the
majority (64 percent) for medical-related emergencies such as motor vehicle accidents, motor vehicles
striking pedestrians, or emergency medical (EMS) assistance. In 2008, the Division responded to
approximately 1,200 structure fires.
In addition to regular fire calls and medical-related emergencies, Cleveland Division of Fire also responds
to service, good intent, and hazardous conditions calls, rescue emergencies, weather and natural
disasters, and citizen complaints. The Division of Fire is divided into five programmatic areas:


Administration: Coordinates and oversees all aspects of Cleveland EMS administrative
activities including fiscal monitoring, employee personnel records, patient care records, and
billing



Advanced Life Support/Operations: Provide basic and advanced life support to patients at
emergency scenes, transport patients to appropriate medical facilities and prepare for and
respond to domestic terrorism activities



Communications: Prioritize, respond to and direct all emergency calls for Cleveland EMS and
Fire Divisions, maintain accurate communication logs and recordings and provide emergency
dispatch training and continuing education for EMS communications staff



Employee Development: Plan, direct, and coordinate all educational activities for Cleveland
EMS including cadet training, certification, recertification, paramedic certification and continuing
education



Public Education: Provide educational activities for the general public including training in firstaid, CPR, AED and 911; promote health and wellness education and provide health screenings

Within the five programmatic areas, the Division is divided into 6 geographic districts with the following
facilities and equipment:






26 stations
24 engine companies (including 1 fire boat)
10 ladders
3 towers
5 specialized rescue squads

Historic Employee Count
Positions by Program
Program
Administration
Operations
Operations Support
Prevention and Education
Communications
Training and Education
Total
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2007
Actual
20
778
16
44
37
10
905

2008
Estimate
18
762
19
44
35
9
887

2009
Budgeted
13
801
12
36
36
9
907
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Budgeted Positions by Classification
Position Classification
Administrators & Officials
Office & Clerical
Professionals
Protective Service
Technician
Total

2007
Budgeted
37
5
237
634
3
916

2008
Budgeted
36
5
236
609
3
889

2009
Budgeted
34
5
226
639
3
907

Facilities
Cleveland Division of Fire has a total of twenty-six stations. All stations operate on a 24 hours basis, 365
days of the year with the exception of Station #21, which houses the fireboat and usually operates four
months each year. These stations are geographically divided into six battalions as follows:
Station No.
No. 1
No. 9
No. 10
No. 17
No. 7
No. 13
No. 21
No. 28
No. 23
No. 33
No. 38
No. 39
No. 43
No. 4
No. 20
No. 24
No. 42
No. 6
No. 11
No. 26
No. 36
No. 41
No. 22
No. 30
No. 31
No. 40

Address

Company Type
Battalion One
1645 Superior Ave.
Engine 1, Tower 1, AC 1
6712 Woodland Ave.
Ladder 9
1935 East 101st St.
Engine 10, Tower 10
1918 East 66th St.
Engine 17, Battalion 1
Battalion Two
3636 Woodland Ave.
Tactical Rescue 5*
4950 Broadway Ave.
Engine 13, Ladder 13, Battalion 2
1801 Carter Rd.
Engine 2, Engine 21 (fire boat)
312 Carnegie Ave.
Rescue Squad 4*
Battalion Three
9826 Madison Ave.
Engine 23, Ladder 23
3544 West 117th St.
Engine 33, Battalion 3, Rescue Squad 2*
12631 Bellaire Rd.
Engine 38
15637 Lorain Ave.
Engine 39, Ladder 39
4525 Rocky River Dr.
Engine 43
Battalion Four
3136 Lorain Ave.
Engine 4, Ladder 4
3765 Pearl Rd.
Engine 20, Tower 20, Battalion 4
4316 Clark Ave.
Engine 24
4665 Pearl Rd.
Engine 42, Ladder 42
Battalion Five
17210 Harvard Ave.
Engine 6
7629 Broadway Ave.
Engine 11, Ladder 11
7818 Kinsman Rd.
Engine 26
3720 East 131st St.
Engine 36, Ladder 36
3090 East 116th St.
Engine 41, Battalion 5, Rescue Squad 1*
Battalion Six
7300 Superior Ave.
Engine 22, Rescue Squad 3*
10225 St. Clair Ave.
Engine 30, Ladder 30, Battalion 6
925 East 152nd St.
Engine 31, Ladder 31
18930 St Clair Ave.
Engine 40
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Although housed at various stations, all rescue squads (indicated by the asterisk in the table above) are
considered to be part of Battalion Two.
Budget Data
Historical Expenditures – Division of Fire
2007
Actual

Salaries
Benefits
Training & Professional Dues
Utilities
Contractual Services
Materials and Supplies
Maintenance
Claims, Refunds, Misc.
Inter-Departmental Charges
Total

$61,979,273
$26,321,782
$19,788
$766,630
$105,838
$246,705
$209,492
$2,826
$1,677,211
$91,329,545

2008
Estimate

$59,229,797
$27,215,250
$12,570
$871,321
$123,583
$250,092
$235,962
$1,240
$1,776,445
$89,716,260

2009
Budget

$60,746,314
$28,127,664
$17,500
$793,347
$151,300
$333,200
$210,980
$0
$1,620,169
$92,000,474

Growth %

-2.0%
6.9%
-11.6%
3.5%
43.0%
35.1%
0.7%
-3.4%
0.7%

In 2007, the Division of Fire made a large retroactive salary payment, creating disproportionately high
salary expenditure that year. As a result, the budget for salaries decreased in 2008 and increased in
2009; the 2009 budgeted level is $1.25 million less actual expenditures in 2007. Contractual services
increased by 43.0 percent from actual 2007 to budget 2009 as a result of medical screenings and
evaluations for an incoming cadet class. The 35.1 percent increase in materials and supplies over the
same period is attributable to the purchase of turnout gear and uniforms for the same cadet class.

Progress and Future Challenges
Progress:



The Division of Fire recently applied for a federal Assistance to Firefighters grant of $3.0 million
under the American Recovery and Reinvestment Act. The grant funds, which require a 10
percent local match, would be used to replace Station 36, which is eighty-seven years old.



The Division has been extremely successful in retaining firefighters. This year, the first fire
academy class since 2002 will graduate. The Division has been able to fill vacancies in the
interim by calling back firefighters who were laid off in 2004.



In August 2009, City Council passed an ordinance allowing firefighters to enter vacant residential
properties in order to conduct inspections, enabling Division employees to seek search warrants
and work with the Division of Code Enforcement to execute searches. Previously, the Division
only had the authority to enter commercial properties. With the City following the national trend of
increases in vacant and abandoned structures, this new authority will help the Division of Fire
eliminate hazardous conditions and protect public safety.

Challenges:


Like the fire service in many cities, the Division of Fire is housed in older facilities that can limit
operational flexibility. The average age of the Division’s fire stations is 54 years. Of the 25 fulltime stations:
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o
o
o
o
o

Only two stations are less than 20 years old;
16 percent are 21 to 30 years old;
Three, or 12 percent, are 31 to 40 years old;
One station is 41 to 50 years old; and
60 percent (a total of 15 stations) are at least 51 years old, including two that were
built at least 110 years ago.



Some older facilities cannot accommodate certain technology; the stations are not currently wired
for the internet, and data transmissions do not work well in many fire houses. A city-wide facility
study conducted in 2008 estimated that $35 million is needed to upgrade and replace fire
facilities. The greatest need is the replacement of Station 36, for which the Division has solicited
ARRA grant funds as noted earlier.



The radio system used by the Division of Fire is approximately 16 years old often making it
difficult and sometimes expensive to get parts and make necessary repairs. An RFP to replace
the system was issued in August 2009. However, a funding source has yet to be identified.

Areas for Focus
The Division of Fire has a tremendous opportunity to gain efficiencies by consolidating and/or seasonally
suspending service (“browning out”) several fire stations and ladder trucks. There are also opportunities
to decrease duplications in service by collaborating with the Division of Emergency Medical Services.
Furthermore, the Division can build internal capacity by working with the Ohio Police and Fire Pension
Fund to allow full transparency in the DROP program and reducing the current officer to firefighter ratio.

Initiatives
FR01.

Brown-Out Station 21 During Off-Peak Months
FY2010 Impact: $848,000

Five-year impact: $4.2 million

Station 21 houses Engine 2 and Engine 21 (the City’s fire boat). Due to the special nature of
its operations and its location, this station has a lower than average call level, and responded to
a total of 891 alarms in 2008 (less than one percent of all calls to the Cleveland Division of
Fire). Of the 891 alarms, 39 were calls for the fire boat while the remaining 852 were calls for
Engine 2. Station 21 in close proximity to several other city of Cleveland fire stations, including
six within three miles:
Station Number
No. 4
No. 24
No. 20
No. 7
No. 1
No. 28

Distance
(in miles)
1.1
2.5
3.1
2.9
1.9
1.6

With Engine 21 responding to so few calls for service, the Division has in the past browned out
this station and redeployed firefighters to shifts at other stations. The City should fully
implement a seasonal service suspension during the non-peak water season of mid-September
through mid-May. There are stations in close proximity to provide call coverage while this
station is not staffed, therefore the impact of the brown out on response times is expected to be
minimal. In doing so, the City will realize a savings in overtime as the eight Engine 21 staff will
be redeployed to fill vacant shifts that would otherwise require overtime. The estimated fiscal
impact for FY2010 is $848,000 and $4.2 million over five years.
Management & Efficiency Study – Cleveland, Ohio
Division of Fire
November 2009

Page 192

Division of Fire
Fiscal Impact
Fiscal Impact

FY2010
$848,000

FY2011
$848,000

FY2012
$848,000

FY2013
$848,000

FY2014
$848,000

Total
$4,240,000

With Stations 21 and 28 in close physical proximity and Station 21 receiving such a small
number of calls annually, the City should also explore consolidating these two stations to
realize additional savings. If stations 21 and 28 were combined and the operations moved to
station 21 (closest to the water and needed for fire boat deployment), the City could achieve
annual savings of $1.75 million and five-year savings of $8.75 million. It should be noted,
however, that full decommissioning of Station 28 is not possible at the current time because it
houses the Division’s BEARS (Bureau of Emergency and Rescue Services) unit and serves as
a storage facility for some of the Division’s equipment for which no other space currently exists.
Fiscal Impact
Fiscal Impact

FR02.

FY2010
$1,750,000

FY2011
$1,750,000

FY2012
$1,750,000

Consolidate Stations 9 and 26
FY2010 Impact: NA

FY2013
$1,750,000

FY2014
$1,750,000

Total
$8,750,000

Five-year impact: $3.7 million

Stations 9 and 26 are 1.36 miles apart. The 2008 city-wide facility study conducted by the
Division of Architecture concluded that Station 9 needed over $529,000 in repairs and Station
26 needed approximately $975,000 in repairs. The table below details a comparison of each
station’s age, location and number of alarms.

Address
Apparatus
Age
2008 Alarms

Station #9
6712 Woodland Avenue
Ladder 9
55
2045

Station #26
7818 Kinsman Road
Engine 26
117
2007

By combining operations slightly to the north of Station 26 and to the east of Station 9, the City
can create a consolidated firehouse centrally located between the two current stations to house
Ladder 9 and Engine 26. This will help to eliminate the expensive repairs associated with each
station, and also result in new more efficient location. The new station could also house an
EMS unit, increasing coordination and collaboration between Cleveland Fire and EMS.
The fiscal impact for this initiative makes the following assumptions:
1. The new station will not be constructed and fully operational until 2011;
2. The cost to construct the new station would be approximately $3.3 million; and
3. The cost to fully operate one station remains constant at $1.75 million.
Given these assumptions, the City would see a negative fiscal impact in FY2011 and not realize
a savings until FY2012. This notwithstanding, the five-year impact for this initiative is $3.7
million. The negative operating budget impact in 2011 could be mitigated if capital funds are
used to build the new facility.
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Fiscal Impact
FY2010
$0

Fiscal Impact

FR03.

FY2011
($1,550,000)

FY2012
$1,750,000

Brown Out Ladder 42
FY2010 Impact: $0

FY2013
$1,750,000

FY2014
$1,750,000

Total
$3,700,000

Five-year impact: $4.8 million

The City of Cleveland’s geographic shape is almost like that of a butterfly, with two larger wings
at the top and two smaller wings at the bottom. Each “wing” is covered by an engine company,
with the exception of the southwest corner, which is covered by an engine company and a
ladder. A 2006 study conducted by outside consultants recommended that the Division of Fire
brown out Ladder 42. In theory, if the other three “wings” are able to operate with just an
engine company, then the southwest corner should also be able to operate with a single engine
company. In addition, Ladder 42 is one of the least active emergency response units in the
entire Division and has a very low number of reported incidents. Coverage for the area
currently served by Ladder 42 could be easily provided by Ladder 20, which is less than two
miles away from Station 42 (where Ladder 42 is currently housed).
Thus far, the Division has been unable to implement this recommendation because of repairs
being made to the Fulton Road Bridge. Once the bridge is completed (scheduled for May 2010)
the Division should be able to implement this recommendation. In doing so, the City will be able
to achieve savings of approximately $4.8 million over the next five years. This savings estimate
makes the following assumptions:
1. Station 21 will continue to be browned-out during off-peak months;
2. Staffing levels remain constant during this time; and
3. An extra two months are calculated for the bridge completion thereby negating
any savings in FY2010.
Fiscal Impact
Fiscal Impact

FR04.

FY2010
$0

FY2011
$1,190,000

FY2012
$1,190,000

FY2013
$1,190,000

FY2014
$1,190,000

Total
$4,760,000

Allow Full Transparency in DROP Program Applicants
FY2010 Impact: NA
Five-year impact: NA
The Deferred Retirement Option Program (DROP) is a voluntary benefit program which allows
eligible public safety personnel to set aside a lump sum of money for retirement in lieu of
additional pension contributions during their last years of service. Once an employee enters
the DROP they can retire in three and eight years, without prior warning to the City.
Currently, the division has no way of knowing exactly which employees have entered into the
DROP program and therefore cannot anticipate when those individuals will retire. As such,
Cleveland Division of Fire cannot accurately and adequately plan for hiring and training new
staff, and could be severely short staffed if recruitment and retention do not correlate with
attrition. The following chart illustrates the varying number of Cleveland Division of Fire
employees who entered DROP from 2003 and June 2008, indicating the widely varying
potential annual impact on Division staffing.
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Cleveland Division of Fire
Annual DROP Program Entrants
63
52
43
22
21
10

2003

2004

2005

2006

2007

2008*

*2008 data as of June

It is recommended that the City collaborate with other Ohio local governments to seek to
amend state law to provide sufficient information to allow municipalities to effectively plan for
adequate public safety staffing by providing greater transparency about the number and timing
of employees retiring through DROP.
FR05.

Enhanced Coordination and Collaboration with EMS
FY2010 Impact: NA
Five-year impact: NA
Cleveland is the only local jurisdiction with separate Fire and EMS divisions. There are several
opportunities for these Divisions to increase efficiencies through collaboration and better
coordination. Currently, both divisions have personnel assigned to transport duties. The
Division of Fire personnel assigned to transport are also specialized rescuers trained to save
people from extraordinary circumstances such as vehicle entrapments and water related
accidents. These rescue squads only transport when EMS is unable to do so. In some
instances, Fire rescue squads arrive to transport an individual only to find that EMS personnel
are also there to transport the same person. Division officials attribute this lack of coordination
to issues with the City’s dispatch system. Consolidating City dispatch operations (see initiative
PS01 in the Public Safety Administration chapter of this report) will help to eliminate some of
the duplications in service between the two divisions.
Issues with service duplication between Cleveland’s Fire and EMS divisions can be further
reduced by co-locating EMS units into existing and new fire stations. EMS units are already
located in seven fire stations (4, 6, 10, 11, 30, 31 and 43).

FR06.

Reduce Officer to Firefighter Ratio
FY2010 Impact: NA

Five-year impact: NA

In 2004 the City of Cleveland laid off numerous firefighters and closed several companies, but
did not dismiss officers and supervisors. This created a high officer-to-firefighter ratio which
continues today. Adding to the high ratio is the recent Luke settlement, in which the
department was federally mandated to make some promotions.
Currently, the Division employs 280 higher ranking officers (including the chief, assistant chiefs,
battalion chiefs and lieutenants), and 606 firefighters, thus making the ratio of firefighters to
officers 2.2 to 1.0 (one officer for every 2.2 firefighters).
In an effort to reduce the officer-to-firefighter ratio and increase the span of control, Division
officials are keeping supervisory positions unfilled as they become vacant through attrition.
The Division also does not plan to backfill those positions that were filled as a result of the Luke
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Settlement once those positions are vacated. In addition, the Division is discussing the high
ratio with union officials in an effort to reduce some of the supervisory positions through
arbitration. In the meantime, the City should manage supervisor vacancies and promotions
with the goal of reducing the ratio.

FR07.

False Alarms Fees
FY2010 Impact: $267,000

Five-year impact: $1.3 million

The National Fire Prevention Association estimates that 36 percent of all fire alarms in the
United States are false. Between 2005 and 2008 the City of Cleveland responded to almost
24,000 false alarms. Of this four year total, 90.6 percent (21,621) were either malicious,
system malfunctions or unintentional. The remaining 9.4 percent were for bomb scares, false
carbon monoxide detector indications or other errors.

Total False Alarms

Cleveland False Alarms, 2005-2008
2005
2006
2007
2008
Total
5,876
5,741
6,179
6,076
23,872

Malicious
System Malfunctions
Unintentional
All Others

1,014
345
3,965
552

779
203
4,155
604

940
77
4,564
598

574
91
4,914
497

3,307
716
17,598
2,251

% of Total
100.0%
13.9%
3.0%
73.7%
9.4%

According to the Fire Alarm Reduction Association, false alarms cost fire departments valuable
resources and firefighter hours, including:
•

Personnel: the cost of call-takers and dispatchers, and training associated support
personnel

•

Administrative: costs associated with computer hardware, software, office space and
equipment for false alarm management, including notifications and billing

•

Diversion from genuine emergencies: resources directed away from actual fires,
emergencies or other departmental obligations. Responding to 911 calls takes longer,
thereby increasing the risk of injury to firefighters and residents

Many cities have recently implemented or increased false alarm fees to increase safety and to
generate revenue to cover the cost of false alarm responses. These fees are typically based
on a fraction of total expenditures, but can also be tied directly to the cost of service. The City
of Cleveland currently has a false alarm policy for commercial properties but not for single
family residences. Fees for commercial properties are shown below:
Number of Unnecessary
Alarms (Per Calendar Year)
One, Two or Three
Four
Five
Six or more
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$100.00
$130.00
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While many jurisdictions choose to implement this tiered system of billing, some choose a flat
billing schedule. Based on 2004 to 2008 data, Cleveland averaged 5,968 false alarms. As of
July 2009, the annual false alarm total was 2,873. Based on these figures, the Fire Division will
respond to 5,345 false alarms in 2009.
If the City of Cleveland were to adopt a flat rate fee of at least $50 for each false alarm
beginning with the first occurrence, the potential revenue for FY2010 would be $267,250 (5,345
x $50) and $1,336,250 over five years. This amount would be offset by the minimal revenue
the City currently receives from commercial properties with more than three false alarms per
year.
Fiscal Impact
Fiscal Impact

FY2010
$267,200

FY2011
$267,200
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FY2012
$267,200

FY2013
$267,200

FY2014
$267,200

Total
$1,336,000
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Overview
The Emergency Medical Services (EMS) Division is responsible for providing pre-hospital and patient
care for city residents and visitors. The Division provides 95 percent of emergency medical transports in
the City of Cleveland. The Division is divided into five program areas:


Administration: Coordinates and oversees all aspects of EMS administrative activities including
fiscal monitoring, employee personnel records, patient care records, and billing.



Advanced Life Support/Operations: Provide basic and advanced life support to patients at
emergency scenes, transport patients to appropriate medical facilities and prepare for and
respond to domestic terrorism activities.



Communications: Prioritize, respond to and direct all emergency calls for the EMS and Fire
Divisions, maintain accurate communication logs and recordings and provide emergency
dispatch training and continuing education for EMS communications staff.



Employee Development: Plan, direct, and coordinate all educational activities for EMS
including cadet training, certification, recertification, paramedic certification and continuing
education.



Public Education: Provide educational activities for the general public including training in firstaid, CPR, AED and 911; promote health and wellness education and provide health screenings.

Historic Employee Count
Positions by Program
Program
Administration
Advanced Life Support
Communications
Employee Development
Public Education
Total

2007
Actual
3
253
25
0
0
281

2008
Estimate
5
228
23
0
0
256

2009
Budgeted
5
244
25
0
0
274

Budgeted Positions by Classification
Position
Commissioner
Junior Personnel Assistant
Administrative Manager
Administrative Officer
Analyst, Systems
Dispatcher, Emergency Medical
Supervisor, Emergency Medical Technician
Technician, Emergency Medical
Trainee
Total
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2007
Budgeted
1
1
1
0
0
38
20
235
10
306

2008
Budgeted
1
1
1
1
1
38
22
231
10
281

2009
Budgeted
1
1
1
1
0
38
22
196
14
274
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Facilities
EMS has a total of twenty-one units. All units (except for EMS headquarters) are located within other
public safety and public health buildings, including hospitals, police precincts, and fire stations. Seventyone percent of the units operate on 12-hour shifts while the other 29 percent operate on 10-hour shifts.
All 12-hour units operate twenty-four hours per day while 10-hour units operate between 7:00 a.m. and
3:00 p.m. Units 7 and 6 operate out of the same facility (MetroHealth Medical Center), with Unit 6 on a
10 hour shift and Unit 7 on a 12 hour shift. The same is true for Units 10 and 15 (which operate out of
Fire Station 10) where Unit 10 has a 12 hour shift and Unit 15 has a 10 hour shift.
Unit #
1
2
3
4*
5
6*
7
8
9
10
11*
12*
13
14
15*
16
17
18
19
20*
21

Location
Fairview/Westpark Center
First District Police Station
St. Augustine Manor
Fire Station 43
Fire Station 4
MetroHealth Medical Center
MetroHealth Medical Center
MetroHealth South Campus
St. Vincent Charity Hospital
Fire Station #10
Charles Carr Center
Dr. J. Lopez Building
Fire Station #11
Fire Station #30
Fire Station #10
St. Luke's Medical Center
Fourth District Police Station
Euclid Hospital
Fire Station #31
EMS Headquarters
Fire Station 36

Address
15531 Lorain Ave
3895 West 130th Street
7911 Detroit Avenue
4525 Rocky River Road
3136 Lorain Avenue
2500 MetroHealth Dr.
2501 MetroHealth Dr.
4229 Pearl Rd.
2351 East 22nd Street
1935 East 101st Street
5601 Carnegie Avenue
5158 Broadway Avenue
7621 Broadway Avenue
10225 St. Clair Avenue
1935 East 101st Street
11202 Shaker Blvd. Suite 128
9333 Kinsman Road
18901 Lakeshore Blvd.
879 East 152nd Street
1701 Lakeside Avenue
17211 Harvard Avenue

*10-hour units

Budget data
Historical expenditures – Division of Emergency Medical Services
2007
Actual

Salaries
Benefits
Training & Professional Dues
Utilities
Contractual Services
Materials and Supplies
Maintenance
Claims, Refunds, Misc.
Inter-Departmental Charges
Total

$14,663,826
$5,851,569
$7,013
$21,428
$29,735
$603,027
$159,373
$1,116
$1,358,767
$22,695,854
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2008
Estimate

$15,419,064
$5,762,795
$21,386
$15,115
$51,511
$611,588
$64,741
$1,434
$1,718,168
$23,665,802

2009
Budget

$14,184,564
$6,830,492
$18,500
$12,844
$48,000
704,800
$77,000
$2,000
$1,553,038
$23,431,238

Growth
%

-3.3%
16.7%
163.8%
-40.1%
61.4%
16.9%
-51.7%
79.2%
14.3%
3.2%
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Between 2007 and 2009, the budgeted number of employees decreased by 30, (from 306 to 276)
resulting in a decrease in the Division’s budget for salaries. At the same time, health premiums
increased, generating growth in the benefits budget. Costs for training and professional dues saw the
largest increase during this period, a result of equipment purchases for the paramedic training program.
The growth in contractual services resulted from post accident drug and alcohol testing for paramedics
involved in accidents. Medical materials and supplies expenditures increased as a result of the purchase
of new medical equipment (recommended by the Physicians Advisory Board), medications and safety
equipment mandated by the federal government, and current labor agreements.
EMS earns revenue from expenditure recoveries, sales and charges for service, and other miscellaneous
sources (including personal use of city phones, commuter vehicles and witness fees). Sales and charges
for service are by far the greatest category, making up nearly 99 percent of all divisional revenue.
Between 2007 and 2009, EMS collected an average of $11.9 million in annual revenues. This
represented 51.5 percent of the Division’s total budget for the same time period. Between 2007 and
2008, revenues grew by approximately $700,000 as a result of improved oversight and communication
with the Division of Assessments and Licenses.
Cleveland EMS Revenues ($000)
FY2007 Actual
$11,400

FY2008 Estimated
$12,100

FY2009 Budget
$12,000

Progress and Future Challenges
Recent Success/Progress
Cleveland EMS is currently the only regional EMS service provider to offer clinical time as part of its
training curriculum. In addition, the Division is nationally recognized for its Quality Assurance program.
EMS works in partnership with several City and outside agencies to provide services. In collaboration
with the Department of Aging, the Division provides senior training, health screenings and wellness calls
to the elderly. Division officials estimate that the staff reaches 20,000 to 30,000 people per year with
such initiatives. Internally, they also works with other divisions within the Department of Public Safety to
providing training and mutual response and are responsible for providing CPR training to all new city
employees. Externally, the Division provides EMT training to the Cleveland Metropolitan School District.
In the last eighteen months, EMS began using a new system which allows connectivity between
computer-aided dispatch (CAD), automatic vehicle locators and computerized patient care reports. Prior
to the implementation of this system, dispatchers would have to send out an “all call” to the ambulance
units in order to determine their exact location and proximity to a reported incident. The new system has
helped the Division become more efficient and reduce overall response times by over one minute (from
9:05 minutes to just under 8:00 minutes).
Key Challenges
Although the updated CAD system has helped the Division become more efficient, it currently cannot be
used to its full capacity. The corresponding mapping system is not up to date with the rest of the
technology, and as a result does not correspond with the computer interface in EMS ambulances. When
fully-operational, the mapping system should be able to give paramedics detailed directions on how to get
from one location to another, outline road and bridge closures and give alternative routes, and give stepby-step directions.
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Emergency Medical Services (EMS) Division
Areas for Focus
There are several opportunities for EMS to generate additional revenue and become more efficient and
self-sustaining. These opportunities include a potential service agreement with the neighboring
jurisdiction of Bratenahl, increasing fees for events and services, requiring training reimbursement from
employees who stay less than five years and standardizing employee work schedules.

Initiatives
EM01.

Recoup Cost for Service to Bratenahl
FY2010 Impact: $25,000

Five-year impact: $125,000

The EMS and Fire Divisions both respond to calls for service in the City of Bratenahl, a
jurisdiction surrounded by Cleveland. Fire is reimbursed $350,000 annually for these services,
but there is no similar payment for EMS. Legislation to provide EMS services to Bratenahl at a
cost has been developed, but not submitted to City Council.
Cleveland EMS responded to an average of 78.5 calls for service in Bratenahl from 2005
through 2009. In the first half of 2009, the number of calls was 39.
Cleveland EMS Response to Bratenahl, 2005-2009
2005
86

2006
62

2007
94

2008
72

2009
39*

*As of June 2009

Although the City is able to charge patients for transport and BLS services, directly charging
the City of Bratenahl for EMS services can help to recoup EMS expenses related to travel,
vehicle maintenance, staffing and other costs not captured by the direct fee for service. Based
on Bratenahl’s proportion of all City EMS dispatches, such an agreement could result in
revenues of $25,000 per year for the City and $125,000 over five years.
Fiscal Impact
Fiscal Impact

EM02.

FY2010
$25,000

FY2011
$25,000

FY2012
$25,000

FY2013
$25,000

FY2014
$25,000

Total
$125,000

Require Training Reimbursement for Employees Staying Less than 5 Years
FY2010 Impact: $ 61,200
Five-year impact: $306,000
Cleveland EMS spends approximately $15,300 to train each new employee. The Division has
indicated that most of its attrition results from employees who are with the Division five years or
less. EMS officials have drafted an Employee Retention Agreement which includes a provision
for the City to be reimbursed for all or part of training costs when employees leave before
completing two years of service or are dismissed for cause.
The table below illustrates the number of employees with five years of service or less who have
voluntarily left the Division over the past five years. Based on this information, Cleveland EMS
lost an average of 21.5 such employees between 2005 and 2008, including an average of
twelve regular employees (current economic conditions may be responsible for the lower figure
so far in 2009).
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Emergency Medical Services (EMS) Division
Year
2009*
2008
2007
2006
2005
TOTAL
4 year average**

Regular Employees
1
18
19
8
3
49
12.0

Trainees
0
12
10
8
8
38
9.5

Total
1
30
29
16
11
87
21.5

* As of June 2009
**Average over the period 2005 - 2008

The City should consider requiring repayment of training costs from individuals who vacate
their positions prior to completing five years of service. While the goal is to encourage trained
employees to stay with the City, the initiative will generate some funds to offset lost training
expenditures.
Assuming that the focus should be on regular employees, that their departure dates are evenly
spread across the five years, that fewer employees will leave if repayment is required, and that
the City will be able to collect in 75 percent of cases at the recent average, the City should be
able to recoup the equivalent training cost of approximately four employees per year. The
number might increase if a separate reimbursement is appropriate for certain trainees.
Fiscal Impact
Fiscal Impact

EM03.

FY2010
$61,200

FY2011
$61,200

Increase EMS Fees
FY2010 Impact: TBD

FY2012
$61,200

FY2013
$61,200

FY2014
$61,200

Total
$306,000

Five-year impact: TBD

Fees for EMS transport are set by City Council ordinance. The current fee schedule is fixed
and has been in place since 2002 while the cost of medical care nationally has grown by over
4.0 percent per year during this time. In addition to these fixed amounts per transport,
Cleveland EMS also charges a mileage fee of $4.00 per mile. The mileage is calculated from
the point where the transport is picked up to the point where they are delivered to receive
medical care. Between 2003 and 2008, Cleveland EMS averaged 24,612.6 transports for BLS,
35,049.4 ALS-1 transports and 100.8 ALS-2 transports annually. The Division also billed for an
average of 201,832 miles.
When compared to other similarly sized cities, Cleveland EMS rates are low. The following
table illustrates rates for comparable cities:
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City
Baltimore
Chicago
Cincinnati
Columbus
Dayton
DC
New Orleans
Pittsburgh
Average
Cleveland
Difference

BLS
$350.00
$650.00
$475.00
$561.00
$430.00
$268.00
unknown
$500.00
$480.67
$350.00
$130.67

ALS - 1
$410.00
$750.00
$675.00
$727.00
$740.00
$471.00
$515.00
$650.00
$646.86
$450.00
$196.86

ALS - 2
$410.00
$925.00
$675.00
$965.00
$890.00
$471.00
$746.00
$700.00
$767.43
$500.00
$267.43

Mileage
unknown
$13.00
$12.00
$11.56
$10.00
$6.55
$20.00
$10.00
$11.87
$4.00
$7.87

On average, Cleveland EMS charges $130.67 less than comparable cities for BLS service and
$196.86 and $267.43 less for ALS-1 and ALS-2 service, respectively. The difference in the
mileage rate is $7.87, with Cleveland charging less than half of the average of other cities. The
gap between the City’s rates and those charged elsewhere indicate that the City should review
its rates to ensure that they cover the full cost of service. The consultant team did not receive
sufficient information to calculate the potential benefit of this change, but given the number of
runs and the relatively low Cleveland rates, the figure would be significant.
Fiscal Impact
Fiscal Impact
EM04.

FY2010
TBD

FY2011
TBD

Outsource EMS Billing
FY2010 Impact: $352,000

FY2012
TBD

FY2013
TBD

FY2014
TBD

Total
TBD

Five-year impact: $1.8 million

A recent audit conducted by the State of Ohio identified areas for improvement related to
Cleveland EMS billing, including capturing full fees. For example, the average industry
standard for ALS-2 billing is 5 percent recovery; before the audit, Cleveland EMS billing for
ALS-2 was between 1 percent and 2 percent. Division officials are working with the Division of
Assessments and Licenses to improve ALS-1 and ALS-2 billing, in particular increasing the
focus on analyzing the charges related to each transport.
Many governments have successfully outsourced EMS billing to gain advantages in electronic
processing, improve proper charging and verification, and spread the costs of maintaining
technical expertise on federal, state and private sector billing and charging practices as well as
ensuring that correct billing codes are being used and charges for service are thoroughly
verified. In fact, seven out of eight of the comparable cities surveyed for initiative EM03
(above) used an outside agency (including Med 3000, AccuMed, and QuickMed) to bill for EMS
charges.
Savings from outsourcing would be generated by the elimination of direct and indirect costs,
improved collections and more accurate billing, net of any contract costs. Other cities have
seen sustained revenue increases of more than 10 percent, an amount that would be over $1.0
million annually for Cleveland.
To be conservative, the fiscal impact of this initiative is
estimated as the City’s current salary and benefit costs for EMS collections.
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Fiscal Impact
Fiscal Impact
EM05.

FY2010
$352,000

FY2011
$352,000

FY2012
$352,000

Increase Fees for Serving Events
FY2010 Impact: $28,100

FY2013
$352,000

FY2014
$352,000

Total
$1,760,000

Five-year impact: $140,500

Cleveland EMS currently covers approximately 60 public events per year, providing two
paramedics and one ambulance. While private companies charge between $140 and $150 per
hour to cover other events within the City to provide the same amount of staff and equipment,
Cleveland EMS charges $75 per hour. The Division should consider raising their rates to better
cover the cost of service. In 2008, Cleveland EMS covered a total of 60 events and received
$52,464. At $75 per hour, this means a total of 699.5 hours of service were provided at an
average of 11.7 hours per event The Division has covered the same number of events in 2009
with revenue of $34,208,1 bringing the total hours worked to 461.1 at an average of 7.6 hours
per event.
If the City’s rates were increased to $125 per hour and the number of events remained
constant at 60, the Division could realize between $37,402 and $18,786 annually in additional
revenue. Assuming the mid-point, this initiative could generate $28,100 per year.
Fiscal Impact
Fiscal Impact

FY2010
$28,100

FY2011
$28,100

FY2012
$28,100

FY2013
$28,100

FY2014
$28,100

Total
$140,500

In addition, event organizers for many events where paramedics are required opt to use private
EMS companies rather than Cleveland EMS. Currently, Cleveland EMS covers small
community events and festivals between spring and fall. The City might conduct a cost-benefit
analysis to determine whether additional net revenue is achievable by covering more events
held within the city (such as sporting events and other events now covered by private
companies) given the City’s salary and benefit structure and work schedule.
EM06.

Standardize Schedules of EMS Crew Chiefs and Staff
FY2010 Impact: NA
Five-year impact: NA
Cleveland EMS has two separate groups of supervisors/crew chiefs. One group is represented
by the bargaining unit while the other group is not represented. Union supervisors work eight
hour shifts while non-union supervisors work eight, 10, or 12 hour shifts. The two groups
receive the same rate of pay, although the non-union supervisors manage the union
supervisors. The Division is currently negotiating with the Supervisor’s Union to bring some
uniformity to the two groups.

1

Higher revenue in 2008 was related to the X-Games
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Division of Correction
Overview
he Division of Correction is a unit of the Department of Public Safety charged with the responsibility for
security and the booking, care, custody and board of persons arrested and those committed to its care by
the courts. Limited rehabilitation programs are provided for select residents. Features of these programs
include vocational training, community work detail programs, GED training, drug and alcohol rehabilitation
programs and court-sponsored work release programs.
The day-to-day operations of the Division of Correction are largely dependent on other components of the
criminal justice system – as a result of arrest activity, charging decisions, the arrest-to-arraignment
process, the courts’ ability to dispose of cases in a timely manner, and sentencing decisions.
.Historic Employee Count

Full –Time Employees
Part – Time Employees

2007
Actual

2008
Estimate

2009
Budgeted

87
0

179
2

202
3

From 2007 to 2008, staffing for the Division of Correction more than doubled as a result of the
consolidation of the House of Correction (formerly part of the Health Department) and the Central Prison
Unit (formerly part of the Police Division).
Out of 202 budgeted full time staff positions, 157 are correction officers, 12 are correction supervisors
and 9 are corporals. As of August 1, 2009, the Division had two full time and three part time vacancies –
Full Time (FT) Mechanical Handyman, FT Storekeeper, Part Time (PT) Clerk, PT Storekeeper, PT Cook.
The Division is working to fill all of these positions. According to Division officials, these vacancies have
resulted in overtime costs.
Facilities
Initial intake and booking occurs in the Central Prison Unit at Police headquarters. Once a case is bound
over for felony prosecution, the defendant is transferred to the County Jail. Individuals convicted of (or
awaiting trial on) misdemeanor charges are housed at the House of Correction, a City jail located
approximately twelve miles from downtown Cleveland.
Budget data
Historical expenditures – Division of Correction
2007
Actual

Salaries
Training & Professional Dues
Utilities
Contractual Services
Materials and Supplies
Maintenance
Claims, Refunds, Misc.
Inter-Departmental Charges

$4,101,055
$1,538,505
$3,881
$192,960
$434,546
$675,031
$47,171
$122,619

Total

$7,135,768

Employee Benefits
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2008
Estimate

$8,592,584
$3,219,308
$1,804
$206,295
$1,676,934
$1,062,978
$7,155
$235
$195,158
$14,962,45
1

2009
Budget

$8,470,347
$3,826,082
$3,800
$195,717
$1,677,402
$1,030,750
$36,765
$185,456
$15,426,31
9

Growth %
106.5
148.7
-2.1
-89.9
286.0
52.7
-22.1
51.2

116.2
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Division of Correction
The increase in spending – 2007 Actual to 2009 Budget – was largely driven in the increase in personnel
related costs resulting from the consolidation of the House of Correction and the CPU. Health care and
food costs also increased significantly, accounting for virtually all of the increase in contractual service
and material and supplies costs.

Progress and Future Challenges
Recent Success/Progress


The consolidation of the Central Prison Unit (central booking facility under the Police Division)
and House of Correction (holds convicted misdemeanants and had formerly been part of the
Health Department) has eliminated the use of holding cells at the police district level, and allowed
the City to bring all of its correction functions into a single division.



Total jail days where City beds were occupied by prisoners awaiting transfer to the County Jail
has declined from 8,478 in 2008 to 2,256 in the first half of 2009. In part, this may be due to
reductions in the County jail system’s average daily population.



A new computer system was in the process of being implemented in August 2009. The new
system should provide the division with more information that can be used for planning and more
efficient management of division resources.



The House of Correction now has a fully functional video link to the court system. Use of
videoconferencing will avoid costs related to inmate transportation. Thus far, the courts have
made limited use of the system.



CPU is no longer under active investigation by U.S. Department of Justice for issues related to
conditions of confinement. The investigation did not result in any fines or penalties against the
City.

Key Challenges


Between 2007 and 2008, the average daily population (ADP) at the two City facilities increased
from 254 to 406 inmates. ADP nearly doubled at the Central Prison Unit (rising from 104 to 206)
and increased by one-third at the House of Correction (growing from 150 to 200 inmates). As a
result, in 2008, the CPU exceeded its capacity.



In 2009, year-to-date ADP has declined due to a series of measures to increase the diversion of
arrestees from incarceration and reduce admissions, including an effort to issue summonses
rather than execute arrests. Now that prison population is being reduced, however, cost per
inmate has risen significantly – if ADP remains at the current level, cost per bed (total budget/bed
days) would be $127.

Average Daily Population
250
200
150

Central Prison Unit

100

House of Correction

5
0
2006

200

200
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Corrections overtime spending reached $2.1 million in 2008. While overtime is on track to
decline in 2009 (with just over $775,000 in overtime costs through July), sick leave us is now
increasing – up from 21,356 hours in all of 2008 to 15,839 in the first six months of 2009. The
Division is now closely monitoring the use of sick leave to prevent abuse.



The City Jail regularly houses inmates who are County ready. In 2008, the City billed the County
for 2,514 County inmates. Through July 2009, the City had billed the County for another 740
inmates. Correction officials report that there is no written, formal agreement between the City
and the County, but that the City bills the County at a rate of approximately $90 per inmate per
day.



The House of Correction is in fair physical condition. One pod (approximately 35 beds) is out of
use and there are occasional electrical and air conditioning outages.



The Correction Division lacks data that it needs to more effectively manage resources. For
example, the Division is currently unable to easily report on offenders by top charge or conviction.
As a result, it is difficult to determine which types of diversion programs would be most effective
in reducing population. Basic personnel data is also lacking; for example, the Division does not
have historical data on employee sick leave use.

Areas for Focus


It is the goal of the Department of Public Safety to relinquish all jail duties and responsibilities to
the Cuyahoga County Sheriff and relieve the City of the financial costs and staffing challenges
associated with booking and housing prisoners. The City recognizes that having its own
correctional infrastructure duplicates services offered by the County Jail. According to the August
2009 update of the City’s Future of Public Safety report, “Funding challenges for the Sheriff and
the County remain an obstacle.”



With the reduction in population in both the City Jail and the House of Correction, there has not
been a commensurate reduction in staffing. As a result, costs per inmate have increased
significantly. While there are no national comparables on per inmate per day jail costs, the
Division is now well above the cost of other systems in Ohio. For example, a 2007 study of
Hamilton County jail reported a daily inmate cost of $57.37 and the most recent data for the
Corrections Commission of Northwest Ohio indicates a daily cost of $67.77.



There may be opportunities for more strategic contracting for services, including a consolidation
of health care contracts and staff and a re-examination of the potential benefits of contracting for
food services.

Initiatives
This chapter proposes a variety of potential initiatives for the House of Corrections, providing different
options for reducing costs at the existing facilities and for achieving savings by exiting the provision of
correction services. Most could be implemented simultaneously; in some cases savings would be
additive, exponential, or overlapping. It is recommended that the City consider the full list of options
provided and develop a strategic plan to move out of corrections, implementing as many initiatives as
possible to achieve savings in the interim.
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HC01.

Consolidation with County Jail
FY2010 Impact: $0

Five-year impact: $61.6 million

Implementation of the City’s Future of Public Safety report recommendation to consolidate the
City jail and House of Correction with the County Jail should be a high priority for City officials.
The County Sheriff should assume full responsibility for booking and housing prisoners, as is
the practice in Columbus and Cincinnati. To the extent that capacity in the County Jail is an
issue, the City should consider leasing its existing jail facilities to the County – alleviating the
need for the County to create additional space. While consolidation would eliminate the cost of
the Division of Correction to the City, the actual cost to the County may be less than what the
City is currently paying. In addition to efficiencies resulting from consolidation that would
accrue to the County, the current per inmate per day cost to the County appears to be
1
significantly less than it is for the City.
While in the current environment the transfer of all jail functions to the County may seem
daunting, other governments have been successful in doing so. In the last several decades,
Springfield, Missouri, Wichita, Kansas, and Oklahoma City, Oklahoma have all exited jail
operations. Indianapolis, Indiana, part of unitary city/county government, closed its jail earlier
this decade and operates only a center for processing arrests.
The City of Kansas City, Missouri is recently eliminated its municipal jail operations and
transferred correction responsibility to Jackson County, Missouri. In February 2009, Kansas
City developed a memorandum of understanding to with Jackson County to consolidate
corrections operations. As part of a final agreement reached in April 2009, the City agreed to
pay Jackson County:




$1.4 million to rehabilitate a portion of the County Detention Center;
$600,000 to cover security technology;
$57 per day to house 150 City inmates (approximately $3.1 million annually)

The Jackson County Detention Center was renovated in two months and the Regional
Correctional Center was opened on July 31, 2009. Kansas City officials estimate the
consolidation will save the city approximately $1 million annually and $5 million in the current
fiscal year by avoiding facility upgrades at the now-closed Municipal Correctional Institute.
Kansas City and Jackson County officials hope to reach similar agreements with other
municipalities in the region and to eventually build a new regional facility. In the event that a
consolidation with the County Jail alone is impractical, the City could examine the potential for
creating such a regional jail system with other nearby local jurisdictions that have their own
correctional facilities. For example, the Corrections Commission of Northwest Ohio was
formed in 1987 and operates a regional jail that serves the City of Toledo, Lucas County,
Defiance County, Williams County, Fulton County and Henry County. The total budget for the
CCNWO Regional Jail is $15.8 million for a 638 bed facility.
Fiscal Impact
Fiscal Impact

FY2010
$0

FY2011
$15,400,000

FY2012
$15,400,000

FY2013
$15,400,000

FY2014
$15,400,000

Total
$61,600,000

1

The County Sheriff’s 2009 annual budget is $75.4 million – including the operations of the County jail system and
other unrelated costs. With an ADP of 1,969, even if all of the funding for the Sheriff were for the jail the cost per day
per inmate for the County system would be $104.96.
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HC02.

Reduce Personnel-Related Cost Per Inmate
FY2010 Impact: $404,170

Five-year impact: $5.921 million

The current ratio of inmates to correction officers and corporals in Cleveland is two inmates for
every one staff member. By comparison, a 2007 study by Hamilton County, Ohio found that
the national average ratio of inmates to correction officers was 4.30 to 1: in the northeastern
United States the ratio was lower, 2.10 to 1; and in Hamilton County, the ratio was 5.42 to 1.2
Eliminating the nine corporal positions in the Cleveland House of Correction would result in a
City inmate-to-staff ratio equal to the average for the northeastern United States. It is unclear
how the duties and responsibilities of the corporal position are considerably different from
correction officers; corporal pay, based on salary scale midpoint, is approximately four percent
higher than for correction officers. The City would have to eliminate 90 correction officer and
corporal positions to reach the national staffing ratio.
The proposed initiative would eliminate the corporal positions in FY 2010 and gradually reduce
other staffing over the next four years to a midpoint between the national staffing ratio and the
current staffing ratio in Cleveland: in other words, the initiative anticipates a total correction
3
officer and corporal reduction of 45 positions.
Fiscal Impact
Fiscal Impact

HC03.

FY2010
$404,170

FY2011
$794,230

Re-evaluate Cost of Food Service
FY2010 Impact: $438,650

FY2012
$1,184,290

FY2013
$1,574,350

FY2014
$1,964,400

Total
$5,921,440

Five-year impact: $2.193 million

Prior to consolidation, food for the House of Correction was prepared by an in-house staff and
food for the Central Prison Unit was provided by a contracted vendor. The City terminated this
contract upon consolidation. Currently, food for the Jail is prepared by City staff at HOC and
transported daily to the Jail. Correction officials believe they achieved a savings through
termination of the contract. The City has currently budgeted $600,000 for food, employs three
full time staff at the House of Correction and transports food daily from the House of Correction
to the Central Prison Unit. It also rents space one mile from the House of Correction, where it
stores large quantities of food. Based on this information, the estimated full cost of the in4
house food service is $800,000 annually.
A managed competition process that seeks bids from outside vendors and compares them to
the full cost of current in-house provision of food may produce savings. Other local jails have
generally been able to contract for food services at a cost of $1 per meal per inmate. Based on
an estimated ADP of 330 and three meals per day, 365 days a year, the cost to the City would
be $361,350. Current labor agreements and the City’s living wage law may result in a
somewhat higher cost when contracting out, but still generate substantial savings.

2

See, http://www.hamiltoncountyohio.gov/administrator/bsi/jail/OpCost031607.pdf
Cost savings are based on midpoint hourly wages for correction officers and corporals, assuming a forty hour work
week and benefits equal to 45 percent of salary and wages: this is the ratio of benefits to salary and wages for the
division overall. Additional savings may also be possible through a reduction in supervisor positions as well.
4
This estimate is based on personnel costs of $20,000 for property rental, $120,500 for salary and benefits for the
three full time cooks, $600,000 for food and $60,000 for staff time and other costs related to transport of food.
3
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Fiscal Impact
Fiscal Impact

HC04.

FY2010
$438,650

FY2011
$438,650

FY2012
$438,650

FY2013
$438,650

FY2014
$438,650

Total
$2,193,250

Increase Revenue through Pay to Stay and Health Insurance Recapture
FY2010 Impact: $86,066
Five-year impact: $430,330
The City should work to ensure that inmates pay for some of the costs of their jail stay. The
division is interested in developing a program that seeks to tap existing inmate health insurance
to cover some jail health care costs. If the division could recover just one percent of the cost of
inmate health care each year, it would generate $15,000 in revenue.
In addition, the City should consider imposing a “pay to stay” fee on offenders in the House of
Correction. Under “pay to stay,” inmates are required to contribute to the cost of being housed
in a jail facility. Macomb County, Michigan developed one of the first “pay to stay” programs in
the nation. As of 2007, most offenders were charged approximately $20 per day – with work
release participants and weekenders billed at a higher rate. To implement this initiative,
Macomb Sheriff’s Department staff meets with offenders while they are incarcerated to set
payments and develop payment plans. There is no limit on the term of the payment plan;
monthly payments can be as low as $10. Efforts focus on those offenders with apparent
5
means – based on the amount of cash that they have on hand when being booked into the jail.
With an ADP of 1,397, Macomb County received $353,794 in pay-to-stay revenue in 2007.
Assuming net revenue of $300,000, Macomb County collected $0.59 per inmate day. In
Cleveland, that would result in $71,066 in annual net revenue.
This initiative assumes that the City implements pay to stay and also captures reimbursement
of at least one percent of inmate health care costs.
Fiscal Impact

Fiscal Impact

HC05.

FY2010
$86,066

FY2011
$86,066

Sick Leave Reduction
FY2010 Impact: $215,000

FY2012
$86,066

FY2013
$86,066

FY2014
$86,066

Total
$430,330

Five-year impact: $1.075 million

The increase in sick leave utilization by Division of Correction staff increases potential cost.
The degree to which sick leave use has increased as overtime use has declined points to the
possibility that the division is already overstaffed. The division is currently on track to exceed
the 2008 sick leave total by 10,000 hours – the equivalent of approximately five full time
correction officers. The division should continue to monitor sick leave use and ensure that
officers taking sick leave fully comply with all requirements related to proof of medical need for
use sick leave. This initiative would eliminate the projected 10,000 hour increase in 2009 in
time for the 2010 year and allow staff reductions.

5
Public Financial Management, “Macomb County, Michigan: User Fee Study for the Departments of Health, Planning
and Sheriff,” July 20, 2007.
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Fiscal Impact
Fiscal Impact

HC06.

FY2010
$215,000

FY2011
$215,000

FY2012
$215,000

FY2013
$215,000

FY2014
$215,000

Total
$1,075,000

Increase Revenue through Charges to Cuyahoga County
FY2010 Impact: $166,500
Five-year impact: $832,500
In the absence of a consolidated City-County jail system or a regional jail, the City should
negotiate a formal agreement with the County for payment of actual costs related to housing
County inmates. At present, division officials report billing the County $89.50 per day per
inmate. As noted, the actual cost per inmate per day is $127.00 per day. Based on year-todate figures, the County will likely use 4,500 days of City jail space this year. In addition to
increasing cost recovery, requiring the County to pay actual cost might also provide a context in
which the County can move forward with consolidation.
Fiscal Impact

Fiscal Impact

HC07.

FY2010
$166,500

FY2011
$166,500

FY2012
$166,500

Reduce Inmate Health Costs
FY2010 Impact: $150,000

FY2013
$166,500

FY2014
$166,500

Total
$832,500

Five-year impact: $750,000

The division currently provides health care to inmates in three different ways. The City has
contracts with two different health care providers (ProSearch and First Choice), pays
separately for the cost of inmate hospitalization, and has three budgeted positions for nurses
on staff.6 In addition, the division has a budget of $228,250 for pharmaceuticals. While exact
numbers are not available, it is reasonable to assume that the City is currently paying
approximately $1.5 million for the cost of inmate health care. Consolidation of the contracts –
and deciding whether to outsource health care or to provide an in-house staff – should result in
a minimum of ten percent in savings.
Fiscal Impact
Fiscal Impact

HC08.

FY2010
$150,000

FY2011
$150,000

FY2012
$150,000

Reduce Property Rental Costs
FY2010 Impact: $65,350

FY2013
$150,000

FY2014
$150,000

Total
$750,000

Five-year impact: $326,760

The Division rents space to store vehicles and for an off-site store room for food supplies.
Stored vehicles include lawn mowers and snow plows. Vehicles could be stored at the City’s
garage facilities, or an on-site storage facility could be constructed with a minimal capital
investment.
Fiscal Impact
Fiscal Impact

FY2010
$65,350

FY2011
$65,350

FY2012
$65,350

FY2013
$65,350

FY2014
$65,350

Total
$326,760

6
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HC09.

Regional Training of Correction Officers
FY2010 Impact: $21,500

Five-year impact: $107,500

The Division currently has a correction officer dedicated to providing training to other correction
officers. According to Division officials, non-City correction officers sometimes receive training
from the City and City correction officers sometimes receive training from other jails (e.g.
County). There is, at this time, no formal process for reimbursement.
In the absence of a consolidation of the County and City jails or creation of a regional jail, the
City may want to formalize a regional training partnership with the County and other
surrounding jurisdictions. This regional partnership could reduce the need for the division to
assign an FTE to training; there would still, however, be some expected contribution for the
partnership – either in funding or in staff time. The initiative assumes saving the equivalent of
wages and benefits for half of the time of a correction officer.
Fiscal Impact
Fiscal Impact

HC10.

FY2010
$21,500

FY2011
$21,500

Reduce Length of Stay
FY2010 Impact: NA

FY2012
$21,500

FY2013
$21,500

FY2014
$21,500

Total
$107,500

Five-year impact: NA

Jail population is the result of both the number of admissions and inmate length of stay. For
convicted inmates, length of stay is the result of the sentencing process. But for those inmates
who have not been sentenced, length of stay is driven by the time it takes to process cases.
For example, individuals arrested early during a weekend are likely to stay in CPU until they
can see a judge on Monday.
Expansion of weekend court, creation of night court and other initiatives to move toward early
case disposition could all reduce length of stay – thereby reducing ADP and creating the
potential for further staff reductions in the CPU. The division lacks data on length of stay that
would be useful in designing specific initiatives to reduce length of stay and assess the
potential cost savings. Over the course of the next year, the division should work with judges
and prosecutors to develop a reliable source of data and use it to drive case processing
improvement initiatives.

HC11.

Reduce Jail Admissions through Diversion, Alternatives to Incarceration and Discharge
Planning
FY2010 Impact: NA
Five-year impact: NA
Cleveland should work to build upon its existing programs to divert offenders from incarceration
and prevent recidivism in order to limit its jail population. As already noted, the program to
increase the number of summonses issued – reducing the number of arrests processed
through the criminal justice system – has been a major factor in reducing jail admissions in
2009.
Cleveland also has special courts, both for offenders with mental health issues and those with
substance abuse problems. In 2002, the Cuyahoga County Court of Common Pleas
implemented a mental health court initiative focused on defendants with a clinical diagnosis of
severe mental illness; the City and the Cleveland Municipal Court are partners in this effort.
The Greater Cleveland Drug Court was implemented by the Cleveland Municipal Court in 1998.
A 2006 study found that 35.2 percent of offenders who had been referred to Drug Court but
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declined to participate had been re-arrested; by comparison, the one-year re-arrest rate for
participants was 19.1 percent.
The number of participants in special court programs and other alternatives to incarceration is
limited by resources. For example, in its first ten years, 1,221 individuals have participated in
the Drug Court.
There is also a need for targeted alternative programs for non-violent offenses that appear to
be driving House of Correction admissions. While the House of Correction lacks an automated
means of tracking the top offense for inmates, its records suggest that a number of non-violent
offenses – driving with suspended license, solicitation, driving under the influence – are primary
drivers of the sentenced population.
Working with judges and prosecutors, the division should work to develop additional alternative
and diversion programs designed to further reduce the City jail population. As population
continues to decline, the City would be able to reduce staffing and other costs of incarceration
(e.g. health care and food services).
The City should also consider developing specific re-entry programs for long-term sentenced
offenders. Most inmates are at the House of Correction for less than a month; nationally, an
American Correctional Association study estimated that 20 percent of all jail inmates are in jail
for one month. For those inmates with longer sentences, a formal discharge planning process –
where division officials work to help connect inmates back to their community, support services
and employment – may assist in reducing recidivism. A 2006 paper by the Urban Institute
Justice Center found that “the case for jail based reentry programming is strong” and that such
7
programs were likely to reduce crime and “may have a small positive impact on spending.”
Because of the limited data on the type of offenses that result in incarceration, it is difficult to
estimate the potential cost savings that could result from diversion, alternatives to incarceration
and improved discharge planning. Moreover, savings would only be realized when population
decline results in a reduction in staffing and other costs related to CPU and House of
Correction operations. Assuming those costs could be fully recovered, though, a one percent
decline in the average daily population would save approximately $153,000 per year.8 It is
important to note that aggressive steps to reduce daily population will have a variety of other
positive effects on corrections costs.

7

John Roman and Aaron Chalfin, “Does It Pay to Invest in Reentry Programs for Jail Inmates? Urban Institute
Justice Policy Center, 2006.

8

This assumes a current ADP of 330 and a cost per day per inmate of $127.
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Division of Animal Control
Overview
The City Dog Pound is responsible for responding to all calls for services or complaints concerning all
dogs. The Division is committed to the reduction of the City’s stray animal population by providing pet
owners in Cleveland with spaying and neutering service for their dogs and cats at a nominal fee.
The activity of the Division (also known as the Division of Kennels) is dependent on the size of the stray
animal population. Between 2006 and 2008, impoundments declined by 5.7 percent. On the other hand,
calls for service increased by 13.1 percent from 2006 to 2008 – 12,195 calls for service per year or thirtythree calls daily.

Calls for Service/Impoundments
2008
Calls for Service
Impoundments

2007
2006
0

5000

10000

15000

Historic Employee Count
2007
Actual
14
1

Division
Full – Time
Part – Time

2008
Estimate
14
1

2009
Budgeted
14
4

Nine of the full time positions and two of the part time positions in the division are dog wardens/animal
control officers. As of August 1, 2009, the Division had two vacancies – one full-time Animal Control
Officer and one part-time Animal Control Officer.
Budget data
Historical expenditures – Division of Animal Control
2007
Actual

Salaries
Benefits
Training & Professional Dues
Utilities
Contractual Services
Materials and Supplies
Maintenance
Claims, Refunds, Misc.
Inter-Departmental Charges
Total
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$546,107
$251,164
$1,192
$40,341
$2,720
$44,500
$82,616
$968,640

2008
Estimate

$548,975
$250,808
$233
$42,769
$42,686
$99,808
$985,279

2009
Budget

$576,351
$249,399
$200
$38,727
$90,000
$46,516
$88,768
$1,040,561

Growth %
5.5
-0.7
-83.2
-4.0
3,208.8
4.5
7.4

7.4
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The increase in the Division’s budget – from 2007 Actual to 2009 Budget – has largely been driven by the
Division’s investment in a $90,000 spay and neuter initiative. The 2009 Budget projects $33,980 in
revenue, mostly from chargers for services.

Progress and Future Challenges
Recent Success/Progress


The City has entered into a contract with Animal Protective League to provide spay/neuter
services to reduce the stray cat population. Spay/neuter programs are the most effective longterm strategy for addressing this issue.

Key Challenges


The City of Cleveland is planning to build a new animal control facility (estimated cost of $5.0
million to $7.0 million) that will likely result in new staffing needs.



Animal Control has now assumed responsibility for barking dog calls that had formerly received
Police Department response. Police response was usually a low priority, and when a response
did occur it diverted uniformed patrol officers from other duties.



Between 2006 and 2008, the number of vicious dog charges filed in the City increased by 41.2
percent – from 359 to 507. Under City ordinance, vicious dogs are defined as those that have
caused an injury to a person, a serious injury to an animal, or are pit bulls.

Areas for Focus


Cuyahoga County has its own shelter operation and its own Dog Warden. Several other major
cities in Ohio – including Cincinnati, Toledo and Dayton – do not provide animal control services
or a shelter, and instead rely on County government. Under Ohio state law, the County is
charged with responsibility for most aspects of animal control.

Initiatives
AC01.

Consolidate City and County Animal Control
FY2010 Impact: $198,178

Five-year impact: $4.225 million

Under Chapter 955 of the Ohio Revised Code, county government has the responsibility to
impound and shelter stray dogs. Rather than building a new animal shelter, the City should
move quickly to phase out its animal control and shelter operations and transfer the
responsibility to Cuyahoga County. Even if the City does continue providing field services, it
should negotiate a formal agreement with the County whereby stray animals and other animals
impounded by the City are kept by the County. Notably, the Cuyahoga County animal shelter
was built within the last ten years and is located fifteen minutes from the current City shelter.
The proposed initiative assumes closing the City shelter in FY 2010 and eliminating City animal
control services beginning in 2011. If the City chose only to eliminate shelter services, annual
savings would be about $200,000, and remaining costs could be recouped by negotiating a
share of a County dog license fee (see next initiative). The initiative does not include the
avoided cost of not building a new City shelter.

Management & Efficiency Study – Cleveland, Ohio
Division of Animal Control
November 2009

Page 218

Division of Animal Control
Fiscal Impact
Fiscal Impact

AC02.

FY2010
$198,178

FY2011
$1,006,581

FY2012
$1,006,581

Negotiate a Share in County Licensing Fees
FY2010 Impact: $1,006,581

FY2013
$1,006,581

FY2014
$1,006,581

Total
$4,224,502

Five-year impact: $5.033 million

Under State law, the County – which has responsibility for licensing dogs – collects licensing
fees from dog owners. The County projects a total of $1.8 million in license and permit revenue
for its kennel operations in 2009. Currently, the City does not collect a separate license fee for
dogs within the City of Cleveland nor does it share in the revenues collected by Cuyahoga
County. As a result, fees paid by dog owners in Cleveland largely subsidize the County’s
animal control services outside of the city.
State law limits the dog license fee – currently $20 – to an amount necessary to fund the
operations of the County kennel. The County would be able to cover any costs related to
providing services currently provided by the City by increasing the dog license or registration
fee to roughly $30. The restructured licensing program could also offer a significant discount
for those owners who spay or neuter their dog. For example, in Chicago the annual cost of a
dog license is $50 – but only $5 for dogs that are spayed or neutered. In addition, the County
1
could incorporate the City’s effort to microchip all dogs or at least those dogs that are licensed.
This initiative assumes that the City would negotiate an increased dog license fee to cover the
full current cost of Animal Control operations. As described in initiative AC01, above, this
amount could be adjusted to cover actual costs if the City exited the shelter business.
Fiscal Impact
Fiscal Impact

FY2010
$1,006,581

FY2011
$1,006,581

FY2012
$1,006,581

FY2013
$1,006,581

FY2014
$1,006,581

Total
$5,032,905

1

The City requires all pit bulls to be microchipped and other dogs will be microchipped upon request and for a fee.
Currently, approximately 2,000 dogs in Cleveland are microchipped.
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Public Safety Administration
Overview
Public Safety Administration oversees the activities and functions of all City of Cleveland Public Safety
departments including the Divisions of Police, Fire, Emergency Medical Services, Kennel and
Corrections. As the governing arm of the Public Safety departments, the Division’s mission is to “oversee
all department activities, develop policies, plan, coordinate personnel administration, assure fiscal
responsibility and to act as a liaison between the various divisions of Public Safety and City Council.”
Public Safety Administration is divided into five sections:


General Administration: Develops policy and guidelines necessary to sustain all departmental
operations.



Medical Unit: Provides medical care to Public Safety employees.



Information Support Services: Provides technical assistance to all public safety divisions,
maintain and support the information technology needs of the department and provide technical
and logistical support to Police, Fire, and EMS CAD activities.



Office of Professional Standards: Investigate and resolve citizen complaints against public
safety departmental employees.



Police Review Board: Review completed investigations of all citizen complaints alleging police
misconduct, use of deadly force incidents and situations involving in-custody injury or death;
recommends disciplinary action to the police Chief; and determine if incidents have been properly
investigated.

Historic Employee Count
Positions by Program
Program
General Administration
Medical
Information Support Services
Office of Professional Standards
Police Review Board
Total

2007 Actual
FT
PT
20
3
12
1
1
5
37
5

2008 Estimate
FT
PT
18
3
11
1
1
5
34
5

2009 Actual
FT
PT
19
3
11
1
1
7
35
7

Budgeted Positions by Classification
Position Classification
Administrators & Officials
Office & Clerical
Professionals
Technician
Part-Time & Board Members
Grant Positions
Total
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2007
Budgeted
4
5
19
9
5
5
47

2008
Budgeted
4
5
19
7
5
5
45

2009
Budgeted
4
5
15
6
7
5
42
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Budget Data
Historical Expenditures – Public Safety Administration
2007
Actual

Salaries and Wages
Benefits
Training & Professional Dues
Contractual Services
Materials and Supplies
Maintenance
Inter-Departmental Charges
Total

2008
Estimate

2009
Budget

$1,847,105
$552,128
$1,924
$298,842
$39,707
$92,467
$275,395

$1,807,399
$562,633
$3,026
$31,753
$33,996
$571,334
$96,757

$1,746,720
$581,146
$3,400
$78,300
$22,850
$712,443
$139,600

$3,107,568

$3,106,898

$3,284,459

Growth %
-5.4%
5.3%
76.7%
-73.8%
-42.5%
670.5%
-49.3%
5.4%

Training and professional dues increased by 76.7 percent between 2007 actual and 2009 budget. This
increase was a result additional travel and training allocations for the Division’s information support
services section. In 2007, the Division had a charge for computer software that was incorrectly charged
to the contractual services budget. This charge was moved to the maintenance line budget in 2008
thereby decreasing the contractual services budget by 73.8 percent and increasing the maintenance
budget by 670.5 percent. Also adding to the increase in the maintenance budget was the fact that all of
the hardware and software maintenance for Department of Public Safety agencies was charged to the
Public Safety Administration budget in 2009.

Progress and Future Challenges
Progress:
The Public Safety Department for the City of Cleveland has been awarded several grants to assist with
department and division related activities and functions. Included among these grants are:


FY2008 COPS Technology Grant:
communications interoperability.



FY2009 Juvenile Accountability Block Grant (JABG): Supports the Youth Diversion Program
that offers an alternative to juvenile court actions for non-violent, first-time juvenile offenders.
Total grant funding received is $65,553.



FY2008 Urban Area Security Initiative (UASI): Provides $1.6 million in financial assistance to
address the unique planning, equipment, training, and exercise needs of large urban areas as it
related to planning for catastrophic events.



FY09 Gang Resistance Education and Training (GREAT): Provides $100,000 to support the
GREAT program in which police officers teach 4th and 7th grade students how to make positive
choices in their lives.

Provides

$888,535

to

support

regional

radio

Challenges:
One of the main challenges for the Department of Public Safety is increasing coordination between all
Public Safety Divisions, especially collaboration between Fire and EMS on co-training and the elimination
of duplicative services. There are also opportunities to provide more standardized service and increase
direct service by uniformed personnel by making changes in the Bureau of Communications.
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Initiatives
PS01.

Civilianize Bureau of Communications
FY2010 Impact: ($50,000)

Five-year impact: TBD

The Bureau of Communications (BOC) is currently made up of employees from the Divisions of
Fire, Police and EMS. There are 17 different job titles, eight separate unions, three separate
budgets, three separate command structures, three separate CAD systems and three different
work shifts for employees.
Personnel
There are a total of 31 employees from the Division of Fire assigned to the Bureau of
Communications and Fire Dispatch. These employees work either 8 or 10 hour shifts (between
7:00 a.m. and 5:00 p.m.) or 24 hour shifts (1 full day on and 2 consecutive days off).

Bureau of Communication
Fire Dispatch
TOTAL

Battalion
Chief
Captain
Lieutenant
8/10 Hour Strength
1
2
3
24 Hour Strength
3
13
1
5
16

Firefighter

TOTAL

1

7

8
9

24
31

All Division of Fire employees assigned to the Bureau of Communications are sworn personnel.
EMS employees assigned to the Bureau of Communications work three different eight hour
shifts. There are total of 37 EMS FTEs assigned to the Bureau and three different job titles,
including captain, crew chief, and EMD.
EMS Employees Assigned to BOC
Captain
3
Crew Chief
8
EMD
26
TOTAL
37
With a total of 112 employees, the Division of Police has the greatest number of personnel
assigned to the Bureau of Communications. The total number of sworn officers assigned to
BOC is nine, while the remaining 103 are civilian. Sworn staff includes the ranks of
commander, captain, lieutenant, sergeant, and patrol officer.
Police Employees Assigned to BOC
Sworn
Commander
Captain
Lieutenant
Sergeants
Patrol Officer
Subtotal
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1
1
1
5
1
9
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Police Employees Assigned to BOC
Civilian
Chief Dispatcher
5
Police Dispatcher
90
Bi-Lingual Comm.
1
Safety Telephone Operator
4
Telephone Operator
3
Subtotal
103
TOTAL
112
Operations
All calls to the call center are answered by Police operators. Calls are then triaged based on the
type of emergency. All requests for police services are entered directly into the CAD system.
Requests for EMS or Fire calls are transferred directly to EMS dispatchers who then dispatch fire
personnel if needed. As a result of this protocol callers can speak with numerous operators in a
single call, thus reducing response time and service levels, and increasing opportunities for error
and confusion.
Expenditures
Staffing expenditures for the BOC are $13.1 million annually. The personnel assigned to police
operations make up the majority of this $13.1 million with almost 60 percent of total expenditures.
Fire and EMS staff roughly split the remaining 40 percent of staff costs.
BOC Staffing Expenditures by Division
Unit

Budget

Police
Fire
EMS

$7,815,300
$2,733,400
$2,564,400

While Division officials from Fire, EMS and Police agree that there should be some effort made to
civilianize the Bureau of Communications in order to create a fully integrated and uniform call center,
there is some disagreement on how best to complete this task. The City of Cleveland will need to
conduct a full and comprehensive staffing analysis in order to determine the staffing needs,
expenditures and savings related to the BOC. The cost of the staffing analysis is estimated at
$50,000. It is likely that a shift to a coordinated, comprehensive 911 call center typical in best
practice cities will increase the number of uniformed personnel on the street in the short term and
ultimately reduce costs. However, sufficient information was not available to the consultant team to
quantify these savings.
Fiscal Impact
Fiscal Impact

FY2010
($50,000)

FY2011
TBD

Management & Efficiency Study – Cleveland, Ohio
Public Safety Administration
November 2009

FY2012
TBD

FY2013
TBD

FY2014
TBD

Total
TBD
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PS02.

Eliminate Public Safety Medical Unit
FY2010 Impact: $231,000

Five-year impact: $1.2 million

The Medical Unit for the Department of Public Safety oversees medical documentation and
coordination for all City of Cleveland public safety employees including the divisions of police, fire,
corrections, EMS, and animal control. This unit employs a doctor, two nurses, and three civilians at
an annual cost of $231,000 per year. A fire captain, firefighter, and police sergeant assigned to the
unit. The general responsibilities for the unit are as follows:








Provide medical clearance for employees out of work for more than three consecutive days
Make recommendations for employees who wish to extend their absence under the
“hazardous duty” clause of the police contracts
Overseeing FMLA claims for Division of Fire personnel
Review documentation and recommendations from outside doctors and primary care
physicians
Maintain employee medical records
Monitor the progress of employees who are in substance abuse programs
Provide physicals to all police and fire applicants

While many of these responsibilities are not unique to other public safety departments, the presence
of an internal medical unit is. Many of the issues handled by Cleveland’s Public Safety Unit are most
commonly handled by the Human Resources department of a municipality. In addition, Cleveland
has a Worker’s Compensation Division that can carry out some of the unit’s tasks. By eliminating
the costs associated with the Medical Unit, the City would save $231,000 in FY 2010 and $1.2
million over the next five years.
Fiscal Impact
Fiscal Impact

FY2010
$231,000

FY2011
$231,000
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FY2012
$231,000

FY2013
$231,000

FY2014
$231,000

Total
$1,155,000

Page 225

Page 226

D. Department of Finance

Page 227

Page 228

Department of Finance
Overview
Financial management of the City is the responsibility of the Department of Finance (Finance). Finance is
organized into 12 divisions. Those divisions include:


The Division of Financial Reporting and Control is responsible for the centralized accounting
function of the City. This includes reconciliation of all cash and investments; maintaining control
of the accounting system and the integrity of the data; issuing financial reports; and ensuring that
the City’s financial reporting is consistent with prescribed standards.



The Division of Accounts is responsible for the accurate processing and recording of the City’s
payroll and payments to the City’s vendors, and the maintenance of related records.



The Sinking Fund Commission is responsible for the issuance, management and payment of all
City debt.



The Treasury Division serves as the City’s custodian of all public funds. It is responsible for the
receipt and depositing of funds; banking relations; cash management; investment of funds; and
the disbursement of vendor payments and payroll.



The Central Collection Agency operates a centralized collection facility for collecting the
municipal income tax and net profits tax for the City as well as 50 other municipalities. These
taxes are the City’s largest source of revenue.



The Division of Assessments and Licenses is responsible for the collection and processing of
City licenses, as well as ensuring compliance with City licensing requirements. The Division is
also charged with billing and collecting taxes, assessments, certain fees for services (including
EMS), and other charges.



The Division of Purchases and Supplies is responsible for the management of the City’s
purchasing activities, as well as the disposition of City property that is no longer useful or suitable
for City purposes. The Internal Service Fund Storeroom is also the responsibility of this division.
“Storeroom” is actually the City Hall mailroom function.



Internal Audit is the office responsible for reviewing; investigating and follow-up related to actual
and/or potential risks to the City from internal control weaknesses. Internal audit also provides
assistance with the annual external audit.



The Office of Budget and Management (OBM), responsible for the development and monitoring
of the City’s operating and capital budgets.



Printing and Reproduction is an Internal Service Fund of the City which provides printing and
reproduction services for the City and manages copiers throughout City government. The division
also provides bulk mailing services.



Information Technology is responsible for the all of the City’s information processing and
communication needs. This includes application development; hardware and software evaluation
and acquisition; communications network; office automation; and customer support.

The Department also has employees assigned to overall administration of the Department.
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Historic Full Time Employee Count
Division
Financial Reporting & Control
Accounts
Subtotal Accounting
Sinking Fund
Treasury
Subtotal Cash & Debt
Central Collection Agency
Assessments & Licenses
Subtotal Collections
Purchases and Supplies
Internal Audit
Budget and Management
Finance Administration
Subtotal Other Finance
Printing and Reproduction
Storeroom
Subtotal Internal Service Funds
Information Technology Services
Total Finance

2007
Actual
15
20
35
2
5
7
91
29
120
9
5
8
7
29
13
2
15
43
249

2008
Estimate
16
20
36
2
5
7
84
32
116
9
6
8
8
31
12
2
14
41
245

2009
Budgeted
17
20
37
2
8
10
109
39
148
9
6
8
8
31
14
2
16
47
289

Budget data
Historical expenditures – Finance Department
General Fund Divisions Only
2008
2007
2009
Category
Unaudited
Actual
Budgeted
Salaries
Benefits
Materials
Miscellaneous
Total
Tax Supported
Self Generated
Total

EXPENDITURES
5,893,395
6,446,394
1,940,011
2,134,901
120,346
79,232
2,221,845
2,672,722
10,175,597
11,333,249
REVENUES
7,759,000
8,395,000
2,416,597
2,938,249
10,175,597
11,333,249

Growth
%

7,275,650
2,579,288
151,573
4,202,3611
14,208,872

23.5%
33.0%
25.9%
89.1%

9,648,000
4,560,8722
14,208,872

24.3%
88.7%
89.1%

1

Assessments & License and Information Technology division budgets for Professional Services were increased by
about $750,000 and $220,000 respectively over 2008 actual expenditures for assistance with various tax and
license collection improvement initiatives and assistance with installation and training of the new financial system.
2
Self-generated revenues for the Assessments and Licenses Division were forecast to increase by about $1.5 million
resulting from efforts to improve collections of several different licenses and permit fees.
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Progress and Future Challenges
The Department has made progress on a variety of strategic initiatives, most significantly the
implementation of a new financial management system. The Department has also implemented many of
the recommendations of the Operations Efficiency Task Force (OETF) report, including:








Increasing in the major procurement threshold from $10,000 to $50,000, eliminating many (but
not all) multilevel approval requirements and streamlining purchasing;
Certain software licenses may be renewed without Ordinance authority;
Some procurement (items costing up to $50,000) is allowed through buying cooperatives;
Less restrictive bonding requirements have expanded competition;
Less onerous signature requirements are in place for emergency purchases;
Planned implementation of the new finance/procurement system should lessen the paperwork
burden and electronically speed the processes and allow e-commerce;
A state-of-the-art printing operation has been established to handle most printing, postal
machines, paper shredding, centralized paper purchases and convenience copier administration.

Even with this progress, opportunities for improvement still exist. The OETF observation that
“procurement processes are outdated, overly complicated, and customer-unfriendly,” while addressed to
some degree, is still valid. The traditional focus of Finance has been on the control of line agencies
rather than customer service. Procurement was one of the areas about which line agencies expressed
the greatest concern to the consultant team. The City’s redundant control mechanisms do work to lessen
the likelihood of illegal activity but they also burden the day-to-day operations of the enterprise.
Evaluation of the current system is somewhat complicated by the imminent implementation of the new
financial management information system. With a January 1, 2010 start date, most Finance divisions are
deeply involved in populating and learning the new system, and it is hoped that moving to more electronic
processing will speed routine approvals for budget and procurement authority. Without the system live
and in place, the consultant team was unable to conclusively determine the full range of improvements
that will result from implementation. However, it is likely that in several cases reengineering of approval
and control processes will still be needed once the City has had the new system in place for six to twelve
months.

Areas for Focus
As noted above, one of the biggest challenges for the City in its financial processes is the aging financial
system, which is in the process of being replaced. The current review and approval processes generate
substantial amounts of paper and require a number of different areas to see specific documents for
recording/approvals. The City recognizes the need to change the current process and there is an
expressed hope that the new financial system will streamline and/or eliminate steps in the process. The
challenge for the City is to ensure that it does not default to past practices and that it captures all of the
potential efficiencies and cost savings inherent in the new system. It is highly recommended that the City
immediately review and modify procurement and other processes prior to full implementation of the new
finance system.
If the new system is implemented and the City reengineers the review and approval process for budget,
purchasing, accounting and other back office functions, the City should be able to lower staffing levels in
light of reduced manual input, fewer and faster approvals, and elimination of copying and duplication. It is
important to note that the potential for efficiencies from the new system exist through the City
departments.
A key are for focus, sometimes difficult for governments to implement in an economic downturn, is
enhanced collection of existing revenues. In the past several years the City has become aware of
situations where certain fees or taxes were not being collected from all businesses operating within the
City. The City is proactively addressing deficiencies in collection processes and adding audit functions to
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bring all businesses into compliance with the payment of parking lot fees, motor vehicle lessor taxes and
admissions taxes. In the order of the most revenue potential other fees and taxes must be systematically
addressed to ensure all revenues are being collected and all businesses are in full compliance.
The Finance Department performs certain roles and maintains systems that are used throughout the City.
Therefore initiatives led by Finance to have potential to improve the efficiency and effectiveness
throughout all City divisions. As a result, some of the cost savings initiatives described in the document
incorporates cost savings outside the Finance Department.

Initiatives
FI01.

Reduce and Simplify Manual Processes - Finance Department & City Wide
FY2010 Impact: $0
Five-year impact: $2.13 million
With its current processes and financial/procurement systems, the City is burdened by
processes that are still substantially paper-driven and require layers of signatures. Additionally,
given the number of “stops” that requests must make along the way to approval, it appears that
many items are walked through the process in an attempt to accelerate the process. Even the
contemplated process for emergency procurement specifies the walking of paper among
multiple agencies for signoff prior to response to the emergency. The inefficiency of this
system is exacerbated by slow turn-around times at various stages of review. The approval
process is expected to be improved substantially upon the implementation of a new financial
system, but much of the improvement is due to more (and electronic) rapid sign offs by multiple
individuals rather than reducing the number of people involved.
Although the Finance Division is currently working to implement the system, it will also be
critical to dedicate time now to improving the underlying processes. Prior to full implementation
is the time to review workflows, commit to making process changes and simplifying wherever
opportunities exist. Otherwise, it is likely that staff will revert to comfortable (and inefficient)
process flows of the current system. Simply speeding inefficient process flows should not be
the objective of the implementation. Further, the City needs to recognize and capture the
efficiencies after implementation, including staffing savings in both administrative and operating
departments.
In divisions throughout the City, administrative positions (including titles such as Financial
Officer, Accountant, or Budget Manager/Administrator/Analyst) are filled to support
accounting/budgetary functions.
In some other units, administrative staff perform the
accounting/ financial functions for the division. With the advent of the new financial system and
reengineering of traditional processes, the consultant team has estimated potential savings
from the move to more electronic processing and review. These cost savings projections are
based upon the equivalent of a reduction of 10 FTEs throughout City government. The
estimated composition of savings include three staff reductions in the Finance Department (145
FTEs in the General Fund divisions of the 2009 budget) and eight other administrative positions
(Budget Manager/Administrator/Analyst, clerical, and accounting staff) in the other 36 general
fund divisions. Fifty percent of the savings are anticipated for 2011, after full implementation of
the new financial system, with full savings realized in 2012 when all efficiency changes could
be in place. Annual cost increases of 2 percent for wages and 3 percent for benefits were
assumed for the five year forecast of savings.
Fiscal Impact

Fiscal Impact

FY2010
$0

FY2011
$292,580
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FY2012
$598,635

FY2013
$612,432

FY2014
$626,560

Total
$2,130,207
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FI02.

Simplify Payroll and Employee Time Management - Treasury
FY2010 Impact: $236,844
Five-year impact: $2.23 million
The City has over 30 bargaining units, some which are large, and some of which may have less
than 10 represented employees. The collective bargaining agreements for these units often
have different rules, requirements on employee leave, time paid, payroll check processing,
deductions, manual checks versus direct deposit, and other features. This creates a complex
process of managing the City’s payroll of approximately 9,000 employee paychecks (about
5,300 FTEs within the General Fund divisions) every two weeks. The City should consider
where it can simplify the number of different requirements and rules that must be administered
by offices across the City administration, whether directly or as part of the collective bargaining
process.
When issuing payments to employees – payroll checks, allowances and reimbursements – the
City uses a combination of direct deposit and checks. Payroll checks must be hand-delivered
to every unit in the City, a process that is unnecessarily time-intensive, wasteful and more
vulnerable to fraud or error than direct deposit. The City should set a goal of completely
eliminating paper handling in the payroll process, and in the meantime establish interim
milestones to take advantage of current technology and best practices. The major initiative to
accomplish this includes an education process for employees coupled with an eventual phaseout of the manual check option. Some union contract provisions may have to be addressed to
facilitate the move toward city "standard" processes for payroll.
The consultant team developed a cost savings target estimate by assuming that for each of the
5,300 General Fund employees, an average of 15 minutes per payroll (every other week) is
spent to printing, deliver and review the checks or remittance documents, and that in some
cases employees visit the bank during work hours. The cost savings estimate assumes that 50
percent of this time could ultimately be eliminated, allowing reductions in administrative
headcount without sacrificing work product. It was assumed that 50 percent of this discounted
savings would savings would be achieved in 2010 and 100 percent in years after. COLA and
benefits were indexed at 2 and 3 percent respectively for purposes of this estimate.
Fiscal Impact

Fiscal Impact

FI03.

FY2010
$236,844

FY2011
$487,520

FY2012
$492,824

FY2013
$502,681

FY2014
$512,735

Total
$2,232,604

Reduce and Streamline Bank Accounts and Implement Remaining Recommendations of
2008 Banking Services Study - Treasury
FY2010 Impact: $22,400
Five-year impact: $112,000 million
The City currently has over 250 bank accounts that it must manage and reconcile. Many
governments have changed approaches to banking services by using funds, not bank accounts
to segregate their financial resources. The current process complicates bank reconciliations,
the management of banking relations, and the most efficient investment of cash balances. The
City has not had a strategy to reduce bank accounts, and it appears that having many accounts
is the accepted and expected norm for the City.
In 2008, the City contracted for a study that identified the reduction of bank accounts and
banking relations as an item to pursue. It also made recommendations for a number of other
process changes that should assist the City in more efficiently managing its funds. These
included reducing the number of banking relationships; reducing the number of sub-accounts;
changing the process for transfers between funds, and others. While many of the study
recommendations were adopted, wherever possible the City should implement the remaining
recommendations. The estimated additional savings are shown below:
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Fiscal Impact
Fiscal Impact

FY2010

FY2011

FY2012

FY2013

FY2014

Total

$22,400

$22,400

$22,400

$22,400

$22,400

$112,000

One of the recommendations in the 2008 study was to eliminate the use of earnings credits. In
that market environment, the estimated annual benefit was $150,000. In the current market it is
unlikely that the City would realize those benefits, so it has not been incorporated in the
estimated savings. However, there is the potential to achieve these savings in the long term.
The City should monitor the relative benefit of using earnings credits versus payment of fees
and apply the most economical method.
Additionally, the consolidation of banking accounts should allow the City more flexibility as to
the structure for its investments, and to be able to extend the maturity of its investments when it
is advantageous to do so. The benefits here will be substantially influenced by the City’s cash
flow requirements and the current interest rate environment. The table below shows a 10 year
average of the impact of longer durations for certain investment options.
Risk/Return of Various Benchmarks
10 Years Ended 6/30/2009

Index
Lipper Institutional Government Money Market Fund Index
Merrill Lynch 3-Month Treasury Bill Index
Merrill Lynch 6-Month Treasury Bill Index
Merrill Lynch 1 Year Treasury Index

Duration
0.003 Years
0.156 Years
0.407 Years
0.906 Years

Overall
Return
3.12%
3.23%
3.61%
3.95%

As an example, a 50 basis point (0.50 percent) improvement in yield on just $25.0 million of the
City’s $300.0 million governmental funds investments would increase interest earnings by
$125,000, and there is the potential for substantially higher earnings in certain market
environments.

FI04.

Enhance Coordination of Management of Bond Proceeds – Finance Administration &
Treasury
FY2010 Impact: NA
Five-year impact: NA
Currently, the Sinking Fund oversees the issuance of debt and coordinates the investment of
bond proceeds in conjunction with third party bond trustees. The investment of these assets
should be accomplished in coordination with Treasury as part and in consideration of the City’s
comprehensive investment management strategy and objectives.

FI05.

Detection of Non-Filers
FY2010 Impact: ($100,000)

Five-year impact: $1.77 million

The CCA takes action to ensure collection of taxes, including electronically comparing collection
records with those of the State of Ohio and the federal Internal Revenue Service, checking
business records such as building permits and licenses sent by client communities, following up
on tips sent by client communities, random field audit canvases, and placing newspaper
advertisements offering free assistance in preparing returns. The CCA also has regular contact
with venues such as the Convention Center to determine if taxes are due from any of the
transient performers.
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If not already established, the City should consider mandatory income tax filing requirements for
all residents and businesses, similar to Pittsburgh and other cities. All individuals 18 and above
would be required to file whether or not the individual is employed. All businesses doing any
work in the City should also be required to register with the income tax department. Once a
business has been identified, the tax office could send them a questionnaire or pay a visit to
determine number of employees, average weekly payroll, and other corporate filing information
which is utilized to establish tax collection accounts.
The City should also consider requiring all apartment building owners, real estate management
companies, and landlords to provide monthly tenant rosters to the income tax department.
Upon receipt of this information, the City income tax department could establish an account and
send a questionnaire determining the names of all household residents, places of employment
and approximate annual income for each occupant.
The City of Cleveland could also adopt the practices utilized by surrounding municipalities that
assign specific staff to help identify new residents and businesses. These staff would review
utility information, recreation department memberships, property transfer records, building
license information, private parking facilities, and other appropriate data sources to identify new
individuals and businesses entering the City. Once identified all of this information should be
regularly transferred to the CCA. Other communities also regularly gather field data for the
CCA to compare with tax filing. These activities hold the potential for a significant return on the
City investment. It is recommended that a pilot project be initiated by the City to enhance its tax
collection by working to supply data to the CCA. This work may be able to be integrated with
some existing initiatives in City departments.
The net additional revenue estimate for this initiative is based on adding resources, likely one
full time FTE plus system and contract costs, to perform the analysis and review reports looking
for potential business and individual non-filers. A conservative additional revenue estimate of
0.10 percent of income tax revenues in the second year and 0.20 percent third through fifth
years is partially offset by annual costs of $100,000.
Fiscal Impact
Fiscal Impact

FI06.

FY2010

FY2011

FY2012

FY2013

FY2014

Total

($100,000)

$450,800

$461,816

$473,052

$484,513

$1,770,181

Paper Records Retention by the CCA
FY2010 Impact: NA

Five-year impact: NA

Once records are scanned and backed up electronically, paper records are no longer
necessary. Disposal of paper records will save both storage space and retrieval time.

FI07.

Consolidate Collection of Other Revenues Where Feasible
FY2010 Impact: $28,600
Five-year impact: $149,740
The City manages the CCA, a centralized collection process for income taxes. While this
addresses the largest revenue source for the General Fund, there are other revenues collected
by the City of Cleveland and by other surrounding jurisdictions. Wherever feasible, the City
should work with the County and other governments to consolidate revenue collections. Such
an effort can be handled though through the assessments and licenses divisions, another
jurisdiction, or possibly added to the CCA’s role. The decision as to what agency should be
responsible for collecting the tax of fee should be driven by which entity performs the function
most effectively.
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It appears that the revenue source that could benefit the most from a consolidated collection
function is the hotel-motel tax collected separately by Cleveland, surrounding cities and the
County. Operators currently remit payments to each entity, and the collection criteria and
formulas are somewhat different. Cleveland, surrounding cities, the County, and the hotel
operators would all benefit a change in this process. Although this tax is specifically addressed
in this report, similar cost savings and revenue enhancements exist for other multi-jurisdictional
taxes and fees. Potential savings or additional revenues for the City include:
1) Collections efficiency – some modest savings would be possible if one central agency
collected the tax for all county jurisdictions. Since the Assessments and License Division
currently does not have substantial staff dedicated full time to collection of this tax, any savings
within the division would likely be nearly offset by the fee that would be paid to have a central
collection agency collect the tax for the City.
2) Expenditure recovery – according to Chapter 193 of the Administrative Code, the purpose of
this tax is “providing revenue with which to meet the needs of the City for financing the costs of
operation, maintenance and improvements for the Cleveland Convention Center.” The
Convention Center is an enterprise fund division and therefore these tax revenues do not
support the General Fund operations, an issue that will change with the pending transfer of that
facility. As a general matter, however, collection costs incurred by General Fund divisions,
including Assessment and Licenses, should be recovered from an enterprise fund receiving
services. An additional revenue estimate is based on recovering the equivalent of one half of
an FTE including benefits beginning in 2010.
3) Increased collections (possibly from small operators) - inspection of the list of hotels paying
the license fee could provide the city with hints as to whether there is potential for increased
revenues from both collecting the license fees from hotel operators not currently paying the fee
and/or the three percent hotel tax. Savings cannot be estimated until this study is performed.
4) An additional minor benefit will be generated by reducing hotel administrative costs and
increasing hotel profitability. Eventually more net income and wage taxes should be generated
through helping these businesses succeed. These additional revenues would be generated
late in the revenue period being forecast here, and cannot be easily estimated.
Fiscal Impact
Fiscal Impact

FI08.

FY2010

FY2011

FY2012

FY2013

FY2014

Total

$28,600

$29,258

$29,932

$30,622

$31,328

$149,740

Increase Fees for Weights and Measures to Support All Program Costs, or Eliminate
Service
FY2010 Impact: $75,000
Five-year impact: $395,000
Assessments and Licenses both collect for and administer the City’s Weights and Measures
program. The County also maintains such a program, which serves County areas outside the
City limits. The County does not charge fees for this function, which is a responsibility of the
County and with the exception of Cleveland and Columbus is carried out by county
governments in Ohio.
Over the past several years, the City has collected revenues that have partially, but not entirely,
covered the direct operating costs of administering this program. In 2008 collections were
about $155,000 while direct program costs were about $251,000. However, these costs do not
include overhead, such as departmental overhead, rent and utilities. Additionally, the 2009
budget includes certain one time costs of about $150,000.
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2007
Actual
4
216
163
(53)

Category ($000)
Positions
Direct Operating Expenditures
Revenues
Revenues less Expenditures

2008
Actual
4
251
156
(95)

2009
Projected
4
232
175
(57)

The City should either eliminate the function and cede the responsibility to the County, or
establish revenues at levels to make it self-supporting. Using 2009 as an estimate of
continuing variance, plus an estimated additional amount as overhead, the City could either
raise additional revenues or eliminate expenditures to achieve these savings.
Fiscal Impact
Fiscal Impact

FI09.

FY2010
$75,000

FY2011
$76,500

FY2012
$78,000

FY2013
$80,000

FY2014
$81,000

Total
$390,500

Simplify and Streamline Licenses and Assessments Systems and Processes
FY2010 Impact: ($57,600)
Five-year impact: $184,678
The City collects a number of different taxes, fees, licenses, and other revenues in
Assessments and Licenses. Currently there are a number of different systems for the
management and tracking of these funds and obligations, including electronic spreadsheets.
Additionally, these assorted collections generate a substantial volume of paperwork. The new
financial system will address some but not all of the processes. The City should to review
options for simplifying and reducing the manual nature of these revenues, and invest in
systems or additional financial management software when it is cost-effective to do so.
Some of these issues may be addressed through enhancements to the Accela system currently
underway, which will allow all of the divisions on the system to share real time data on
compliance and collections. However, not all city divisions are currently using this system.
This cost savings estimate is based on increased efficiencies from this initiative eventually
leading to the equivalent of one FTE made available to actively pursue under-collected revenue
categories. A reasonable expectation would be for the dedication of this additional resource to
the collection effort to yield two times the cost of the FTE beginning in the second year.
Fiscal Impact
Fiscal Impact

FI10.

FY2010

FY2011

FY2012

FY2013

FY2014

Total

($57,600)

$58,516

$59,863

$61,243

$62,656

$184,678

Enhance Collection Processes for Licenses and Assessments
FY2010 Impact: NA
Five-year impact: NA
Assessments and Licenses collect a number of different licenses, taxes, and fees. The
compliance function for some of these lies with other departments. However, Division is
responsible for both collections and compliance for a number of items, including all of the taxes
that it collects. The Division currently measures progress by the level of revenues that it
collects, a measure that should be shifted to evaluate collection rates; i.e., how much is
collected as compared to the potential revenues. In order to do this successfully, the City must
identify the population of entities or persons from which it should be collecting revenues. The
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Division is in the process of addressing for certain revenues, and should expand this to cover
all categories and set up a process for ongoing monitoring.
The 2009 budget already includes about $1.5 million of additional revenue predicted to result
from the three revenue initiatives currently underway. It is important that this work be followed
by improving current processes used to collect other fees and taxes. The first steps when
looking at each significant revenue category should involve separate identification of the
potential revenue. The size of the shortfall of the potential revenue and current collections can
be used as guide to where to dedicate additional resources to change collection processes
when warranted. No estimate was prepared for this initiative as it will take a more detailed
study to quantify the additional revenue potential for each revenue category.

FI11.

Streamline and Establish Response Times for Licenses and Inspections
FY2010 Impact: NA
Five-year impact: NA
A number of different license applications are received and processed by Assessments and
Licenses. The inspections to allow the issuance of these licenses are often performed by other
divisions. Furthermore, some licenses require inspections by several divisions. There is
currently no prescribed standard or timeframe within which such inspections are made. Delays
result in either multiple calls or inquiries, which increases workload, and generates dissatisfied
taxpayers.
Assessments and Licenses and the affected divisions should review the approval process to
eliminate steps where possible, seeking to improve turnaround time. In addition, Assessments
and Licenses and the other divisions should develop a standard, or at least a goal, of
turnaround that can be communicated to the applicant, and improve the overall process.
Finally, where possible, the approvals should be automated to enhance efficiency, reporting,
and service quality. The benefit to the city for this initiative will be long term and ultimately
derived from more people wanting to do business in the City. The City may also have the
opportunity to charge premium fees for accelerated processing of certain fees.

FI12.

Streamline Procurement Processes and Enhance Competition
FY2010 Impact: $0
Five-year impact: $1.72 million
Most entities that purchase large amounts of goods and services will benefit from expanding
opportunities for competition and encouraging vendors to propose and/or bid on their needs.
Furthermore, changing technology is creating even more opportunities for expanded
competition if the governments can alter their processes to take advantage of them. The
Purchasing Division has taken proactive steps to improve its procedures; key areas for further
focus include:


Managing societal goals
Policy governing the Division of Purchases and Supplies’ practices purposely considers
broader issues than simply getting the best financial deal for the city. Legitimate social
concerns have been weighed by policy makers as they set direction for the Division
and the City. It may be time to reconsider some of those policies and their
implementation as the City faces its current economic challenges.
One example of an area to reconsider is the requirement for a sworn statement
attesting that bidders are not doing business with Northern Ireland. The reasons for
that policy have lessened over time. The requirement for the sworn statement
complicates the City efforts to initiate electronic bidding and is confusing for some
bidders. The City should consider removing the requirement for a sworn statement or
eliminate the requirement all together.
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Intergovernmental Cooperation
There are good reasons to seek to encourage business by women owned, minority
owned, and small businesses. However these businesses face multiple “certification”
processes as they seek public business. The City should look to allow certification by
other major jurisdictions having substantially similar requirements to meet Cleveland
procurement specifications. This reciprocity will ease the process for the vendors,
expand the pool of potential proposers/bidders and allow increased competition for City
business.
Another area of intergovernmental cooperation that could yield significant benefits to
the City is the use of purchasing cooperatives. The State of Ohio has long allowed
local governments to purchase off State contracts. The Code also allows local
governments to “piggy back” on contracts of sister jurisdictions that have been entered
into using processes specified in the ORC. More recently the State legislature
recognized that groups of governments can gain the benefits of buying in larger
quantities with reduced local administrative effort through membership in purchasing
cooperatives. The City can maintain its social goals and still gain many of the benefits
of cooperative purchasing by allowing the Division to award contracts through these
various inter-government arrangements. This would allow the Division to structure a
purchasing program that is more cost effective while paying attention to other policy
goals. The Division has also considered taking a leadership role in forming a
Cleveland purchasing cooperative.



Restrictive Procurement Controls
Other policy restrictions also lessen the ability of the Division to deliver timely, cost
effective service to City agencies. The traditional focus of service delivery is on control
of processes to prevent abuse at the expense of efficient, effective service delivery.
Multiple, redundant levels of formal approvals are required throughout the purchasing
process. The Commissioner of Purchases and Supplies is hired for his expertise and
ability to oversee procurement in the manner specified by policy makers in the budget
and various ordinances. Both internal and external auditors periodically check the
Commissioner’s work and procedures are in place to provide transparency in the whole
process. It is strongly suggested that the Commissioner and designees be allowed
higher authorization levels, allowing purchases without further sign offs for budgeted
items (consider adoption of the ABA 2000 Model Procurement Code). Bidding should
be allowed on Commissioner sign-off and Council approval should be required for the
actual purchase of high dollar impact items.
City policy currently requires sealed bids for any purchase having a value of $1,000 or
more. That restrictive policy adds to administrative cost that tends to offset any
potential savings from this form of bidding. The policy is especially counterproductive if
read literally when considering modern procurement methods.
Web-based
procurement used to solicit bids and proposals opens up the world economy to City
procurement, thereby dramatically increasing competition and lowering costs. This
practice could immediately lower advertising costs and administrative burden.
The policy restrictions are also very counterproductive during true emergencies.
Emergency procurement policy and practice literally require City staff to carry paper
from office to office for sign offs as the emergency continues. The ORC and other
jurisdictions have developed “emergency” definitions that can be used when allowing
individual authority while curtailing abuse. Individuals exercising this authority should
regularly report to the Mayor and Council to keep them informed and provide
appropriate controls. The City should consider adopting the State standards or other
more flexible approaches to emergency procurement.
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The easing of policy restrictions are not likely to be implemented without a change in
organizational culture. Training should be supplied and the Division should undertake
an effort to shift from a regulatory agency to one providing customer service. Customerfocused performance metrics for the Division should be established, monitored and
rewarded as part of this process.


Other Considerations
The Division of Purchases and Supplies is not currently involved in issuing Requests
for Proposals (RFP). Supplies and services subject to an RFP process are those which
require the establishment of evaluation criteria and review more complex than those
established under traditional bidding procedures. The Division should lead the RFP
process as long as their participation is timely. Centralized oversight will avoid
procedural errors by line departments and enhance the objectivity of proposal review.
The Division should also establish a schedule of multiyear commodity contracts when
possible, to be bid on a rotating basis. This would cut the administrative workload and
simplify the procurement process for departments.

Possible savings in this area were calculated by summing expense line items that could
potentially be competitively bid (the list does not include the major expense categories of
medical, dental, vision and prescription insurance). The total 2009 budget for these expense
lines was $39.4 million, or 7.3 percent of the total General Fund Budget. This amount was then
discounted by 75 percent recognizing that circumstances would limit the ability to bid a portion
of the purchases on the list. A target of a 5 percent cost savings was then applied to reflect
potential savings as a result of measures to increase competition described above.
Recognizing it would take time to implement these initiatives, 50 percent of this savings target
was assumed for 2011, with full savings achieved in 2012.
Fiscal Impact
FY2010
$0

Fiscal Impact

FI13.

FY2011
$246,250

FY2012
$492,500

FY2013
$492,500

FY2014
$492,500

Total
$1,723,950

Expand Markets for Disposal of Obsolete Property
FY2010 Impact: $40,000
Five-year impact: $600,000
The City should seek to expand revenues from disposal of obsolete property by simplifying the
disposal process and broadening the market of potential bidders. The City should implement a
coordinated city-wide disposal process that capitalizes on new services that exist to assist
municipalities in disposing of such equipment through web based auctions.


Review the current policies and practices requiring paperwork for Departments seeking
to dispose of obsolete or unneeded items. Current requirements for detail beyond what
would be required by a department considering purchasing the items or by an outside
bidder only create work for the line department and lessen the incentive for disposal.



The disposal of obsolete and unwanted equipment and property is currently managed
by Finance, with the exception of vehicles auctioned by MVM and Public Safety
auctions of confiscated items. Procurement, with limited exceptions, advertises and
accepts sealed bids for the items. The new financial system contains software which
facilitates conducting web auctions. Current division disposal practices require detailed
descriptions of the property be circulated among the departments and then, if not
claimed by a department, among potential bidders. The use of a web based auction
system has the potential to greatly reduce the costs and increase the revenue in this
area. As an example, Hamilton County Ohio utilizes a company that offers a web
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based system for disposing of obsolete equipment. Upon implementation the County
saved nearly $100,000 in storage costs and now generates over $350,000 in revenue
annually.
Current annual sales of obsolete materials have not been very significant for the City. The 2009
budget for such sales was less than $300,000. However, sales through July have been more
than this amount, $315,000, which is primarily related to vehicle auctions. It is estimated that a
sales revenue increase of at least 10 percent could result from online auctions and from a larger
collection of items to sell. This amount can be further enhanced by a simpler process for
declaring items to be surplus, which will increase the amount of property to be auctioned.
Fiscal Impact
FY2010
Fiscal Impact

FI14.

$40,000

FY2011

FY2012

FY2013

$80,000

$120,000

$160,000

FY2014
$200,000

Total
$600,000

Reorder and Revise Budget Books to Improve Information
FY2010 Impact: NA
Five-year impact: NA
The City’s current budget book format meets the minimum requirements to receive the
Government Finance Officers Association (GFOA) Distinguished Budget Award. However, it is
a lengthy document that includes substantial lists of accounts and positions, but less
information about trends, goals, achievements, productivity, and explanation of changes. The
City should consider revising the format and content to enhance the use of the budget as a
communication tool, eliminating some levels of detail if that may add to bulk but do not
contribute to understanding the budget.

FI15.

Adopt Additional Financial Policies
FY2010 Impact: NA

Five-year impact: NA

The City identifies several financial policies in its annual budget. Those policies include the use
of realistic revenue assumptions in the preparation of the budget; providing for all liabilities to
be incurred in the budget process; a bar on GAAP fund deficits; and a rainy day fund. All of
these policies are appropriate for the City. However, the City should consider adopting
additional policies to control costs and improve efficiency, for example:
 The City has no formal policy on achieving structural budget balance; that is, that
ongoing expenditures should be supported by ongoing revenues.
 The City has no policies related to fees, licenses, and other revenues that fully or partly
support functions in the General Fund (enterprise funds activities are, by definition, self
supporting). Also, while the City may periodically review the level of such revenues, it
does not have a requirement to review them regularly so that they keep pace with
inflation, with costs of service, or with comparable costs regionally. As noted
throughout this report, enhanced efforts to fairly set, charge and collect fees are a
significant revenue opportunity for the City.
 The City does not have a policy as to the level of unreserved/undesignated fund
balance that it will maintain, and a plan for use and replenishment of that balance, if
necessary.
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The current financial stress on the economy places significant pressure on local governments
to efficiently use their resources; this is also a time when having prescribed approaches in
these policy areas may help the City achieve a balance between financial stability and services.

FI16.

Implement a Debt Management Policy
FY2010 Impact: NA

Five-year impact: NA

The City does not currently have a debt management policy. The GFOA recommends a
comprehensive written set of debt management policies for all state and local governments.
Such policies define the budgetary, legal and policy guidelines and constraints within which a
government issues, manages and monitors its debt. Written debt management policies are
consistently associated with well managed, highly rated municipalities. The City should
consider a debt management policy with quantitative measures, guidelines and restrictions with
respect to debt levels (distinguishing between debt types: general fund supported versus.
enterprise funds), terms, and risks levels (e.g. variable rate debt exposure).
The proposed debt management policy should expand upon and incorporate the City’s current
interest rate swap policy, again quantifying acceptable levels of exposure to counterparties, for
example, and other risks inherent in such structures.

FI17.

Formalize Charges to Enterprise Funds for Finance Administration Services
FY2010 Impact: NA
Five-year impact: NA
The City has adopted practices related third party studies to determine appropriate service
charge prices for divisions like Motor Vehicle Maintenance, Printing & Reproduction and
Telephone Exchange. However, the consultant team identified examples of General Fund
divisions providing services to enterprise funds and not recouping the fully loaded cost of
performing those services.
One example is Sinking Fund Division support for enterprise fund debt transactions. While
transaction proceeds such as management fees on enterprise fund bond issuances recoup
some of the costs associated with enterprise fund debt administration, such fees are contingent
on the issuance of new debt, and do not incorporate costs associated with on-going debt
monitoring and debt service payment administration for these funds. The City should consider
other mechanisms, e.g. hourly charges or flat fees commensurate with the real costs incurred
for debt administrative services performed on behalf of enterprise and (as appropriate) general
fund supported programs.
Resources should be dedicated to review the various services performed in each Division and
identify those services where an opportunity to recover the cost of providing that service exists.
This effort will inevitably identify wasteful or unnecessary services that are being performed
beyond those identified in this study. The services performed by each division will have to be
performed before these cost savings opportunities can be quantified.

FI18.

Print Shop Consolidation
FY2010 Impact: NA

Five-year impact: NA

The consultant team identified several opportunities to either minimize the cost of providing print
services. There are multiple governmental print shops. The County has a print shop across the
street from the City operation, and the School District also has a small shop a short distance
away. The City should initiate discussions with these and possibly other organizations to
examine possible merger or exchange of services.
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The City print shop has produced impressive results in document production and reproduction,
but they are also active in paper purchasing and distribution, the provision of copier services,
and as operators of a state-of-the-art mailing operation. These services should be appealing to
multiple other Cleveland public entities. The Division of Printing is providing printing and other
services for more that 75 City departments, divisions, boards and bureaus, the Mayor’s Office,
Council and Cleveland Municipal Court.
For printing services, the Division utilizes the Franklin Estimating System for calculating the
pricing of jobs. The System is used in the printing industry by commercial printers and allows
for the input of various types of costs (direct, indirect, profit, etc.). It is unclear whether the
Division of Printing is fully loading all costs into the estimating software as detail on the cost
inputs was not provided to the consultant team. It may be that legitimate indirect costs of other
internal services (purchasing, accounting, etc.) that may not be directly accounted for in the
print shop budget are properly charged. Without knowing the methodology behind the cost
inputs, it is difficult to assess the degree to which the comparison to printing competitors is
legitimate. Neither can it be determined if the City’s General Fund is adequately reimbursed by
enterprise funds that benefit from the print shop services. This factor becomes more critical
should the print shop services be marketed to other entities as suggested in FI21.
There has been a significant increase in the number of impressions produced from 2002 where
2,180 jobs generated 15 million impressions to 2008 where 2,570 jobs yielded 25 million
impressions. The City needs to “go green” in printing operations and begin reversing the trend
of rapidly escalating impression volumes (see initiative FI19). The print shop is most efficient
when it produces high numbers of impressions on continually operating machines. However,
the City should thoroughly examine the need for the items being produced. The print shop
should not be placed in the position of questioning the appropriateness or cost effectiveness of
various print jobs but periodic checks should be made by the City administration, just as it
checks on the need for external spending.
The City has made investments in printing equipment that allows the production of specialized
high-quality professional color publications. Several publications are described as “high profile,”
including Public Health’s MomsFirst story book and Aging’s seniors’ program. In general,
producing high quality, color, glossy, publications is expensive and should be evaluated as to
the relative benefit added by such expenditures given other budget pressures.
The total costs of print shop operations are not calculated, so there is not currently a way to
determine the cost/effectiveness of the operation. The division does calculate the annual
number of jobs, the number of impressions, and the turnaround time. Additional effectiveness
measures should be considered, including a) number of print jobs completed and delivered by
the end of the next day after order; b) number of print jobs completed and delivered by the end
of the same day of the order; c) user satisfaction with timeliness, cost, and levels of customer
service; d) number of impressions per month for each machine with an objective of maximizing
the cheap copies available after use of monthly fixed copies; e) both cost and revenues per
1,000 impressions by each of the machines. This should be performed for the City operation, or
a consolidated print shop operation, as discussed above.

FI19.

City Wide Printing “Green” Policy
FY2010 Impact: $150,000

Five-year impact: $1.80 million

Consistent with its themes of sustainability and “Green City on a Blue Lake,” the City should
adopt a policy of ‘going green” for copying and printing. As discussed above, there has been a
trend of increasing numbers of copies. With the widespread use of electronic communications,
the City can adopt and enforce a policy of reducing the number of hard copies and relying on
electronic postings of documents and information wherever possible. This goal is consistent
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with other goals for the reduction of energy usage, recycling, and water conservation. In
addition to the environmental benefits, the City will spend less on printing, copying, paper
supplies, and employee time spent on these tasks.
Excluding labor costs, direct and indirect printing costs for the city based on the 2009 budget
are in the range of $1.5 million (see chart below).

2009
Budget

2009
Budget

Direct or estimated
percentage related
to printing costs

$1,455,371

$1,455,371

100%

647500 - Paper And Other
Printing Supplies

$19,767

$19,767

100%

647600 - Printed Materials

$72,000

$72,000

100%

$138,825

$27,765

20.0%

Charges From Print &
Reproduction

Inter-department
Service Charge,
Materials & Supplies

641000 - Office Supplies

$1,574,903
A paper reduction "green" initiative should target lowering paper use by at least 10 percent in
year one, 20 percent in year two, and 30 percent in subsequent years. In order to avoid
increasing per unit costs in the Printing & Reproduction Division, outside work from other
government agencies could be added to use up this excess capacity and bring in offsetting
revenues.
Additional labor savings would result from less time being devoted to the copying of documents
and the handling of paper. However, since they are difficult to quantify, they are not included in
this estimate.
Fiscal Impact
Fiscal Impact

FI20.

FY2010
$150,000

FY2011
$300,000

FY2012
$450,000

Mail Administration
FY2010 Impact: $28,600

FY2013
$450,000

FY2014
$450,000

Total
$1,800,000

Five-year impact: $454,641

The 2009 budget for the Storeroom Division was approximately $870,000 with a staff of two
FTEs. The budget called for $715,294 of these costs to be charged back to General Fund
Divisions. Savings could be realized by merging “storeroom” (mail) operations into the Printing
and Reproduction operation. As paper use diminishes, as described in the previous initiative,
there will be less paper handled by the storeroom operation and current Print & Reproduction
Division staff will be freed-up to take on mail operations.
Over three years savings from this consolidation is estimated to reach over $120,000 annually.
Fiscal Impact
Fiscal Impact

FY2010
$28,600

FY2011
$58,516
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FY2012
$119,727

FY2013
$122,486

FY2014
$125,312

Total
$454,641
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Overview
The Division of Information Technology and Services (ITS) is organized under the City’s Department of
Finance. ITS is responsible for information technical planning, application development, hardware and
software acquisition, management of telecommunication and technical support. The Division manages
the City’s servers, data/voice communications network operation, the Customer Support Center, and
execution of office automation projects. The Division’s mission statement is “to provide information that is
stored, transmitted, and/or processed by technology to all areas of the executive branch of City
government.”
The Division of Information Technology and Services is comprised of three main programs, supported by
the administration and planning staff. Functions and services offered by each program are listed below:


Application and Computer Network Applications Program develops, installs and maintains
the application and network infrastructure for the citywide enterprise, assuring that the networks,
servers, database, applications and telecommunication switches are configured and maintained
to obtain maximum performance, minimal downtime and high security. This Program provides
development, implementation, maintenance and support for citywide applications and network
infrastructure. It is also responsible for coordination and support of the implementation of new
technologies and new systems. These systems maximize the benefit and reliability of services
provided by the City departments.



Technical Support Services provides overall technical support for the planning, development,
evaluation, installation and maintenance and inventory of the IT hardware / software environment
for the City of Cleveland. It is charged with daily monitoring and tuning of the system hardware/
software environment including the maintenance and installation, operating support for the
recovery from the solution to major system problems, and the management and control of
technical resources for the City of Cleveland.



Telecommunications
Delivery
Services
provides
effective
and
cost-efficient
telecommunications services to the City of Cleveland. This Program also provides installation,
repair and maintenance services to telecommunications systems and equipment, infrastructure
cabling, data networks and related equipment. Main activities performed by this Program include
operating citywide desktop telephones, pagers, cell phone, voicemail messaging and faxing;
research and implementation of the improvements to the City’s network communications
systems; equipment purchases; ensuring that the City’s network infrastructure is current and
meets the changing technology needs of the City’s Departments and Divisions.

The IT Strategic Council acts as an information technology governance committee. It is comprised of the
City’s Directors and two external members (one from the Greater Cleveland Regional Transit Authority
and other from the Cleveland School Board). The IT Strategic Council reviews new initiatives and projects
underway and checks for any “show stoppers”. The Council is also responsible for developing and
maintaining the City’s five year IT Strategic Plan, which is reviewed and updated every three years to
project the strategy for another 5 years.
The IT Leadership User Group (LUG), a high-level technical subcommittee, is utilized by the ITS Division
to present technology initiatives from the City Departments to the IT Strategic Council for prioritization
and budgeting. LUG is also responsible for maintaining and continuing OETF initiatives.
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Historic Employee Count
The table below shows the Division’s total number of employees (full-time & part-time) across all funds.
Subdivisions

2007 Actual
FT
7
16
2
16
41

Administration and Planning
Application & Computer Network
Technical Support Services
Telecommunications Delivery Services
Division Total

2008
Unaudited
FT
7
16
2
14
39

2009 Budget
FT
4
21
2
18
45

Staffing levels have changed in most of the programs within ITS. From 2007 through 2009 (budget),
Application & Computer Networks and Telecommunications Delivery Services have grown by
approximately 30 percent to increasing IT needs within the City’s operations, while Administration and
Planning staff was reduced by three positions (43 percent decrease) and the staffing level in Technical
Support Services remained unchanged.
Budget data
Expenses and revenues for the Division of Information Technology and Services are shown below.
Historical Expenditures – ITS Division
Category
Administration and Planning
Application & Computer Network
Technical Support Services
Telecommunications Delivery Services
Total

2007
Actual
$1,173,000
$1,203,000
$631,000
$6,390,000
$9,397,000

2008
Unaudited
$1,223,000
$1,252,000
$652,000
$6,400,000
$9,527,000

2009
Budgeted
$1,482,000
$1,517,000
$790,000
$6,687,000
$10,476,000

Growth
%
21.18%
21.17%
21.17%
4.48%
9.96%

The overall Division’s expenditures increased by almost 10 percent or $950,000 from FY2008 (unaudited)
to FY2009 (budgeted). This expected expenditure increase is due to a significant change in the operating
cost for all internal programs. Detailed expenditures for each specific program within the ITS Division are
captured and explained in the tables on the following pages.
Historical Revenues – ITS Division
Category
Tax Support
Self Generated
Internal Service User charge
Total

2007
Actual
$3,001,000
$6,000
$6,390,000
$9,397,000

Management & Efficiency Study –Cleveland, Ohio
Division of Information Technology and Services/Planning
November 2009

2008
Unaudited
$3,119,000
$8,000
$6,400,000
$9,527,000

2009
Budgeted
$3,785,000
$4,000
$6,687,000
$10,476,000

Growth
%
21.35%
-50.00%
4.48%
9.96%
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Historical Expenditures – Division of Information Technology and Services
(Administration, Application & Networks, Technical Support Service)
Category
Salaries
Benefits
Training & Professional Dues
Utilities
Contractual Services
Materials
Maintenance
Miscellaneous
Inter-Departmental Charges
Total
Revenues

2007
Actual
$1,519,095
$527,500
$6,721
$391
$180,037
$54,898
$260,704
$90
$457,867
$3,007,303
$5,738

2008
Unaudited
$1,447,336
$518,027
$28,760
$0
$110,737
$26,475
$324,586
$0
$671,207
$3,127,128
$7,592

2009
Budgeted
$1,523,696
$588,984
$50,097
$874
$328,244
$52,928
$578,198
$0
$665,841
$3,788,862
$3,500

Growth
%
0.3%
11.7%
645.4%
123.5%
82.3%
-3.6%
121.8%
100.0%
45.4%
26.0%
-39.0%

The Division of Information Technology and Services’ training and professional dues expenditures in
2009 are budgeted at 645 percent higher in comparison to 2007 in order to meet the training needs of the
expanding organization.
Contractual Services are budgeted at 82 percent higher than 2007 because historically these services
were charged under capital expenditures but were moved to the operations budget in 2009. Contracts
with an external firm to conduct a city-wide security assessment and implementation of Active Directory
also contributed to the increase in Contractual Services.
Maintenance Costs increased by 121 percent in 2009 compared to 2007 also due to a shift to the
operating budget for a formerly capital item. Also, the 2009 budget includes maintenance costs
associated with the implementation of Active Directory and the security upgrade.
Historical Expenditures – Division of Information Technology and Services
(Telecommunications Delivery Services)
Category
Salaries
Benefits
Training & Professional Dues
Utilities
Contractual Services
Materials
Maintenance
Inter-Departmental Charges
Total
Revenues

2007
Actual
$781,719
$280,065
$5,129
$4,841,625
$136,251
$35,330
$308,159
$1,590
$6,389,868
$6,701,886

2008
Unaudited
$790,302
$289,199
$2,643
$4,949,252
$183,822
$31,727
$152,389
$426
$6,399,760
$6,167,329

2009
Budgeted
$879,840
$342,685
$10,445
$4,808,425
$104,957
$50,500
$489,795
$6,686,647
$6,414,119

Growth
%
12.6%
22.4%
103.6%
-0.7%
-23.0%
42.9%
58.9%
-100.0%
4.6%
-4.3%

The Telecommunications Delivery Services Section saw a 100 percent decline in inter-departmental
charges in FY2009 due to the fact that there was no amount budgeted for any charges from the Division
of Printing. The Telecommunications budget is always “zeroed” out at the end of each year and revenues
reflect charges to most Divisions within the City for telephone, pager and cell phone services provided.
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Progress
The Division of Information Technology & Services has made progress in the following areas:


Implementation of OETF recommendations. The Division implemented five out of six
recommendations developed by Operational Efficiency Task Force during Phase I of the citywide
assessment. Progress was made on the following tasks:

o Modify the City budgets to allow the identification of all IT-related expenses and funding
sources

o Determine opportunities to make IT funding more consistent across the City
o Establish a citywide IT Governance Council, comprised of the City IT personnel and
external IT professionals, that has the necessary resources to develop Citywide standards
and policies for IT
Develop citywide technology service delivery and training standards
Review, renegotiate and standardize vendor contracts

o
o

The only OETF recommendation not implemented by the Division is the creation of the Chief
Information Officer position to lead citywide IT strategic planning efforts.


IT Help Desk. The ITS Division provides the City employees with IT-related information and
assistance with troubleshooting on various computer issues. This internal first level, technical
assistance is provided by the IT Help Desk staff. To track the performance of the Help Desk the
Division generates monthly reports of all tickets opened and all tickets closed by the IT staff. The
number of tickets processed by the IT staff has regularly increased since 2007.

Help Desk Tickets Closed by Month
900
800
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400
300

Tickets Closed 2009

200
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100
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Source: Division of Information Technology and Services

The Division also tracks user (customer) satisfaction using surveys and posts monthly user
satisfaction rating report. The rate of customers satisfied with ITS Help Desk services was 95
percent for 2009 Q1 and 97 percent for 2009 Q2.


Ongoing Efficiency Improvement Initiatives. In addition to implementing the OETF changes,
the Division of Information Technology has taken several steps to achieve cost savings and
increase efficiency within its operations including:

o Technical support to the Financial Management Information System implementation
(CGI Cleveland Advantage Financial System)
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o Implementation of a 311 Call Center for the City of Cleveland
o Broadband Wireless Stimulus funding opportunities
o Hosting the Strategic Council IT Leadership User Group meetings


Redesign of the City’s Website. The Division is engaged in the continuous improvement and
development of the official website for the City of Cleveland. The website was redesigned,
revamped and rebuilt in January 2009 and is hosted by a third party provider. Under this
continuous development, the City is adding newer functionalities and improvements to the
website to make it more user-friendly and informative.



Federal Stimulus Funding. The American Recovery and Reinvestment Act directed $7.2 billion
to the U.S. Department of Agriculture's Rural Utilities Service (RUS) and to the U.S. Department
of Commerce's National Telecommunications Information Administration (NTIA) in order to
expand broadband access to unserved and underserved communities across the country,
increase jobs, spur investments in technology and infrastructure, and provide long-term economic
benefits. The City of Cleveland is applying for a grant to receive funding from this program.

Challenges

1



Outdated IT Infrastructure. Another challenge facing the Division is the antiquated IT
infrastructure in place across various city departments and offices. Although the City is
committed to changing and modernizing its IT hardware and software, there is not currently a
formal plan (5 year or otherwise) for the modernization. Instead, the Division undertakes a rolling
replacement of its IT infrastructure wherein the oldest equipment is replaced first or based on
warranty expiration. This allows the City to modernize & replace the equipment that is in most
immediate need of replacement, but there is no comprehensive replacement cycle in place.



Implementation of FMIS and 311 Systems. As noted above, the City of Cleveland is
implementing CGI Cleveland Advantage Financial Management Information System and a
1
Citizen 311 Call Center system. CGI Cleveland Advantage is expected to improve financial
management and accountability within the City. Citizen 311 will provide Cleveland citizens with a
one-stop solution for any services required from the local government. The implementation of
both systems is currently in progress. Once implemented, the systems will bring about a
significant change in the internal processes, budget allocations and costs of various City
Departments. The CGI Cleveland Advantage system implementation is supported by the ITS
Division which is engaged in the support activities such as training, hardware installations,
software loads, and help desk support. Considering the small size, staff levels and limited
resources of the ITS Division, the provision of support activities is likely to be challenging. The
311 system is in different stages of implementation for various City Departments. It is in the pilot
stage for the Department of Public Safety and in BPR (Business Process Review) stage for
Parks, Recreation & Property, Building & Housing and Health Divisions.



Citywide Coordination of IT Initiatives. The delivery of the IT services throughout the City
departments is decentralized and does not provide consistent outcomes. This disconnection is
especially strong with the enterprise fund Divisions (Water, Power, and Airport), where the IT
infrastructure, investments and processes are managed internally by each division. The IT
functions at these enterprise fund divisions operate mostly independent of ITS, creating issues of
overlap, interoperability, and reporting. More comprehensive IT leadership has the potential to
create economies of scale, purchasing and service efficiency, and other positive benefits.

The ITS Division does not have any role in the City’s 911 emergency response system.
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Initiatives
IT01.

Create an Independent IT Department
FY2010 Impact: $0

Five-year impact: $0

Currently, the information technology function is managed by the Division of Information
Technology and Services (ITS) under the Department of Finance. This structure (where
Information Technology is a division under Finance rather than a separate department) is fast
becoming the exception for City governments throughout the nation. As indicated in the table
below, a comparison of similarly sized cities shows that only two out of 13 have a structure
where Information Technology is not an independent department.
City
Detroit, Michigan
Columbus, Ohio
Pittsburgh,
Pennsylvania
Indianapolis, Indiana
Seattle, Washington

Independent
IT Department
√
√

Division Name
Information Technology Services
Department of Technology

√

City Information Systems

√
√

Information Services Agency
Department of Information Technology
Management
and
Information
Services
Department
Information Technology Department
Bureau of Technology Services
(Under Office of Management and Finance)
Office of Information Technology
Regional Computer Center
Management Information Systems
(Under Finance Division)
Department of Information Technology
Department of Management Information Systems

Boston, Massachusetts

√

Sacramento, California

√

Portland, Oregon

X

Baltimore, Maryland
Cincinnati, Ohio

√
√

Akron, Ohio

X

Rochester, New York
Buffalo, New York

√
√

The creation of an independent IT Department will enable the function to become more visible
and dynamic, with the agency taking on a more strategic role. The historical role of the
Information Technology as the provider of financial information and enabler of technology to
facilitate financial decision making is rapidly changing to a more dynamic and strategic one
where the IT organization leads the way for process improvement and automation throughout
the municipality.
An independent IT Department should slightly flatten the organization and facilitate improved
communication between various Departments, Divisions and IT. An independent Department
would also eliminate the need of supporting smaller in-house IT Divisions in various City
Departments (as is the case with Police, Fire, and EMS). The independent Division would
improve the delivery of IT services throughout the City and help in making IT more dynamic and
visible as an enabler of efficiencies (cost savings, streamlining, etc). The Telecommunications
Delivery Services Program, even though not essential for the operations of the information
technology unit and delivery of standard IT services, should be maintained within the new IT
Department. As indicated on the following table, many comparable municipalities have IT
divisions that are also responsible for telecommunications services.
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City
Detroit, Michigan
Columbus, Ohio

Telecom
operations
under IT
Division
√
√

Pittsburgh, Pennsylvania

√

Indianapolis, Indiana
Seattle, Washington
Boston, Massachusetts
Sacramento, California
Portland, Oregon
Baltimore, Maryland
Cincinnati, Ohio
Akron, Ohio
Rochester, New York
Buffalo, New York

X
√
√
√
√
X
√
X
√
√

Name of the Division or Sub-Division
No Specific sub-Division
No Specific sub-Division
Client Technology and Telecommunication
Division
The Telecom and Video Services Agency
No Specific sub-Division
Office of Telecommunications
Technical Support Services
No Specific sub-Division
Cable and Communications
Communication Technology Services
No Specific Sub-Division
Technical Infrastructure Management
No Specific sub-Division

For purposes of this initiative it is assumed that the current annual budget of $11.67 million for
Information Technology and Services, Telecommunications and Information Technology
Planning would simply be transferred to a new Department of Information Technology. While
there may be modest adjustments in administrative costs in the new Department and in the
Department of Finance, these are assumed to be negligible.

IT02.

Create Cabinet Level Chief Information Officer (CIO) position
FY2010 Impact: $0
Five-year impact: $0
The IT function is led by the Commissioner of the Division of Information Technology and
Services, who reports to the Director of Finance. Current best practice is to manage all IT and
telecommunications through a cabinet-level Chief Information Officer. This structure is
increasingly common in cities around the country, as shown in the benchmarking results in the
following table:
City
Akron, Ohio
Baltimore, Maryland
Boston, Massachusetts
Buffalo, New York
Cincinnati, Ohio
Columbus, Ohio
Detroit, Michigan
Indianapolis, Indiana
Pittsburgh, Pennsylvania
Portland, Oregon
Rochester, New York
Sacramento, California
Seattle, Washington
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Existing CIO position?
N
Y
Y
N
N
Y
N
Y
Y
N
Y
Y
Y
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An independent IT Department (as recommended in the first initiative in this chapter) will need
the leadership, expertise and focus that can come from a CIO. A CIO will provide the IT
Department a voice in the cabinet, senior control over the function. The CIO can also provide
City leadership with IT strategic input in all citywide decision making.
The CIO will be able to provide “value added” oversight to the IT Department by aligning IT
objectives and programs with citywide objectives and strategies, as well as defining metrics
based on overall business objectives. Moreover, the CIO will provide guidance for maximizing
the mix of in-house versus outsourced services and establishing strategic service provider
partnerships. The CIO will allow the IT Department to align IT risk management with citywide
risk management. In addition, the CIO will enable the IT Department to shift decision making to
City operations and optimize costs of services through a mix of internal and external resources.
A single CIO with authority over IT decisions will have the power to evaluate competing
requests for financial investment, manage the IT workforce, and express the ability to conduct
these activities in the political reality of City government.
This initiative assumes that the CIO would earn the same salary as the current Commissioner.
However, there could be some additional cost if the City decides to recruit a new CIO.
IT03.

Extend IT Service Level Agreements to all Divisions
FY2010 Impact: NA
Five-year impact: NA
The Division of ITS currently has service level agreements (SLAs) with other City agencies
such as the Cleveland Department of Aging and Human Resources. SLAs between the ITS
Division and other Divisions enumerate the level type, categories, tasks involved, and the
timeframe within which the support will be provided. SLAs allow for joint effort IT support to the
requesting Division, where a team of ITS Division employees is supported by a representative
(a technically-oriented employee) of the relevant Division.
It is recommended that the ITS Division enter into more SLAs, in order to formalize the type
and level of support to be provided and identify possible division staff to augment the ITS
professionals. Such SLAs would also improve the internal communications between the new
Department of Information Technology and other Departments/Divisions.

IT04.

Foster and Encourage Citywide Collaboration for IT Initiatives
FY2010 Impact: NA
Five-year impact: NA
Independent IT operations in some parts of City government and lack of communication
between City’s departments and divisions (especially visible in operations of the enterprise fund
divisions) prevents unified operations and management of IT issues, and proper reporting to
ITS. The City’s leadership should encourage closer cooperation between IT units in different
City’s departments to create more effective intradepartmental communication and collaboration
for citywide IT initiatives and services. The IT Strategic Council, while ensuring that every
department has an IT plan align with the technology priorities established by the Mayor, should
also assure and encourage closer collaboration between City’s departments for the long term
IT initiatives.
Closer collaboration between City’s departments for all IT initiatives could not only help with
delivering consistent IT services across the City and coordination of IT strategic planning and
governance, but also with procurement practices and technology standardization.
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Additional Initiatives
Along with the initiatives outlined above, others key issues, which would require additional assessment
and could potentially benefit the Division of Information Technology and Services are listed below:


Assess Viability of Shared Services. A number of services provided by the Division of
Information Technology and Services could be provided in collaboration with neighboring
communities to bring “best of class” solutions, improve cost efficiency, and enable sharing of
information between local governments and community organizations. Established by an interlocal agreement, shared services could allow the City to achieve increased economies of scale,
thereby lowering operational costs, perhaps including the County and the School District as well
as other municipalities. The City of Cincinnati is an example of increased effectiveness in
providing IT services, achieved by local governments through shared services initiative. The
Regional Computer Center, which was formed by an agreement between the City of Cincinnati,
Hamilton County, and law enforcement agencies in the County, provides information technology
solutions that increase the business effectiveness of local governments in the Hamilton County
region. Many other governments nationally have instituted similar agreements, and the City of
Pittsburgh and Allegheny County are currently negotiating such an arrangement.
The comprehensive assessment of potential impacts by the shared services on the City’s
operations should be initiated by the Division to properly analyze costs, benefits, operational
viability, and legal ramifications of regionalization.



Renegotiate Contracts with IT Vendors. The Division should renegotiate current or expiring
vendor contracts in order to achieve better economies of scale, reduce the maintenance cost,
and decrease an overall cost of the IT related agreements. The Division should review and
evaluate existing contracts with the goal of reducing IT spending, especially related to obsolete
and often expensive legacy systems maintained by multiple City departments, and changes that
may be possible with the implementation of the new Citywide financial system.



Evaluate Outsourcing Opportunities. Some of the services provided by the Division of
Information Technology and Services could possibly be provided by third party vendor.
Outsourcing some of the IT services could enable the City to reduce operational cost and realign
available resources to better address current internal needs and inefficiencies. The
comprehensive evaluation of the IT services potentially eligible for outsourcing, followed by the
assessment of impact of outsourcing selected IT functions should be conducted by the City to
analyze potential cost and operational efficiencies / benefits of outsourcing.
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Department of Public Health
Overview
The mission of the Department of Public Health is to improve the quality of life in the City of Cleveland by
promoting healthy behavior, protecting the environment, preventing disease, and making the City a
healthy place to live, work, and play.
In addition to administration, the department has three programmatic divisions: Air Quality, Environment,
and Public Health. The Air Quality division serves as the federal Environmental Protection Agency’s
(EPA) delegated agency for air pollution control for all of Cleveland and Cuyahoga County. The City of
Cleveland contracts with the Ohio EPA to provide air pollution control activities which are funded by
federal pass through funds.
Under the authority of the State Department of Health and the Ohio EPA, the Division of the Environment
provides a host of different inspections. The primary programs include lead safety, food safety, solid and
infectious waste disposal, vector borne disease, enforcement of public places (hotels, motels,
laundromats, etc.) and environmental health in general (cleanliness of private homes property, high
grass, etc.).
The Public Health division focuses on promoting community health. This includes programming around
HIV/AIDS and STD testing and prevention, maternal and child health, control of communicable disease,
developing healthy lifestyles and concentrated effort on emergency preparedness. The Public Health
division is also responsible for birth and death certificates for the City of Cleveland and most other
jurisdictions in Cuyahoga County.
The Department of Health has an approved 2009 budget of just under $22.0 million, with $4.1 million or
approximately 19 percent of total revenue from the City’s General Fund.
Historic Employee Count
Division
Department of Public Health (FT/PT)
Administration
Air Quality
Environment
Health

2007
Actual
166/2
8
35
51
72/2

2008
Estimate
180/2
7
44
52
77/2

2009
Budgeted
176/2
7
44
50
75/2

Budget data
Historical expenditures – Department of Health

Salaries
Benefits
Training & Professional Dues
Utilities
Contractual Services
Materials and Supplies
Maintenance
Claims, Refunds, Misc.
Inter-Departmental Charges
Total

2007
Actual
$2,857,909
$1,031,172
$19,541
$318,161
$1,204,038
$79,087
$3,596
$0
$303,716
$5,817,220
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2008
Estimate
$2,892,749
$1,018,939
$15,286
$325,543
$937,015
$81,360
$2,588
$0
$308,821
$5,582,301

2009
Budget
$2,806,399
$1,073,148
$14,000
$321,490
$1,338,771
$ 83,150
$4,062
$0
$306,134
$5,947,154

Growth %
-1.8%
3.9%
-39.6%
1.0%
10.1%
4.9%
11.5%
0.0%
0.8%
2.2%
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Department of Public Health
Facilities
In addition to its office location, the department operates three health centers. The Department of Public
Health does not provide medical care, but rather services such as lead screening, free childhood
immunizations, free flu and pneumonia vaccinations, and HIV/STD testing and counseling services.

Progress and Future Challenges
The Department Public Health has made progress on several fronts in recent years, including a variety of
OETF recommendations. The phone order system for birth and death certificates was eliminated, and
phone requests go directly to the vendor that processes web-based requests. Unfortunately, no data has
been collected or tracked to determine the impact of this change Likewise, the in-person ordering system
was revamped in an effort to reduce waiting times, but to date there has not been follow up work to
determine whether the outcome of reduced waiting time was achieved.
A five-year, $7.0 million grant for chronic disease prevention ended in September 2009. Since 2004, the
Department has addressed issues such as obesity, diabetes, and other chronic diseases with innovative
programming. As an example, to improve general health and reduce obesity the grant supported training
approximately 400 school aged children for a marathon.
Other OETF recommendations included changing the protocol for nuisance inspections by eliminating
redundancy and establishing a new, streamlined process for inspections. Overall, nuisance complaints
have been declining over the past 3 years, falling from 20,057 in 2006 to 17,205 in 2008. There remains
some overlap with Building & Housing as both areas have responsibilities to address nuisances. A
frequently-cited example is the Building & Housing role responding to complaints involving bushes while
the Health Department responds to complaints about overgrown grass.
Public Health is responsible for providing birth and death certificates in the City of Cleveland and most
other communities in Cuyahoga County. However, University Heights, Garfield, East Cleveland, Parma
and several other municipalities continue to provide this service for their respective jurisdictions. The City
should explore whether the Department of Public Health could provide this service to all Cleveland area
municipalities for a fee.
Public Health also provides a variety of services aimed at improving community health. These include
immunizations, flu and pneumonia shots, and testing for HIV/STDs. The City provides immunizations at
no charge for all childhood immunizations, and provides free flu and pneumonia shots to those under 18
and over 50 and to other adults who fall within certain risk or caregiver categories.

Areas for Focus
Similar services are delivered by both the Cuyahoga County General Health District and City of Cleveland
Public Health Department. For example, both entities conduct nuisance and restaurant inspections,
provide immunizations and flu shots, conduct lead paint inspections, and provide programs to promote
public health. This is common in Ohio; a consolidation study is currently underway in nearby Akron
between the Summit County General Health District and the Akron Health Department to determine the
feasibility of combining the two departments into a single public health entity. The City and County
should consider a similar evaluation to identify areas of common programming and service delivery to
eliminate duplication and overlap.
There is also a wide range of per capita direct funding support among health departments in Ohio. The
City of Cleveland appears to be at the lower end of general fund spending on a per capita basis as
compared to other health departments as shown in the following table:
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Department of Public Health

Health District
Cleveland
Akron
Cincinnati
Columbus
Toledo / Lucas County
Franklin County
Hamilton County
Summit County
Cuyahoga County

Population
478,403
217,074
331,285
725,595
455,030
355,639

461,239
287,566

829,669

Total
Budget
$21,986,000
$18,246,015
$33,461,000
$46,236,314
$17,915,000
$8,264,399

$9,392,737
$9,400,000
$21,909,123

Per Capita
Cost Total
Budget
$45.96
$84.05
$101.00
$63.72
$39.37
$23.24
$20.36
$32.69
$26.41

General Fund
$4,087,000
$7,356,233
$21,246,000
$20,420,819
$15,849,000
$0

$4,549,401
$2,929,860
$10,681,424

Per Capita
Cost
General
Funds
$8.54
$33.89
$64.13
$28.14
$34.83
$0.00
$9.86
$10.19
$12.87

Given the varied services provided and the differing structures of local health departments, further
investigation is needed to better understand the reasons for this apparent General Fund spending
disparity.
The largest revenue source for the Department of Public Health is the sale of birth and death certificates.
A review of large cities and counties in Ohio reveals that the City’s current rate of $20.00 per certificate is
nearing the top end of the various rate structures. The City of Akron currently charges $16.50 per
certificate while the City of Cincinnati is charging $22.00 per certificate. The State of Ohio is raising the
rate for birth/death certificates to $25.00 effective October, 2009. The City will receive $1.00 of the $5.00
increase with the remaining $4.00 going to the State. The City can further increase the rate itself without
State approval. Given the sizable amount of the state increase, further increases are not recommended
at this time, but this should be evaluated annually as part of the budget process and recommendations
elsewhere in this report to continually evaluate.
Also, there are a variety of practices in the state with respect to charging residents for health services.
Most Health Departments charge for nearly all services, including immunizations and flu and pneumonia
shots. In contrast, the City of Cleveland provided 7,000 flu shots last year at no cost.

Initiatives
PH01.

Charging for Flu Shots
FY2010 Impact: $140,000

Five-year impact: $700,000

The City currently does not charge citizens at its health centers for flu shots. Research
suggests that most Public Health departments charge for shots, and it would be reasonable to
establish a flu shot fee of $25.00. The City should set up a plan that accepts cash, checks,
Medicare, and Medicaid. Last year the City gave 7,000 flu shots. Given that individuals are
now subject to a fee and may go elsewhere, the fiscal impact is based on 80 percent returning
to the City for their flu shot.
Fiscal Impact
Fiscal Impact

FY2010
$140,000

FY2011
$140,000
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FY2012
$140,000

FY2013
$140,000

FY2014
$140,000

Total
$700,000
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Additional Initiatives
Investigate Joint Working with the County. Following the trend in Summit County and elsewhere in
the State of Ohio, the City should work with the Cuyahoga County General Health District to determine
where they can achieve efficiencies by working together, dividing duties, or even merging.
Consolidation of Support Services. As described elsewhere in this report, the Department should
combine administrative support – including but not limited to human resources, budget, Council liaison,
IT, clerical and other functions – with other small departments. As a relatively larger, full-service
Department, Health could provide other agencies with a variety of back office services, and would have
the capacity and knowledge to accurately allocate support costs between grant-funded and City-funded
sources.
Expand Vital Records. As noted earlier in this chapter, the Department should explore opportunities to
expand its vital records services to all communities in Cuyahoga County.
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Department of Aging
Overview
The mission of the Department of Aging is to ensure the Cleveland is an elder-friendly community by
enhancing the quality of life for Cleveland seniors through advocacy, planning, service coordination, and
the delivery of needed services.
Historic Employee Count
The Aging Department has both full and part time positions. There are nine full time and three part-time
positions funded by the City’s General Fund. The remainder of the positions, 11 full time and four parttime, are supported by federal, state or private grants.
2007
Actual
9/4
9/4
18/8

Category
Aging (FT/PT) General Fund
Aging (FT/PT) Grant-Funded
Aging (FT/PT) Total

2008
Estimate
9/3
9/2
18/5

2009
Budgeted
9/3
11/4
20/7

Facilities
The Department of Aging has an office located at 75 Erieview Plaza.
Budget data
Historical expenditures – Department of Aging
2007
Actual

Salaries
Benefits
Training & Professional Dues
Utilities
Contractual Services
Materials and Supplies
Maintenance
Claims, Refunds, Misc.
Inter-Departmental Charges
Total

2008
Estimate

2009
Budget

$400,652
$104,403
$1,519
$0
$17,908
$19,372
$131
$0
$78,548

$470,263
$133,995
$1,498
$0
$44,819
$15,987
$474
$0
$78,574

$511,805
$168,499
$1,350
$0
$43,350
$17,500
$1,850
$0
$76,169

$622,533

$745,610

$820,523

Growth %
21.7%
38.0%
-12.5%
0.0%
58.7%
-10.7%
92.9%
0.0%
-3.1%
24.1%

Services, Progress and Future Challenges
The Department of Aging made substantial progress in automating its data collection through the
implementation of the Social Assistance Management System (SAMS).
Efforts to automate began in
2002 when the current director assumed responsibility. The new data collection capability allows greater
monitoring of services provided and the needs of Cleveland seniors individually and as a group.
Aging provides a variety of services to Cleveland’s older adult population. Grant funds are used to
provide such services as minor home repair and chore services. These are funded either through
Community Development Block Grant (CDBG) funds or funds provided by the state Department of
Development.
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In addition, a review of Cleveland’s CDBG American Recovery and Reinvestment Act (ARRA) funding
awards this year reveals over $2.2 million in ARRA funds awarded for the purpose of home repair and
modifications for seniors. This amount of funding represents over a third of the total amount of
Cleveland’s CDBG ARRA award. This is a substantial level of funding and must be expended by
September 2010.
In 2009, the Aging Department has provided assistance with new initiatives such as assisting seniors with
the transition to digital television and cell phone recycling.
Services for older adults will grow in demand as the older population grows both in number and disability
level. This will place increased demand on City revenues as the Aging Department strives to meet the
increased demand level.

Areas for Focus
The City of Cleveland provides a high level of service to its senior residents. A review of Ohio cities with
populations in excess of 100,000 (Akron, Cincinnati, Columbus, Dayton and Toledo) was conducted by
the consultant team. The review found that of the five other large Ohio cities, only Columbus had an
aging office. The Columbus aging office is the state-designated Area Agency on Aging for Central Ohio,
but receives city general funds only for the purpose of serving as local match for Older Americans Act
funding. County levies also provide additional funding for seniors in many areas of the state.
These other large Ohio cities rely on the Area Agency on Aging in their region to provide services and
funding for senior services. For Cuyahoga, Geauga, Lake, Lorain, Medina counties, the Ohio Department
of Aging has designated the Western Reserve Area Agency on Aging (WRAAA) as the body responsible
for planning, coordinating and administering state and federal funded programs and services for older
adults.
Given the economic conditions facing the City of Cleveland and the presence of a well established aging
network in Ohio, the City should evaluate its options in regard to the level of service it provides to its
elderly residents. Given Cleveland’s large elderly population and a historic commitment to providing a
suite of services to older residents, the City may choose to continue to fund all or most of its existing
aging services at the expense of reductions elsewhere in the City budget. However, this choice should
be made after consideration of several alternative service models:
1) Continuing to provide a high level of service to elderly Cleveland residents. In this option, the
City would continue to fund the Aging Department with a significant level of General Fund monies
(budgeted at $819,000 in 2009) and would lead the state in being an elder-friendly City. It
should be noted that given the demographics of the aging population, additional City general
funds will be required to meet the demand for services in the future.
2) Developing a plan to decrease the General Fund contribution over a three-year period. The City
could work with the County to transition services currently being provided by the City to the
Cuyahoga County senior services levy. During this time, the City should also work with the
County to build additional services (if needed) into future levy plans. The City would also need to
work with the WRAAA and other non-profit organizations to develop a plan for serving these
seniors. At the end of the three-year period, the City would continue to provide the necessary
level of General Fund support to allow the Aging Department to secure and monitor grants for
aging-related services within Cleveland.
3) Limiting the services provided by the Aging Department to only those services funded by grants
and/or state or federal funds. In this case, the City may have to provide the local match to access
these funds and may need to provide some funding for administrative oversight. This option
would result in the elimination of many services to seniors but would continue to fund most of the
services offered elsewhere in Ohio and would generate the largest General Fund savings.
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Department of Aging
Initiatives
AG01.

Option 1: Fund the Aging Department at Current Levels
FY2010 Impact: NA
Five-year impact: NA
The City provides services to its older residents at a level far greater than other major cities in
Ohio. Consequently, they also provide a significant General Fund subsidy to maintain this level
of service. The City has a variety of unique programs targeted at helping older adults remain in
their homes, which is a strategy that in the long run saves money for taxpayers at all levels.
Allowing an older adult to age in place is also important to the older adult and the community at
large. The City is justifiably proud of its history of providing needed services to seniors.

AG02.

Option 2: Transition Services Funded by the General Fund to Other Organizations
FY2010 Impact: $0
Five-year impact: $1.2 million
If the economic demands on the City are such that the City must limit its funding to services
that are traditional municipal functions (fire, police, waste collection, etc.), the City should begin
now to transition services to other entities that exist to serve the aging population in
northeastern Ohio and to non-General Fund sources that exist to support the needs of older
adults. It will be important to do this over a period of time so that the City can still ensure that
seniors continue to receive the services deemed most critical.
Over the next two years, the City should work with the County to evaluate how the Cuyahoga
County senior services levy program can be utilized to support the needs of those currently
receiving services by the City. Similarly, the WRAAA should be consulted as to how best to
transition the services. The City should continue to fund the Aging Department at a level that
will allow the City to maintain grant funding, secure new grant funding, and have funds that can
be used as local match to leverage state/federal funds. Thus, in the first two years, the City
should maintain the current level of funding, phasing the funding out from 2012 through 2014.
Fiscal Impact

Fiscal Impact

AG03.

FY2010
$0

FY2011
$0

FY2012
$200,000

FY2013
$400,000

FY2014
$600,000

Total
$1,200,000

Option 3: Fund Only Aging Local Match to Leverage Grant Funds
FY2010 Impact: $614,000
Five-year impact: $3.1 million
If the City simply cannot afford a plan that maintains the existing level of services or cannot
afford to wait until 2012 for savings, the City could reduce services immediately and provide
only those aging services that are funded through grants. The City would need to keep some
administrative funds within the Department to manage grants, secure new grants, and have
funds that can be used as local match. This scenario assumes the City will provide a General
Fund subsidy of $205,000 (approximately 25 percent of the current funding level) for the
purposes outlined above. If the City must choose this option, it would again be critical to meet
with Cuyahoga County and WRAAA to determine if how those entities can assist in providing
services to City seniors.
Fiscal Impact

Fiscal Impact

FY2010
$614,000

FY2011
$614,000
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FY2012
$614,000

FY2013
$614,000

FY2014
$614,000

Total
$3,070,000
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Additional Initiatives
As described elsewhere in this report, the Aging Department should combine administrative support with
other small departments. A prime candidate would be the larger Health Department, with which it is colocated (see the Additional Initiatives section of Health Department chapter).
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Office of Consumer Affairs
Overview
The Office of Consumer Affairs’ mission is to protect the interests of Cleveland consumers by providing
relief from fraudulent, unfair, deceptive, and unconscionable business practices. The Office reports to the
Chief Operating Officer of the City of Cleveland. The Office currently has an Acting Director, who has
been serving in this capacity since December 2008.
Consumer Affairs is engaged in assisting Cleveland citizens who have been, or are likely to be, victims of
consumer fraud scams, predatory lending practices, real estate fraud, home contractor fraud and shoddy
workmanship issues, and warranty/extended warranty complaints.
Complaints have been increasing over the past several years as noted in the table below. The
foreclosure crisis and the economic climate appear to be the cause of the growth in the number of
complaint filings.

Cases Opened

2007

2008

195

354

2009
(as of August 1)
324

2009
(projected)
400+

Most of the cases received by the Office are resolved through mediation. As an example, in 2008 292
cases (85 percent) were resolved through mediation. The remaining cases were closed due to lack of
citizen follow-up, the inability to locate the business/owner, or when the complainant chose another
organization to assist them with the issue. Only two cases were referred to the Law Department for
action last year.
Consumer Affairs holds public forums and engages in a variety of outreach initiatives to increase public
awareness about consumer protection issues. In 2008 the Office held 129 events, compared to only 43
in 2007.
Currently, the Office of Consumer Affairs is conducting workshops to increase the financial literacy of
youth. This is a collaborative effort with multiple agencies; the goal of the initiative is to educate youth on
skills such as budgeting, banking, and credit issues.
Historic Employee Count
The Office has seven total positions: six filled and one vacancy. Six of the seven positions are funded by
the general fund with the remaining position grant funded. The Office is budgeted to carry a director and
secretary, two consumer protection specialists, two project coordinators, and an administrative
supervisor.

Consumer Affairs

2007
Actual
4

2008
Estimate
7

2009
Budgeted
7

Facilities
The Office of Consumer Affairs is located in the Convention Center. This location is not visible or easily
accessible to the general public.
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Office of Consumer Affairs
Budget data
Historical expenditures – Office of Consumer Affairs
2007
Actual

Salaries
Benefits
Training & Professional Dues
Utilities
Contractual Services
Materials and Supplies
Maintenance
Claims, Refunds, Misc.
Inter-Departmental Charges
Total

2008
Estimate

2009
Budget

Growth %

$203,549
$67,785
$408
$0
$15,719
$920
$0
$0
$13,268

$227,600
$63,111
$1,270
$0
$20,566
$794
$0
$0
$15,003

$271,913
$81,553
$2,500
$0
$21,600
$2,000
$0
$0
$15,791

25.1%

$301,649

$328,344

$395,357

23.7%

16.9%
83.7%
0.0%
27.2%
54.0%
0.0%
0.0%
16.0%

Progress and Future Challenges


The foreclosure crisis and poor economy has contributed to increased complaints for the Office of
Consumer Affairs. The staff has been able to successfully handle the increased caseload due to
streamlining of procedures with the assistance of a new database.



The location of the Consumer Affairs office is not consumer-friendly. It is not accessible to the
general public and has no visibility. While alternative sites have been explored, there has been
no relocation decision to date. A resolution to this issue will likely be forced once the City leaves
the Convention Center.



The Office has not been able to update its website to improve customer access due to overall
City IT project prioritization.



As noted above, the Office has implemented a database system that has resulted in improved
case management capabilities and significantly reduced the time to produce required reports.



Access has been granted to allow Consumer Affairs staff to view information in the Building &
Housing’s Accela system. The Accela system contains information on vendors and contractors
registered with the City that is relevant to the investigation of contractor complaints.

Areas for Focus
While it is admirable that the City provides consumer affairs services to its residents, such services are
not typically a municipal function. A review of Ohio cities with population of 100,000 or greater (Akron,
Cincinnati, Columbus, Dayton and Toledo) was conducted by the consultant team. The review found
that no city in this category has a consumer affairs office. These cities refer complaints of this nature to
other officials, such as the Ohio Attorney General.
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Initiatives
CA01.

Office Elimination
FY2010 Impact: $395,000

Five-year impact: $2.0 million

As noted above, consumer affairs services are not typically a municipal function. The Office is
currently located in an area where it is difficult for consumers to gain access, and planned
relocation has not happened. Other efforts identified to increase consumer access, such as
updating the website, have not occurred due to low prioritization. Overall, the Office already
appears to be a low priority (given competing needs in the current financial climate), with
services available from other levels of government. These factors make the Office a strong
candidate for elimination to provide financial resources for other City priorities.
Fiscal Impact
Fiscal Impact

FY2010
$395,000

FY2011
$395,000
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FY2012
$395,000

FY2013
$395,000

FY2014
$395,000

Total
$1,975,000
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Department of Community Development
Overview
The Department of Community Development oversees the use of annual funds from the U.S. Department
of Housing and Urban Development. The main sources of funds include:





Community Development Block Grants (CDBG)
HOME Investment Partnership Program (HOME)
Emergency Shelter Grants
Housing Opportunities for Persons With AIDS (HOPWA)

The Department implements programs designed to conserve and expand the housing stock; revitalize
commercial areas; acquire, maintain, and market vacant land; rehabilitate or reconstruct infrastructure
and public facilities; improve the quantity and quality of human services; and provide neighborhood based
planning services and small area neighborhood plans. The main focus is to develop ideas and programs
to build stronger Cleveland neighborhoods. This includes providing decent housing, proper living areas,
and broader economic opportunities for those with low and modest incomes.
Community Development works with other City departments, neighborhood groups and non-profit
agencies on important issues like predatory lending, fair housing, financial literacy, wealth building, youth
services and vacant housing. This department’s annual budget for all services is $40 million, with $30
used for contracts and $38 million funded from grants.
The Department’s mission statement is: “We are committed to improving the quality of life in the City of
Cleveland by strengthening our neighborhoods through successful housing rehabilitation efforts,
commercial rehabilitation efforts, new housing construction, homeownership, and community focused
human services.”
Historic Employee Count
Headcount in this division has remained steady over the last three years after three consecutive years of
decline due to reductions in CDBG funding to the City. However, it is expected that this funding source
will increase this year and afford the City the opportunity to increase staffing in all of its divisions.
Division
Director’s Office
Administrative Services
Neighborhood Services
Real Estate
TOTAL

2007
Actual
FT
6
29
22
20
77
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PT

1
1

2008
Estimate
FT
16
29
22
10
77

PT

1
1

2009
Budgeted
FT
18
36
24
12
90

PT

1
1
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Budget data
Historical General Fund expenditures – Department of Community Development
2007
2008
2009
Growth
Category
Actual
Estimate
Budgeted
%
29.0%
Salaries
$989,046
$1,258,827
$1,276,315
87.9%
Benefits
$245,871
$407,171
$461,905
-100.0%
Training & Professional Dues
$2,720
$2,700
$0
-100.0%
Utilities
$4,148
$4,305
$0
455.9%
Contractual Services
$33,280
$184,005
$185,000
-100.0%
Materials and Supplies
$15,560
$10,469
$0
-100.0%
Maintenance
$8,403
$2,069
$0
0.0%
Claims, Refunds, Misc.
$0
$0
$0
25.6%
Inter-Departmental Charges
$65,128
$69,975
$81,773
$1,364,156
$1,939,521
$2,004,993
32.0%
Total
Grant Revenue Sources
Community Development and its activities have typically been supported by four primary federal funding
sources:
 Community Development Block Grant: An entitlement grant provided to all major U.S. cities, this
grant is allocated every year through the federal budget process and awarded to Cleveland in
May of each year. The City is eligible as the principal city of a Metropolitan Statistical Area
(MSA).


HOME Investments Partnership Program: HOME is the largest Federal block grant to State and
local governments designed exclusively to create affordable housing for low-income households.
HOME funds are awarded annually as formula grants to participating jurisdictions.



Emergency Shelter Grant: Provides homeless assistance and homelessness prevention dollars
to eligible entities that, in turn, provide funding to local agencies to provide direct services.



Housing Opportunities for Persons with AIDS: The City receives these funds as part of the
formula program which is awarded to qualified States and Metropolitan areas with the highest
number of AIDS cases.
Community Development Federal Grant Revenue, Historical ($000)

PROGRAM
CDBG
HOME
Emergency Shelter Grant
HOPWA
TOTAL

2005
ACTUAL
$27,429
$6,892
$1,061
$822
36,204

2006
ACTUAL
$24,565
$6,411
$1,055
$826
32,857

2007
ACTUAL
$24,527
$6,355
$1,059
$840
32,781

2008
ACTUAL
$23,601
$6,117
$1,057
$870
31,645

FINAL
2009
$23,928
$6,764
$1,051
$895
$32,638

In addition to the annual federal grants received, Community Development receives the Home
Weatherization Assistance Program (HWAP) funds through the State of Ohio. HWAP is a no-cost energy
assistance program designed to increase the energy efficiency of dwellings owned or occupied by
income-eligible Ohioans, reduce participants’ household energy expenditures and improve participants’
health and safety. HWAP is federally funded by the U.S. Department of Energy and provided to Ohioans
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at no cost for customers whose annual household income is at or below 200 percent of the federal
poverty guidelines1. The grant award to Cleveland for FY2009 is $4.9 million.
Community Development Block Grant
The largest and most flexible of the Department’s funding sources is the CDBG. Program years begin
June 1 and end May 31, so that about half of the grant is programmed during the previous fiscal year. In
Program Year (PY) 2009, CBDG funds make up 73.3 percent of the total federal grant funds. Over the
last 5 years the City has experienced decline in almost all of these funding sources but the greatest
decline was in CDBG; a drop of 12.8 percent or $3.5 million since 2005. PY2009 CDBG grant funds
support a number of services, as shown below:
Community Development Block Grant Summary
By Program Year
Line Item/Program
NEIGH. DEV. ACTIVITIES
CODE ENFORCEMENT
DEMOLITION AND BOARD UP
HOUSING PROGRAMS
Home Repair Assistance Programs
Paint Refund Program
Afford-A-Home
Rehabilitation Program Administration
Cleveland Action to Support Housing
Housing Trust Fund
Anti Predatory Lending
Acquisition/ Site Work Housing Strategy
PUBLIC SERVICE PROGRAMS
AIDS Prevention Program
Third Party Social Service Agencies
Homeless Services
LAND REUTILIZATION PROGRAMS
Lot Clean Up
Community Gardens
COMMERCIAL REVITALIZATION
Storefront Renovation Program
COMMUNITY DEV. CORPS
CDC - Competitive Grants
Citywide Dev. Support Services
Cityworks Program
GENERAL ADMINISTRATION
Salaries and Benefits
Operating Expenses
Indirect Costs
Fair Housing Services
TOTAL

1

Actual
PY2006
8,400,000
441,000
1,975,600

Actual
PY2007
8,400,000
419,000
0

Actual
PY2008
8,400,000
419,000
500,000

Final
PY2009
8,400,000
419,000
750,000

1,160,000
400,000
100,000
521,200
127,000
2,187,039
0
0

2,260,000
380,000
95,000
521,200
121,000
2,132,291
40,000
400,000

2,207,000
200,000
95,000
575,000
116,000
1,663,124
288,000
200,000

2,207,000
375,000
95,000
625,000
100,000
1,450,345
288,000
50,000

475,000
2,100,000
631,000

475,000
1,800,000
631,000

457,000
1,800,000
631,000

457,000
1,800,000
683,000

700,000
110,000

890,000
105,000

890,000
100,000

890,000
100,000

700,000

1,000,000

200,000

200,000

1,600,000
514,000
150,000

1,400,000
489,000
142,000

1,400,000
473,000
100,000

1,400,000
473,000
100,000

2,175,600
185,800
181,300
90,000
24,924,539

2,175,600
185,800
380,000
86,000
24,527,891

2,250,000
186,000
365,000
86,000
23,601,124

2,545,000
150,000
285,000
86,000
23,928,345

http://www.development.ohio.gov/cdd/ocs/hwap.htm
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The greatest portion of the grant funds are expended on Neighborhood Development Activity (NDA).

Program
Commercial Revitalization
Code Enforcement
Demolition and Board Up
Land Reutilization Programs
Community Dev. Corps
Public Service Programs
General Administration
Housing Programs
Neighborhood Development Activities
Total

2009 CDBG
Allocation
$200,000
$419,000
$750,000
$990,000
$1,973,000
$2,940,000
$3,066,000
$5,190,345
$8,400,000
$23,928,345

% of Total
0.8%
1.8%
3.1%
4.1%
8.2%
12.3%
12.8%
21.7%
35.1%
100.0%

The Neighborhood Development Activity (NDA) program began in 1990 and is used to provide funding to
each ward and is awarded at the discretion of each councilperson. under its current structure the
program provides $400,000 per year to each of 21 council persons to award as they choose within the
program guidelines for a total allocation of $8.4 million in FY2009 or 35.0 percent of the total grant. A
majority of the NDA funding is allocated to support the administrative and capital costs for the programs
administered by Community Development Corporations (CDCs) in individual wards.
The NDA allocation has increased since its inception in 1990. The first NDA allocation that year was for
$3.57 million or $170,000 per ward. It has since grown to as much as $10.5 million ($500,000 per ward)
in 2000 and 2001, and has been $8.4 million ($400,000 per ward) since 2005.
However, the amount allocated annually for NDA has not been adjusted to take into account substantial
reductions in the grant award received each year and, therefore, has become a greater portion of the total
grant used. As a result, the NDA has increased as a percent of the total grant since its inception in 1990
from 15.0 percent then to 35.0 percent now.
CDBG Grant and NDA Line Item Historical Trends

Millions

$40.0

40.0%

$35.0

35.0%

$30.0

30.0%

$25.0

25.0%

$20.0

20.0%

$15.0

15.0%

$10.0

10.0%

$5.0

5.0%

$0.0

0.0%
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FY2009 One-Time Grants
In FY2009 the City also had the opportunity to receive additional one-time supplemental grants as part of
the federal stimulus package as well as additional funding available to stem foreclosures.
Neighborhood Stabilization Program (NSP). The Neighborhood Stabilization Program (NSP) was
established to stop further decline in communities that have suffered from foreclosures and
abandonment. NSP I, a term that references the NSP funds authorized under Division B, Title III of the
Housing and Economic Recovery Act (HERA) of 2008, provides grants to all states and selected local
governments on a formula basis. NSP II, a term that references the NSP funds authorized under the
American Recovery and Reinvestment Act of 2009 (ARRA, or the Recovery Act), provides grants to
states, local governments, nonprofits and a consortium of nonprofit entities on a competitive basis. NSP
is a component of the Community Development Block Grant (CDBG). The CDBG regulatory structure is
the platform used to implement NSP and the HOME program provides a safe harbor for NSP affordability
2
requirements. Cleveland has received a total of $25.6 million thus far from NSP 1 and the NSP II state
pass-through, and is awaiting a decision on the NSP II competitive awards. These funds are one-time but
can be spent over a three-year period ending in 2013. Each grant includes an administrative support
component limited to ten percent of the award.
NEIGHBORHOOD STABILIZATION PROGRAM FUNDING
CITY OF CLEVELAND
Program
NSP I
NSP I - State
NSP II - ARRA Competitive
TOTAL (as of September 30, 2009)

Award
$16,143,120
$9,424,689
TBD
$25,567,809

CDBG ARRA. The federal stimulus package also provided $6.4 million in supplemental CDBG funds to
entitlement communities. The guidelines for use of this funding are identical to the CDBG, with the
exception that recipients must give priority to projects that can award contracts based on bids within 120
days of the grant agreement. The City has three years to expend the funds awarded and can use up to
20 percent, or $1.3 million, for administrative expenses.
CDBG-R
Program
CDBG-R

Award
$6,409,225

HOMELESSNESS ARRA. Similarly, the federal stimulus package also provided $9.8 million in
supplemental funds for homelessness prevention and services to entitlement communities. The City has
three years to expend the funds awarded and can use up to 20 percent, or $2.0 million, for administrative
expenses.
HOMELESSNESS - ARRA
Program
HOMELESSNESS - ARRA

Award
$9,801,913

HWAP ARRA. Under the Recovery Act, the State of Ohio will receive approximately $266 million in 2009
to be expended over three years. The ARRA funds have been allocated to the existing HWAP provider
network via the existing formula methodology. Cleveland’s share of this funding is $21.3 million to be
expended over 3 years.

2

http://www.hud.gov/offices/cpd/communitydevelopment/programs/neighborhoodspg/
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HWAP - ARRA
Program
HWAP - ARRA

Award
$21,290,623

Administrative Expenses
The total budget for the Community Development Department for FY2009 is $6.9 million, including $2.0
million in General Fund revenue with the balance from a combination of CDBG, HOME, HWAP and NSP
funds. General Fund dollars cover approximately four months of personnel and operating expenses for
the department.
A number of the Community Development grant funds can be allocated in part for administrative support
related to grant-funded programs. In other words, a portion of grant can be used for administrative
expenses, typically capped at a percent of the overall grant amount. The following summarizes the
administrative support dollars available to the City through the CD grant sources:
Available Administrative Support Funding
Grant Source

Total 2009
Grant

CDBG
HOME
HWAP
NSP*
CDBG-R*
HWAP-ARRA*
TOTAL

$23,928,345
$6,763,777
$4,858,521
$25,567,809
$6,409,225
$21,172,932
$88,700,609

Grant
Program
Year
June -May
June-May
Apr- March
Onetime
Onetime
Onetime

Admin.
Cap %
20%
10%
9%**
10%
10%
9%**

Grant
Admin.
Budget
$3,066,000
$640,000
$146,153
$2,114,120
$465,225
$1,366,078
$7,797,576

Maximum
Admin.
Funding
$4,785,669
$676,378
$430,292
$2,556,780
$640,922
$1,868,867
$10,958,908

Admin.
Funding
Remaining
$1,719,669
$36,378
$0
$442,660
$175,697
$0
$2,374,404

* These grants are one-time and can be spent over 2-3 years.
**While 9% is the legislative cap for this program, the State sets the actual cap annually which could be lower than 9%.

The City has not maximized the administrative cap for CDBG or HWAP, and has not yet exhausted the
administrative dollars available from the NSP or CDBG-R grants. For the CDBG grant, the City has,
instead, allocated a greater portion of the grant towards activities that directly provide grant eligible
services. To use a greater portion of the grant for administrative expenses and reach the cap, program
dollars would need to be reallocated for this use. Similarly, the City would need to commit the maximum
portion of the NSP and CDBG-R program dollars towards administrative expenses.
It should be noted that there are restrictions on the use of the administrative portions of each of these
grants, and before program funds are shifted it should be confirmed that expenses to be paid meet
eligibility requirements. However, it appears that the City could reduce the General Fund support for
these programs by investigating and implementing such transfers.

Progress and Future Challenges


The Department (CD) has experienced over 60 percent turnover in the last two years, but
believes that its newer staff are particularly dynamic and innovative. However, staff turn-over has
created challenges where the Department has experienced delays in personnel processing,
causing long vacancies in positions.



The Department is one of many that utilize geographical information systems (GIS) to provide
analysis and information for projects. The Department uses the citywide GIS maintained by the
water utility as its base map, but must supplement support from the Cleveland Water Division with
its own GIS division that provides cartography services as well as GIS analysis and reporting
capacity.
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However, the Department has made good use of graduate interns and the local university
community to supplement this GIS activity and leverage existing resources in other parts of the
City.

Areas for Focus


The Community Development Department is closely related to Economic Development, Building
and Housing, and Planning agencies. These four departments have similar missions and a
common set of workload drivers that should be addressed in a common way. Further, because
these agencies also share major funding sources outside of the General Fund (both existing and
potential), the coordinated leveraging of these limited resources is critical.

Initiatives
CD01.

Consolidate Storefront Program with Retail Program in Economic Development
FY2010 Impact: $300,000
Five-year impact: $1.5 million
Community Development’s Storefront Revitalization Program (SRP) provides grants and loans
to retail merchants in targeted areas of the city for storefront renovations. The program requires
four staff in addition to two consultants funded by program dollars. However, on average only
$600,000 per year is awarded for store front renovations, making this program expensive.
The SRP is also duplicative of a similar initiative run by the Economic Development
Department, the Neighborhood Retail Assistance Program (NRAP). Unlike NRAP, SRP is
limited to exterior improvements and can only provide grants in targeted areas. Further, the
SRP includes more stringent design guidelines that mirror the historic preservation standards
determined by the U.S. Department of the Interior. These design standards often increase the
cost of improvement projects and the average cost per project to meet these standards.
Generally, the City should evaluate its approach to retail business development in the City and
create a single program to meet this goal. In that context, to better leverage its investment in
small retail development, the City should discontinue the SRP in its current form and use the
funds earmarked annually through CDBG to expand the NRAP in Economic Development to
incorporate similar goals. It is further recommended that to the extent possible, the stringent
rules required by the program for historic preservation be relaxed to reduce administrative time
required to complete a grant or loan, allowing the City to continue a similar program with fewer
staff people.
As a result, four staff positions can be eliminated. The savings from reducing these positions
totals approximately $300,000 in General Fund dollars. Funding for the two consultants
($116,000) as well as the CDBG program dollars ($200,000 in PY2009) should follow the grant
as additional resources to expand the NRAP in Economic Development.
Fiscal Impact

Fiscal Impact

FY2010
$300,000

FY2011
$300,000
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FY2012
$300,000

FY2013
$300,000

FY2014
$300,000

Total
$1,500,000
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CD02.

Reprogram Grant Dollars to Maximize Administrative Expense Revenues
FY2010 Impact: Up to $1.4 million
Five-year impact: Up to $10.9 million
The City currently has $6.0 million available to use towards offsetting costs expended to
administrate its recurring grant programs (CDBG, HOME and HWAP), but is only using $4.1
million (or 70.2 percent) of the funds available for this purpose. Similarly, the City has a total of
$5.1 million in one-time grant revenues available for administrative costs but has budgeted to
use only $4.4 million or 87.8 percent of the total funds available for this purpose.
As a result, the City is subsidizing $2.0 million or approximately 25 percent of the Community
Development budget with General Fund dollars. The City could reduce this portion of funding
by fully utilizing the administrative dollars allotted as part of the grant programs. To achieve this
goal, existing program funding will need to be reduced such that funds can be reprogrammed to
cover administrative costs. There are several ways to achieve this reprogramming, as
described below. Either one of these strategies or a combination could be used to achieve the
savings necessary to reprogram towards administrative expenses. It should be noted,
however, that the CDBG program year does not align with the City’s fiscal year and, as a result,
complete savings of the General Fund subsidy through this strategy can only be achieved
beginning in June 2010.


Reduce the NDA allocation: The Neighborhood Development Activity line item of the
CDBG budget has been earmarked by City every year since 1990. Its intent is to allow for
local control over a portion of the dollars that support local development. This program
methodology, while permitted, is unique amongst CDBG entitlement communities (which
typically consider program decisions on a citywide basis). Moreover, this allocation has
become an increasingly greater portion of the total grant allocation, such that NDA now
accounts for over 35 percent of the City’s CDBG allocation for 2009. This allocation could
be reduced by either a) reducing the total grant to historically lower levels, or b) eliminating
$800,000 in funding when the two wards are eliminated in FY2010.
Scenario 1
Historically the NDA has increased from 15.7 percent of the total grant at its inception to
the current level of 35.6 percent. The average over this period is 25.8 percent. Should the
grant be reduced to a level equal to this historic average, based on the PY2009 total of
$23.6 million the NDA portion would be $6.1 million (or $2.3 million less than the current
level).
Fiscal Impact

Fiscal Impact

FY2010
$1,342,250

FY2011
$2,301,000

FY2012
$2,301,000

FY2013
$2,301,000

FY2014
$2,301,000

Total
$10,546,250

Alternatively, the City is reducing its wards from 21 to 19. Since the NDA funding is
currently allocated per ward, two fewer wards could reduce the grant by $800,000.
Scenario 2
Fiscal Impact
Fiscal Impact


FY2010
$466,667

FY2011
$800,000

FY2012
$800,000

FY2013
$800,000

FY2014
$800,000

Total
$3,666,667

Targeted reductions for programs that have received increases in the last three years:
Based on reductions in grant dollars available as well as policy decisions made to prioritize the
use of CDBG funds, a number of programs were reduced sometime in the last three years. Many
of these programs have since been restored with the increase in grant dollars available this year.
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Should these increases be rolled back, additional dollars would be available to support
administrative costs. Programs that have experienced program reductions recently include:

Program
Demolition and Board Up
Home Repair Assistance Programs
Paint Refund Program
Lot Clean Up
TOTAL

Reduction
over Current
Year
$250,000
$1,047,000
$175,000
$190,000
$1,662,000

Scenario 3
Fiscal Impact
Fiscal Impact


FY2010
$969,500

FY2011
$1,662,000

FY2012
$1,662,000

FY2013
$1,662,000

FY2014
$1,662,000

Total
$7,617,500

Temporarily Eliminate Funding of Demolition/Board Ups until NSP Funds are Exhausted:
CDBG has historically funded a portion of the costs of demolitions and board up activities
conducted by Building and Housing. In PY2009, $750,000 was allocated for board ups.
However, the City has received $25.6 million in NSP funding of which $14.5 million has been
earmarked for demolition activities. While these funds are limited, the City should take advantage
of the available support to fund these activities with other monies and reprogram this program
temporarily for other purposes until NSP funds are exhausted. The City has three years within
which to expend thee funds.
Scenario 4
Fiscal Impact

Fiscal Impact

CD03.

FY2010
$437,500

FY2011
$750,000

FY2012
$750,000

Eliminate Assistant Commissioner Positions
FY2010 Impact: $210,000

FY2013
$0

FY2014
$0

Total
$1,937,500

Five-year impact: $1.05 million

The Community Development Department is currently staffed to include two Assistant
Commissioner positions in the Real Estate and Neighborhood Services divisions. These
positions have been vacant for the majority of 2009 without adversely affecting the performance
of the department. Further, the spans of control in these divisions are within reasonable levels
such that future adverse impact is not anticipated. The salaries for the two positions are
$75,000 each. With benefits of approximately 40 percent of salary or $30,000, the total savings
for eliminating these two positions totals $210,000 annually.
Fiscal Impact
Fiscal Impact

FY2010
$210,000

FY2011
$210,000
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FY2012
$210,000

FY2013
$210,000

FY2014
$210,000

Total
$1,050,000
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Additional Initiatives


In addition to managing the use of the administrative budgets included in its major grant sources,
the Community Development department must ensure that its sub-grantees use their
administrative budgets as approved. If sub-grantees are not sufficiently policed to ensure
compliance, the City will be liable to cover costs that exceed approved administrative budgets
and do not qualify under direct program provision. As a result these expenses could take away
from the City’s ability to cover its own administrative expenses. Increased monitoring and
enforcement of this requirement will ensure compliance in the future.
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Overview
The Economic Development Department provides technical assistance, creative financing and
educational opportunities that will ensure a vibrant economic future for the region.
Major responsibilities include the following:
•
•
•
•
•
•
•
•
•

plan a comprehensive economic development program;
operate major commercial/institutional development and redevelopment programs;
develop and implement a comprehensive industrial development strategy;
operate business investment lending programs;
serve as an ombudsman for small businesses within City government;
coordinate small business assistance groups;
organize local neighborhood based retention and expansion plans;
provide business development and marketing resources; and
planning and economic policy support.

Services provided by the Economic Development Department include:


Business Development, Retention and Expansion – The department encourages business
development through the identification of development opportunities, assistance of businesses
entering or existing in the Cleveland market, and the support of regional economic development
activities.



Industrial-Commercial Land Bank – The City maintains a land bank for commercial and
industrial properties in target areas for development. The Industrial-Commercial Land Bank was
established in 2005 by the City as a proactive approach to reusing properties with serious real
estate obstacles, such as environmental contamination and/or economic hardship. This land
bank provides the opportunity for the City to strategically assemble properties to attract
businesses and create long-term economic and community investments.
Economic Development works to identify and acquire properties for this purpose in coordination
with Community Development, which provides real estate services. Once identified, the City
aggressively pursues redevelopment activities including assessments, acquisition, demolition and
environmental cleanup.



Loans – One major tool for supporting the mission of business development and retention is the
award of grant funds from various federal, state and local sources for a number of business loan
programs. The City originates loans with local businesses and monitors repayment and reuse of
those funds for other loan activities.



Technical Assistance – Department staff work with businesses to provide a variety of technical
assistance around development issues including hard-to-complete projects such as brownfield
redevelopment



Workforce Development – Partners with Cuyahoga County through Employment Connection to
provide training programs and workforce programs to local businesses.

The Department’s mission statement is “to provide governmental leadership that will capitalize on
Cleveland's economic strength by the encouragement of economic development, and to provide
programs for the city, which will generate additional tax revenue, employment and real property values.”
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Historic Employee Count
Division
Administration
Business Retention & Expansion
Business Development
Empowerment Zone
TOTAL

2007
Actual
8
4
4
5
21

2008
Estimate
8
2
4
6
20

2009
Budgeted
9
3
4
6
22

The Economic Development Department has had a steady headcount, but has experienced significant
turn over in the last six months, losing two key personnel who have not been replaced. The Department
has been approved to fill two of its four vacancies that exist, but has not been able to hire yet.
Budget data
Historical Expenditures – Department of Economic Development
Category
Salaries
Benefits
Training & Professional Dues
Utilities
Contractual Services
Materials and Supplies
Maintenance
Claims, Refunds, Misc.
Inter-Departmental Charges
Total
Revenues

2007
Actual
$1,018,708
$272,158
$0
$0
$145,186
$3,243
$0
$0
$40,931

2008
Estimate
$1,159,691
$347,271
$0
$0
$47,605
$1,381
$0
$0
$25,573

2009
Budgeted
$1,072,803
$351,703
$0
$0
$0
$0
$0
$0
$32,193

Growth
%

$1,480,226

$1,581,521

$1,456,699

-1.6%

$188,316

$263,431

$450,000

139.0%

5.3%
29.2%
0.0%
0.0%
-100.0%
-100.0%
0.0%
0.0%
-21.3%

Loss of staff and reductions in the use of Contractual Services has reduced the budgeted total from
FY2007 to FY2009. Further, the 2009 budgeted revenue increase to $450,000 was based on expected
increases in interest earnings from the Urban Development Action Grant (UDAG) grant program.
Because a majority of these dollars have since been granted or loaned, interest income is expected to be
below budget and will likely remain at lower levels in the future.
Grant Revenue Sources
The department has a number of revenue sources from which to draw to provide grant and loan dollars
for its primary development activities. Those programs include:


UDAG Repayments – Revenue from repayments of original UDAG loans that are available for
new loans or grants



Economic Development Planning (EDP) – A portion of residual revenue from a large UDAG
repayment restricted to allocation by City Council. Original award of $25,000 per ward.
Administered by Economic Development staff.



EDA Title IX Repayment – Revenue from repayments of original EDA Title IX loans that are
available for new loans or grants. The only source in the portfolio that can be used for working
capital.
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Railroad Funds and CBD Railroad Funds – The City received settlement revenue from a case
involving the merger of two railroad companies. The settlement was awarded in 1999 for
approximately $20.0 million paid over 5 years. A majority of the revenue was used for sound
barriers, but the remaining amount is used for a number of citywide business development
programs including Citywide Business Grant, Technology Grants and Green Technology grants.
The City Council created the CBD through legislation and earmarked $5.0 million of the
settlement revenue for use in this zone only.



Neighborhood Development Impact Fund (NDIF) Repayment – NDIF was created using revenue
from a settlement between the City and CPP. The NDIF Repayments are residual revenues from
repayment of loans and from interest earnings. This fund is unrestricted.



Core City I – The City issued $24.7 million of taxable economic and community development
revenue bonds in 2003 to establish the Core City Fund for the construction of industrial,
commercial, distribution and research facilities and residential housing in the City. It is
securitized with revenue from the sale of property in the Chagrin Highlands area. Annual debt
service is $1.0 million.



Core City II – In 2004 the City issued a second set of taxable economic and community
development bonds in the amount of $19.3 million. They are structured as special obligation of
the City; debt service is $0.4 million annually.



Empowerment Zone/Section 108 – Revenue from the Empowerment Zone program that must be
used in the designated area.



Empowerment Zone EDI Loan Support



HUD 108 – Revenue from HUD 108 program



Neighborhood Retail Assistance Program (NRAP) – Funded through second generation UDAG
funds, provides interior and exterior renovation dollars to retail store owners across the City.



SBRL-CDBG Repayment
Summary of Program Resources for 2009

Source
UDAG Repayment
EDP
EDA Title IX Repay.
CBD Railroad
NDIF Repay.
NDP Repayment
Railroad
Core City I
Core City II
Empowerment Zone 108
Empowerment Zone EDI Loan Support
HUD 108
NRAP
SBRL-CDBG Repay
TOTAL

Resources at
Beginning of FY2009
$21,323,150
$164,514
$2,413,474
$1,811,634
$2,420,169
$123,115
$1,485,915
$2,716,173
$8,841,100
$27,594,950
$1,687,905
$10,000,000
$651,289
$263,487
$81,496,876
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Committed
($16,408,292)
($1,395)
($2,300,000)
($609,620)
($2,258,648)
($5,500)
($1,418,884)
$0
($6,665,000)
($6,700,000)
($26,815)
$0
($353,605)
$0
($36,747,759)

Remaining
(as of 8/31/2009)
$4,914,858
$163,119
$113,474
$1,202,014
$161,521
$117,615
$67,031
$2,716,173
$2,176,100
$20,894,950
$1,661,090
$10,000,000
$297,685
$263,487
$44,749,116
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A majority of these resources are finite and cannot be replenished/renewed unless they are loaned
through a revolving program. Further, 69.0 percent of the remaining funds are Empowerment Zone 108
and HUD 108 funds which are extremely restrictive and administratively challenging. Not including 108
funds, the City has $13.8 million remaining in resources to fund ongoing economic development goals.

Progress and Future Challenges
Progress:
The Economic Development department has successfully increased the amount of economic
development activity with a limited staff. Those successes include committing over $36.7 million to more
than 80 projects in FY2009, among them securing the 2014 Gay Games and selection of the Gardening
for Greenbacks program for display at the Cities Showcase of the 2009 National League of Cities
Congress. The department also partnered with Cuyahoga County to apply for New Market Tax Credits in
the amount of $100.0 million.
Challenges:


Almost all of the resources used to support economic development activity come from grant
sources. However, the vast majority of these grants do not cover administrative expenses, so the
City must fund these costs with General Fund resources.



Revolving loan resources are being depleted. A large portion of the Department’s grant and loan
resources has been the UDAG repayments, revenue paid back to the city for first generation
UDAG loans. Those revenues are available to be re-loaned for economic development, but are
finite and cannot be replenished. Of the $21.3 million available at the beginning of FY2009, the
Department has committed $8.3 million in grants and $8.3 million in loans, leaving $4.9 million in
program funds available. While much of the loan revenue should be expected to be repaid over
time, this large pot of money will not be available for additional loans in the near future. Similarly,
other grant and loan sources are being depleted with few available to be replenished. Therefore,
the City’s resources to conduct economic development projects will become more and more
constrained. The only resource consistently available annually to support economic development
activities is the Community Development Block Grant (CDBG). However, the City has not
historically committed much CDBG funding for economic development.



The Empowerment Zone, a major source of administrative funding, will expire at the end of
FY2009. The federal Empowerment Zone program currently funds $450,000 in administrative
costs and provides six staff people, including an attorney, in addition to direct grant support to
much of the department’s activities. The City is seeking a one-year extension of administrative
funds to provide monitoring services as the program winds down, but it is unlikely that further
funding will be available. The City must either terminate the staff or absorb the cost of the
positions. It should also be noted that the attorney funded through this program provides other
service beyond the Empowerment Zone grant, so the absence of funding is likely to affect other
activities.

Areas for Focus


Maximize Grant Revenue. The Department’s grant and loan resources are being depleted.
Those programs that can be reapplied for have been, but most of the resources are finite.
Should the City make the policy decision that economic development programs are a priority,
then staff resources must be allocated to identifying and securing new grant sources. The City
could also explore additional partnerships with the County and other entities to leverage
resources to support broader policy goals.

Management & Efficiency Study – Cleveland, Ohio
Department of Economic Development
November 2009

Page 284

Economic Development


Staffing. The Department experiences significant turnover in staff because there is a lack of
career progression for early career professionals. Therefore the department may lose a project
manager in a year or two rather than the six years that is considered optimal by its
administrators.
With that turn over, the department has been challenged in recruiting and hiring talented early
career employees because the job description for its Project Manager title, the most common
position, requires two years of work experience in addition to an undergraduate degree.
Therefore hiring a new college graduate is impossible even though they would be less expensive
and desirable for a function. For example, the Department has two vacancies currently in this
title with a salary range of between $40,000 and $55,000. A recent college graduate could easily
fill one of these two positions at the bottom of this pay range if permitted, while finding a
seasoned professional who would be willing to accept this salary is challenging. Therefore these
positions remain vacant.
Economic Development does not have the capacity to execute tasks required to expand grant
activities beyond the programs that currently exist. The Department, along with a consortium
from the County and other regional agencies, recently applied for $100 million in New Market Tax
Credits from the federal government. Awards are expected to be made in November. If selected,
however, the City does not currently have the staff to adequately administer this significant grant.
The Department believes that additional investment in grant seeking staff would greatly increase
the resources available to Cleveland for economic development activities.



Legal Support. While there are many activities completed by the Department, a majority of its
work is to issue and administer business loans. The Department has issued 95 grants and loans
totaling $35.8 during FY2009 through August. Therefore a large portion of the Department’s
business activities are related to banking and legal issues. However, the Department does not
have dedicated legal resources nor free access to private legal services with the expertise
specific to these programs.
The Department would benefit from the assignment and
development of dedicated attorney support from the City’s Law Department.



Maximizing Limited Resources. Because there are limited resources available to support the
administrative costs of economic development activities, the City should take every opportunity to
identify ways to streamline processes, reduce administrative steps, and maximize the limited
funding sources that are available to fund these programs (see administrative cluster proposals
elsewhere in this report).

Initiatives
ED01.

Reprogram CDBG Funds to Support Economic Development Administration
FY2010 Impact: TBD
Five-year impact: TBD
Community Development Block Grant (CDBG) funds are one of the few grant resources
available annually that can be used to support economic development staff costs. The City has
funded limited economic development programs in the past and Community Development
administers its own economic development program through the Storefront Renovation
Program for which $200,000 in program funds was allocated in PY2009 (see initiative CD01 in
the Community Development chapter).
The City could fund a portion of the City’s Economic Development program with CDBG dollars
through the reallocation of program dollars. One natural candidate examined in the Community
Development chapter is the NDA grant, which has taken a disproportionate share of these
dollars in the last 8 years. Should this line item be reduced to 25.8 percent of the CDBG grant,
the average of the last 20 years, an additional $2.3 million would be available for
reprogramming for other uses. Many Economic Development activities are considered a
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program costs with respect to CDBG funds, similar to code enforcement activities, and would
not encroach on the CDBG administrative cap.
Fiscal Impact
Fiscal Impact

ED02.

FY2010
TBD

FY2011
TBD

FY2012
TBD

Hire an Economic Development Appraiser
FY2010 Impact: $0

FY2013
TBD

FY2014
TBD

Total
TBD

Five-year impact: $0

The Industrial-Commercial Land Bank began in 2005 as an initiative to encourage commercial
development in targeted areas. Part of this effort requires the City to identify land for
acquisition in these targeted areas and acquire it at the lowest possible cost. Further, the
department also requires land appraisals as part of some development projects in which it
participates. Under the current structure, the Department must compete with Community
Development projects for attention from appraisers in that Department’s Real Estate Division.
Economic Development currently has a project manager vacancy. This position could be
revised to include MAI appraiser credentials such that this person could conduct commercial
and industrial appraisals in addition to the grant and program administration duties currently
required. This would alleviate some workload from the Real Estate division and provide
dedicated resources for ED activities. Because this position is already funded, no additional
resources would be necessary to implement this initiative.

ED03.

Provide Boilerplate Contract Language for Most Common Small Business Loans
FY2010 Impact: $0
Five-year impact: $0
The Economic Development department issues a number of loans, but the most common are:








Neighborhood Retail Assistance Program
EDA Title 9
NDP
Central Business District Loan
Neighborhood Development
Business Grant
Gardening for Greenbacks

While each transaction may have traits unique to it, the deals are typically similar from one to
another. However, the current contract development process executed by the Law Department
has the loan documents created from scratch for each project. As a result, staff and attorney
time is spent revising language to fit the legal and project needs as well as the requests of the
applicant.
The City should work to standardize this contracting process by creating a template for each of
these commonly used grant and loan programs. Should the City develop a template for each
contract from which an ED project coordinator could initiate the process, a contract could be
initiated at the staff level with minimal revisions made by legal staff reducing time for both legal
and program staff and cutting turnaround time for contract documents improving customer
serving and business friendliness. Reduced turnaround times also reduce costs for the
applicants, further improving business development.
The cost for time needed to initiate the development of these documents would be easily offset
by the reduced legal time needed to execute individual contracts.
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ED04.

Provide Dedicated Legal Support for Economic Development Activities
FY2010 Impact: $0
Five-year impact: $0
The Economic Development Department administers a number of business loan programs,
making its activities more similar to a bank than a typical City department. In FY2009, ED has
issued 95 loans and grants totaling $35.8 million. For each loan that is initiated, the
department must produce loan documents that stipulate what the rights and obligations of the
City are as the grantor as well as the rights and obligations of the grantee. Current practice
has the department seeking assistance in the development of contract documents for these
financial transactions from one of many legal generalists in the law department. The
department currently funds one attorney position in the Law Department with Empowerment
Zone funds, but there in not currently a single attorney dedicated to economic development.
Given the level of financial transactions that are generated from the department in a year, the
often time-sensitive nature of these transactions, and the potential for liability exposure to the
City, it is recommended that the City implement a two pronged approach to addressing this
issue:
1. The City should dedicate an attorney to the Economic Development department who is
collocated with the ED staff to service the department exclusively. This attorney will
prepare all contractual documents related to real estate transactions and loan activities for
the department under the direction of the Economic Development director with supervision
from the City’s law department. Further, to best serve this purpose this attorney should
have a foundation in real estate and finance law and be provided additional training in
federal and other loan programs specific to economic development activity and develop
legal knowledge in this area. Under this scenario, the Law Department will still be expected
to provide oversight and support for the dedicated attorney and the department for specific
needs as well as coverage in the event of absence or workload overflow.
To fund this position, the City could use the Empowerment Zone dollars already earmarked
for legal support and provide 100 percent dedication to the department through the end of
the funding period in FY2010. In the future, other grant administrative support dollars may
be identified including the potential reprogramming of CDBG funds.
2. In addition to the number of small loans the department administers, ED often engages in
more complex financing projects that require the specific legal expertise of a specialized
attorney. In these cases the department has sought outside counsel, at the expense of the
applicant, to assist in preparing documents for these projects and ensure timely execution,
which is important especially in the midst of a complex business transaction. The
Department would like to expand this arrangement by executing an RFP and having a pool
of attorneys on hand for just such an occasion. It is expected that this scenario will allow
for even faster response to applicants needs and provide better customer service,
ultimately making Cleveland more business friendly and improving business development in
the City. Because the attorney’s fees are at the cost of the client, the additional cost to the
City is de minimus.
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Other Initiatives


Consolidate Community Development’s Storefront Renovation Program with Economic
Development’s Neighborhood Retail Assistance Program. It is recommended that these two
similar programs be consolidated and administered from Economic Development to provide a
single point of contact for business development in the City. A complete write up can be found in
the Community Development chapter.



Increase the Level of Loans vs. Grants to Stretch Limited Resources. The City has
exhausted almost 70.0 percent of the available program resources this year. Of the funds
exhausted only 28.5 percent were distributed as grants. While grants are one-time investments,
loans can extend the life of limited resources as funds are regenerated through loan repayments,
often with interest. While it is reasonable to maintain a mix of grants and loans in any economic
development program, the Department could prolong the life of its resources my increasing the
amount of loans relative to grants offered with its dollars.
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Overview
The City Planning Commission, established in 1915 (as the "City Plan Commission"), is a body of seven
members. Six are appointed by the Mayor and one is a member of City Council. The Commission is
supported by a staff of professional planners and architects.
The City Charter gives the Commission responsibility for preparing plans to guide "development and
improvement" of the City and its neighborhoods, and for reviewing all legislation and other matters that
concern the "use or development of land.” The Commission’s mission statement is “Dedicated to
improving the quality of life for all Clevelanders and creating economic vitality throughout the city and its
region. The Commission and its staff pursue these goals by promoting the highest standards for
development and revitalization in all of Cleveland's neighborhoods and employment centers.”
The City Planning Commission provides the following services:


Zoning – The City Planning office prepares changes to the Zoning Code and the Zoning Map
and advises the Board of Zoning Appeals on the granting of Zoning Variances. Individuals
seeking a change in the Zoning Map work with the City Planning staff who, in turn, coordinate
with the local City Council member to adopt the necessary legislation.



Design Review - In order to protect property values and enhance the character and visual image
of Cleveland's neighborhoods and downtown, certain proposals for construction, exterior
alterations, building demolitions and signs must undergo a process known as “design review.”
Within designated Design Review Districts, all new construction and exterior alterations to
buildings and structures are subject to design review. Outside of these designated Design
Review Districts, the design review process applies only to new construction (not renovation) of
retail, offices, institutions and residential projects.
Staff of the City Planning Commission sets the agenda for meetings of each design review
advisory committee and works with local community development corporations to prepare
applicants for the meetings.



Boards and Commissions – In addition to the City Planning Commission itself, the staff of the
City Planning Commission supports the function of a number of land use boards, including the
Landmarks Commission (which reviews projects in historic districts and designated landmarks);
the Board of Zoning Appeals (used to request exceptions or variations from local zoning and land
use ordinances); and the Board of Building Standards and Appeals (used to appeal decisions of
the Commissioner of Building and Housing). Staff provides information and expert analysis to the
Boards and Commissions and prepares applicants to appear before them



Special Purpose Plans – The City Planning Commission prepares or assists in preparing a wide
range of specialized plans for the City as a whole and for parts of the City. The most
comprehensive of these is the Connecting Cleveland 2020 Citywide Plan, a long-term plan for the
City and all of its neighborhoods. Other relatively recent plans prepared by the City Planning staff
include the Connecting Cleveland Waterfront District Plan and the Connecting Cleveland
Bikeway Plan.
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Historic Employee Count
2007
Actual

Division
FT

PT

2008
Estimate
FT
PT

2009
Budgeted
FT
PT

Administrative Services

4

4

Planning Administration

3

6

2

6

2

6

Zoning Administration

2

2

2

2

2

2

Urban Design

4

4

4

Citywide Planning

8

8

8

TOTAL

21

8

20

4

8

20

8

Budget data
Historical expenditures – City Planning Commission
Category
Salaries
Benefits
Training & Professional Dues
Utilities
Contractual Services
Materials and Supplies
Maintenance
Claims, Refunds, Misc.
Inter-Departmental Charges
Total
Revenues

2007
Actual
$1,078,504
$278,664
$1,007
$0
$49,480
$11,087
$0
$0
$58,458

2008
Estimate
$1,190,423
$320,507
$120
$0
$47,698
$5,961
$0
$0
$21,406

2009
Budgeted
$1,188,951
$353,932
$1,000
$0
$64,000
$8,500
$0
$0
$25,699

$1,477,200

$1,586,115

$1,642,082

$34,956

$54,242

$30,500

Growth
%
10.2%
27.0%
-0.7%
0.0%
29.3%
-23.3%
0.0%
0.0%
-56.0%
10.0%
-12.7%

The City Planning Commission has experienced moderate growth since FY2007. The greatest increases
in costs have been in Benefits and Contractual Services, with an uptick in Contractual Services in the
FY2009 budget. Interdepartmental expenses have declined each year since FY2007.
Revenues are limited to Design Review fees collected as part of the plan review process. While this
revenue saw a spike in FY2008 due to a one-time increase in expenditure recoveries, the OETF process
resulted in the Department ceasing collection of this separate fee, which will be incorporated in the
building permit fees once they are adjusted. However, the revenue projected for the FY2009 budget year
will not be collected by this Department and won’t be collected at all unless this revision is made to the
building permit fee schedule.

Progress and Future Challenges
The Department implemented a substantial number of the OETF initiatives, including:


The number of local neighborhood design review committees was consolidated from 19 to seven.
The result of this effort has been more efficient review committees with more consistent
attendance and participation by committee members, and reduced time expended by Department
staff covering multiple meeting times and locations.



The separate design review fee was eliminated so as to streamline the building permitting
process for applicants and reduce administrative tasks for staff.
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A guide to the design review process along with submission criteria have been posted to the
Department’s website along with a link from the Building and Housing Department to make the
process more accessible and user friendly.



A project manager has been assigned for each design review project to act as a guide for the
applicant during the design review process. This staff person tracks the progress of each
application and provides guidance to the applicant as needed.



Staff from the City Planning Commission provided technical training to staff from Building and
Housing to assist in the enforcement of design review requirements during the construction
process. This training was intended to provide better oversight of construction to ensure that
projects are built as approved, and to provide technical training to inspectors about the process,
its components and requirements. As a result of this interactive session, it was suggested that
color renderings of approved façade designs be included in the building permit materials so that
inspectors can easily monitor accurate installation. An extra set of color renderings are now
required for this purpose.

In addition to OETF recommendations, the City Planning Commission has also:


Made efficient use of limited resources by successfully employing skilled retirees for part-time
support of design review activities at a reduced cost. This use of retiree labor is a best practice
that could be considered for other areas of City operations.



The Commission has also utilized in-house information technology staff to provide internet
content for their website to supplement the already taxed central IT staff. The department has
successfully designed a user friendly site that provides a wealth of information for the
development community and potential design review applicants.

Areas for Focus
A variety of areas continue to require attention for the Commission:


The Commission had planned on revising the residential and commercial design guidelines to
make the documents shorter and more user friendly. However, this endeavor was temporarily
abandoned as a result of the resignation of a full-time staff person who was not replaced due to
the hiring freeze.



The Planning Commission has developed an internal project tracking system that is available
online, but there is currently no system through which an applicant can track a project from start
to finish. A comprehensive, coordinated project tracking system continues to be discussed but
has been hampered by inadequate technology and lack of a method for creating an
interdepartmental interface that can track a project seamlessly. The Commission continues to
coordinate with Building and Housing to move this initiative forward, but barriers remain, including
the lack of electronic permit tracking in Building and Housing that is publicly accessible or
compatible with the Commission’s system or vice versa.



It was recommended that the Commission hire a second full-time design review specialist to
ensure better and timelier customer service. However, this hire was not made and a second
specialist was lost to separation. Therefore applications are not reviewed as timely as they once
were, nor can staff spend as much time assisting applicants as desired.

Initiatives
CP01.

Create a Consolidated GIS Office
FY2010 Impact: $0

Five-year impact: $0

There are several General Fund departments that use GIS technology as part of their everyday
activities. The City Planning Commission has one full-time staff person dedicated to this
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activity and Community Development has two full-time equivalents, and the Economic
Development Department and other departments have used both of these divisions to provide
analysis upon request. While each of these departments has a different mission, many of the
data sets needed for analysis are similar or identical. Furthermore, much of the analysis
performed within each of these areas is likely useful in work performed in other areas of the
City.
The Citywide GIS provides the base maps for all GIS divisions in City Hall and is housed at the
Water Division, an enterprise fund department that is located away from City Hall. However,
while the citywide GIS ostensibly has a mission of providing GIS data for all city functions, its
utility home can lead to analysis and data focused around underground infrastructure and other
data sets typically important to utility operations at the expense of timely creation and updates
to demographic and parcel data analysis required of General Fund departments including the
Planning Commission.
To better utilize this important technology, it is recommended that the City consolidate its GIS
activities in a central GIS Office/Division that would service all development agencies and other
Departments in City Hall. As a starting point, this consolidated office could use the three staff
people who already perform this function and leverage these resources for all the departments.
As the office becomes functional other resources may be added (potentially including graduate
interns). The benefit of a consolidated function is the leveraging of knowledge and sharing of
analysis across functions, and a reduction of redundant activities. This office/division should
remain part of the Development cluster of agencies to ensure access by those departments
that are likely to use it most.
Note that this initiative can be combined with the administrative cluster initiatives (SG03) and
other GIS and IT initiatives in this report.
Fiscal Impact
Fiscal Impact

CP02.

FY2010
$0

FY2011
$0

FY2012
$0

Improve Computerized Data Coordination
FY2010 Impact: TBD

FY2013
$0

FY2014
$0

Total
$0

Five-year impact: TBD

One of the last challenges that the Planning Commission has had in implementing the OETF
recommendations is development of an interdepartmental project tracking system. The
department has built one internally, but there is not currently a plan for extending the project to
other agencies. The primary barrier is the inability of the Building and Housing system to
interface with the Commission’s system. However, the Commission has found it challenging to
gain electronic information from many other City departments, as well to include property
taxation, police and others that serve to inform planning and land use analysis.
It is recommended that the City explore interdepartmental electronic data coordination with the
best option being seamless electronic access to several electronic data sets from department
to department through a common software platform that can be integrated into existing systems
in each department. Data could then be incorporated, for example, into GIS data sets for land
use and development analyses. An interim step, however, would be evaluating current
systems and identifying common data protocols and base data sets to be maintained and
provided on an intranet in a common file platform like Access or Excel.
This endeavor would be a multi-year process that would best be performed by a software
company or series of software companies under the direction of the new IT Department and
user agencies. The external resources would be charged with helping the city identify its data
Management & Efficiency Study – Cleveland, Ohio
City Planning Commission
November 2009

Page 292

City Planning Commission
sharing needs and create an implementation plan to best meet those needs. Pursuing this
project should eliminate hours of staff time used seeking and processing data readily available
within City Hall but not easily aggregated for electronic use.
Fiscal Impact
Fiscal Impact

FY2010
TBD

FY2011
TBD

FY2012
TBD

FY2013
TBD

FY2014
TBD

Total
TBD

Additional Initiatives
As discussed in other parts of this report, the Commission should consider the development of premium
fees to address staffing and customer service shortfalls. A fee to cover the cost of the recommended
customer service level for design review is one example. Premium planning and development fees have
been successful in other jurisdictions.
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Department of Building and Housing
Overview
The Department of Building and Housing registers building contractors, inspects all new and major
rehabilitation construction, and provides nuisance abatement to condemned properties. The Director's
office supervises and manages the Code Enforcement, Construction Permitting, and Records
Administration Divisions.
The Departments mission statement is “to assure that all existing and new structures in the City of
Cleveland are maintained and constructed in a safe and habitable manner through enforcement of the
Building and Zoning Codes, pursuant to the review of plans, issuance of permits and inspection of
property.”
Historic Employee Count

2007
Actual
111
29
23
163

Division
Code Enforcement
Director’s Office
Construction and Permitting
TOTAL

2008
Estimate
96
27
23
146

2009
Budgeted
100
22
23
145

Budget data
Historical Expenditures – Department of Building and Housing
Category
Salaries
Benefits
Training & Professional Dues
Utilities
Contractual Services
Materials and Supplies
Maintenance
Claims, Refunds, Misc.
Inter-Departmental Charges
Total
Revenues

2007
Actual
$7,014,684
$2,824,407
$22,375
$0
$258,672
$66,922
$14,837
$3,500
$281,772

2008
Estimate
$6,988,766
$2,736,923
$13,640
$0
$327,593
$39,006
$8,104
$5,768
$258,288

2009
Budgeted
$6,716,449
$2,664,781
$21,487
$0
$271,036
$38,978
$17,115
$0
$218,758

$10,487,169

$10,378,088

$9,948,604

$10,529,969

$10,798,338

$10,235,100

Growth
%
-4.3%
-5.7%
-4.0%
0.0%
4.8%
-41.8%
15.4%
-100.0%
-22.4%
-5.4%
-2.8%

Building permit and inspection revenue has declined moderately over the last 3 years, but has
consistently exceeded direct departmental expenses since 2007.
From FY2007 to FY2009 the Building and Housing Department reduced the number of building
inspectors and the number of personnel in the Director’s office. Therefore, there was a corresponding
reduction of the Department’s budget for Salaries and Benefits.
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Progress and Future Challenges
The Department’s recent achievements include:


Demolition of unsafe structures was accelerated beginning in 2007 when the City earmarked $6.0
million in general obligation debt for demolitions. This substantially increased investment beyond
the approximately $2.0 million that was typically funded annually through the Community
Development Block Grant. As a result, the Department has increased the number of demolitions
completed from 195 in 2005 to 1,139 in 2008. This year the City has committed $14.5 million in
Neighborhood Stabilization Program I (NSP I) and NSP I-State funds for demolition over the next
18 months, as the 2007 bond funds have been depleted. Based on program guidelines the City
has until 2013 to exhaust these NSP dollars.



Bi-weekly interdepartmental review meetings have been established to improve communication
about plan review issues and address problems that arise.



Adequacy review of plan documents has been implemented to establish that a file is complete
before the plan review process is initiated. This process redesign has eliminated wasted hours
previously spent reviewing projects that are unlikely to result in permits issued and related fees
collected, allowing staff time to be spent focused on projects that are more likely to be realized.



Building and Housing has been designated as the lead in the City’s plan review process so that
applicants now have a single point of contact for plan review applications. This structure has
improved efficiency and customer service.



Recently the Planning Commission provided technical training to Building and Housing inspectors
to improve oversight and enforcement of design review requirements during the construction
process. The inspectors are now better equipped to ensure the accurate installation of design
review and landmarks commission requirements.

Challenges


The Department experiences substantial staff turnover, reducing productivity and increasing the
potential for overtime expenses. In four years the department experienced turnover of 90
positions, primarily building inspectors. In addition to the impact of departures, a slow hiring
process increases vacancy rates.



Current technology is not adequate to achieve the improvement goals of the department.
Building and Housing currently uses the Accela software package for permitting, installed in
2005. However, the system is not flexible and not a good fit for other departments that may
desire to integrate with Building and Housing. Eleven other city departments use stand-alone
modules of this software package but they are not integrated. The OETF process recommended
a coordinated application tracking system that would require integration of the Accela system with
systems in other departments with different software. However Accela is not compatible with the
other software packages, and the full capability of Accela was never fully integrated into
department operations. When the software was purchased, electronic handhelds were
purchased for paperless inspections deployment into the field. However, this implementation
failed for a number of reasons, including that the handhelds were not user friendly and staff was
not properly trained.
They were taken off-line shortly thereafter.
Increased software
implementation along with staff training would improve the level of efficiency in the department.



Online Permitting and Payments have been suspended. The department has had this service in
place for a select number of permits for a few years. However, the system is operated and
maintained by the Cleveland Water Division, which has suspended the program indefinitely due
to payment processing challenges. The date of restoration of this service is unknown at this time.
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Areas for Focus


Building and Housing is the lead department to implement a coordinated project tracking program
together with Planning and other agencies. Implementing this project using Access is under
discussion but has not begun.

Initiatives
BH01.

Leverage NSP Dollars to Reduce CDBG Support of Demolition Activities
FY2010 Impact: $227,000
Five-year impact: $681,000
In FY2009 the City supported demolition and board up activities with $750,000 in CDBG grant
funds in addition to program revenues received from previous demolitions. In addition,
demolition activities are supported by the Demolition Bureau in Building and Housing consisting
of a bureau manager and three line staff.
The City received $25.6 million in NSP I and NSP I-State dollars to support the elimination of
blight and stabilization of communities affected by foreclosure and abandonment. Of those
funds, $14.5 million has been earmarked for demolition activities. As part of that program the
City is planning on adding one position to the demolition bureau for 18 months to offset the
increased activity. However, because NSP is funding 100 percent of the demolition activities for
2009 and 2010, it is believed that the staff in the demolition bureau in its entirety qualifies as a
program expense and could be funded temporarily using NSP program funds.
There are currently four positions in the Demolition Bureau: one Demolition Bureau Manager,
one Site Inspector, and two Senior Clerks. The cost of these positions in FY2009 totaled
$226,954, including salaries and benefits. By funding this function with NSP monies, the City
would save an equal amount in General Fund support. Program funds currently identified for
demolitions would need to be reprogrammed. Therefore, the City would relieve pressure on the
General Fund, but would demolish fewer structures by covering the costs of demolition program
staff with program dollars.
It should be noted that this recommendation is temporary in nature and will not generate
recurring savings. NSP funds are one-time dollars and can be spent over the course of three
years. However, the City has sought to expend the funds as quickly as possible. Additional
NSP funds may be available should Cleveland be awarded a competitive grant, but these
sources would be finite as well. Therefore, once these dollars are exhausted the City will need
to identify other funds to support demolition activity or restore the previous funding
mechanisms.
Fiscal Impact

Fiscal Impact

BH02.

FY2010
$227,000

FY2011
$227,000

FY2012
$227,000

FY2013
$0

FY2014
$0

Total
$681,000

Use Program Revenue for Board Ups, Temporarily Eliminating CDBG Funding
FY2010 Impact: $750,000
Five-year impact: $1.5 million
The City has received an average of $1.0 million annually in program income from fees remitted
by property owners for which demolition or board ups have been performed. These revenues
can be reinvested into additional board ups and demolitions.
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Demolition and Board-Up Program Income
Demolition
Board Up
TOTAL

2004
$282,344
$225,856
$508,200

2005
$274,741
$381,138
$655,879

2006
$422,795
$1,047,886
$1,470,681

2007
$422,795
$1,047,886
$1,470,681

2008
$464,130
$635,266
$1,099,396

Average
$373,361
$667,606
$1,040,967

The City also has other temporary resources available for demolitions and board ups through
NSP. Board ups have been funded through program income in addition to CDBG grants
totaling $750,000 in PY2009. The number of board ups has declined, and given the increased
level of demolition activity anticipated, the need for board ups is likely to drop dramatically over
the next couple of years. Reduced need means dollars earmarked may be redirected towards
other uses. It is assumed that as NSP demolition dollars are exhausted board up needs will
return to previous levels. Therefore savings are only included for the next two fiscal years.
Fiscal Impact
Fiscal Impact

BH03.

FY2010
$750,000

FY2011
$750,000

FY2012
$0

FY2013
$0

FY2014
$0

Total
$1,500,000

Reduce Number of Code Enforcement Districts from Six to Three
FY2010 Impact: $20,100 to $392,354
Five-year impact: $100,500 to $1.96 million
The main function of the Code Enforcement Division is to monitor and enforce the City’s
building and property maintenance codes. To perform this function, the Division is currently
divided into six code enforcement districts representing three to four wards each. Each district
is lead by a district chief with a senior clerk and includes two to three building inspectors and six
residential building inspectors who issue violations and conduct inspections among other
responsibilities. In 2010 the number of councilmanic wards will be reduced to 19 from 21,
meaning that most of these code enforcement districts would represent no more than three
wards.
A district can adequately cover at least five wards without additional administrative burden.
Should the code enforcement districts be reorganized from six to three districts, each district
would be responsible for six to seven wards each. This will streamline the supervisory structure
and reduce the number of District Chiefs from six to three. The number of inspectors to be
supervised would increase from 9 to 18.
Under the most streamlined structure of this reorganization, the division would have three
District Chiefs with three Senior Clerks to support them, saving the City six positions at a total
cost of $392,354 annually. However, it has been suggested that a restructured district
organization will require an Assistant Chief position be incorporated into each District to handle
increased administrative tasks, and that the current clerical support needed to support the
operation would not change. If this is assumed to be correct, savings would be achieved
through replacing three Chief positions with three Assistant Chief positions for a total annual
savings of $20,135. Savings will vary depending on the option chosen:
Scenario 1:
The elimination of three district chief positions ($87,252 annually) would save $261,757, and
eliminating three senior clerks (average of $43,532 annually) would save $130,597. Annual
total savings would be $392,354.
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Fiscal Impact
Fiscal Impact

FY2010
$392,354

FY2011
$392,354

FY2012
$392,354

FY2013
$392,354

FY2014
$392,354

Total
$1,961,770

Scenario 2:
The elimination of three district chief positions ($87,252 annually) would save $261,757, offset
by the cost of three assistant district chiefs ($80,541 annually) for $241,623. The net savings
would be $20,134.
Fiscal Impact
Fiscal Impact

BH04.

FY2010
$20,100

FY2011
$20,100

FY2012
$20,100

Restore Design Review Fees
FY2010 Impact: $35,000

FY2013
$20,100

FY2014
$20,100

Total
$100,500

Five-year impact: $175,000

Design Review is a process required of applicants for building permits in designated districts
where a change to the exterior of the building is requested. The project then must be reviewed
for compliance with the local design standards and approval awarded before permits can be
issued. This process is in addition to any plan review for building permits or other activities.
The OETF identified Design Review Fee administration as an area to be revised because it
caused an additional administrative step in the permitting process. The separate Design
Review Fee was recommended to be eliminated in lieu of a corresponding increase in the
building permit fees for related projects.
However, Building and Housing staff indicates that the collection and administration of this new
fee, while an additional step for the client, was never onerous or administratively separate from
the other permitting processes completed by Building and Housing. In fact, the fee was often
submitted in conjunction with another permit application and payment submitted
simultaneously. Therefore, consolidation of this fee with the Building Permit fees does little to
streamline the process. The City could restore the Design Review Fee in its previous form to
recover the costs of plan review for these projects.
Fiscal Impact
Fiscal Impact
BH05.

FY2010
$35,000

FY2011
$35,000

FY2012
$35,000

FY2013
$35,000

FY2014
$35,000

Total
$175,000

Enforce Re-Inspection Fees for Building Permits
FY2010 Impact: $585,000
Five-year impact: $2.9 million
Building permit applicants are required to allow inspection of work completed prior to issuance
of approval. However, scheduled inspections often result in additional trips when the work has
not been completed or a project is otherwise not ready for inspection, causing yet another
inspection or re-inspection before the work can be approved. These “useless trips,” as
identified by inspectors, represent costly lost productive time for staff. The City has the ability,
by ordinance, to charge and collect a re-inspection fee should a building inspector be required
to repeat an inspection as a result of the applicant’s actions. However, this fee has not been
consistently enforced.
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The City should begin enforcing this fee to recover the costs of multiple inspections as well as
improve compliance with inspection schedules when initially set. To begin enforcement, the
Building and Housing department must initiate procedures for inspectors to track re-inspections
and implement an invoicing system to collect the fee. This fee is often added to a current
building permit file and must be remitted prior to sign off of the project.
City ordinance 3105.26(a)(1) states: “Whenever an inspection has been requested and upon
inspection the work is not found to be ready for inspection, or where the address given in the
application for permit is faulty or inaccurate, there shall be charged a fee of forty dollars
($40.00) for each inspection.” If it is assumed that 20 percent of the 73,193 inspections
completed in 2008 are re-inspections of the same job that would qualify for a re-inspection fee,
$585,544 in annual re-inspection revenue could be collected. It should be noted that reinspections may decline over time as behavior is modified in light of the fee.
Fiscal Impact
Fiscal Impact

BH06.

FY2010
$585,000

FY2011
$585,000

FY2012
$585,000

Revise Demolition Administrative Fee
FY2010 Impact: TBD

FY2013
$585,000

FY2014
$585,000

Total
$2,925,000

Five-year impact: TBD

When a property is identified as structurally unsafe, the City must either compel the current
owner to repair or demolish the structure or seek legal authority to demolish the structure
through a court judgment. In this case, when action is undertaken by the City, a series of legal
steps must be undertaken prior to demolition of the structure. The process to gain legal
permission to demolish a structure is long and complicated, involving time from building and
housing inspectors and administrative staff as well as time from City legal staff.
When a demolition is achieved through this method the responsibility for the cost of correcting
the violation belongs to the owner, and the City seeks to recover the cost of this activity from the
owner after demolition is complete. One of those mechanisms is the Administrative Fee
charged for the time taken to acquire legal permission to demolish the structure in place of the
owner. The fee is currently structured as follows:
Personnel
Title Searcher
Housing Inspector
Housing Inspector
Housing Clerical
Assistant Law Director
Administrative Officer (Demolition)
Manager (Demolition)
Manager (Demolition)
Site Inspector
Sub-Total
Fringe Benefits
Total

Hours
Salary
0.5
$19.03
2
$17.82
Post Compliance Insp.
0.5
$14.73
0.5
$23.45
1.5
$20.25
2
$30.05
Post Compliance Insp.
2 x Post Compliance Insp.
32%

Cost
$9.52
$35.64
$100.00
$7.37
$11.73
$30.38
$60.1
$100.00
$200.00
$554.74
$177.52
$732.00

However, the time allocated to complete parts of the process are likely understated based on
recent staff experience. A cost of service analysis should be completed to determine the actual
time necessary to complete this task. Then this fee and its structure should be reviewed and
revised to ensure that costs are being recovered.
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Fiscal Impact
Fiscal Impact

BH07.

FY2010
TBD

FY2011
TBD

FY2012
TBD

FY2013
TBD

FY2014
TBD

Total
TBD

Enforce Post Compliance Date Re-Inspection Fee
FY2010 Impact: $162,000
Five-year impact: $810,000
When a property is found to be out of compliance with the current property maintenance
ordinances, a violation is issued and the owner is given a time period within which compliance
is required. Inspection of the property is required at the end of the compliance period to ensure
that the corrections were made. However, should the violations not be corrected, additional
inspections are required to issue additional violations and furnish complaints for court action
until correction is achieved.
The current City ordinance permits the department to collect $100 per inspection after the
compliance date. However, the department has not implemented collection of this fee because
an administrative process has not been initiated within which it can be charged. Because no
additional monetary penalty is currently assessed for repeated trips to the same property for the
same complaint, there is no incentive for violators to comply in a timely manner.
City ordinance 3105.26(a)(4) states: “Whenever an inspection is made after the compliance
date stated on a Notice of Violation of the Building Code, the Housing Code or the Zoning Code
or after a compliance date determined by a court of competent jurisdiction to determine whether
the violation has been remedied and the violation has not been remedied, or an additional
permit is obtained for work previously permitted and the original permit has expired or was
appropriately voided, there shall be charged a fee of one hundred dollars ($100.00) for each
inspection, except that this fee shall not apply to one-family and two-family owner-occupied
dwelling structures.”
In 2009 the City filed 1,259 first degree misdemeanor complaints (not including Certificate of
Disclosure) as of September 25, the majority of which resulted in post compliance date reinspection. Based on current data and management estimates, it is expected that the
Department will file approximately 2,400 first degree misdemeanor complaints by the end of
2009. If it is assumed that 90 percent of the first degree misdemeanors result in re-inspection
that would qualify for the accompanying fee, discounting 25 percent for 1- and 2-family owneroccupied dwellings that are exempt, the City would potentially realize $162,000 in revenue prior
to any change in behavior. However, it is reasonable to assume some level of improved
compliance over time with greater consistent enforcement of the re-inspection fee.
To implement this fee, the City should consider incorporating notice of the re-inspection fee into
the initial violation process so that violators are informed of the re-inspection fee at the
beginning of the compliance process. It is further recommended that the City incorporate
language into the citation notice that informs violators of the owner-occupied exemption and
methods with which they can qualify.
Fiscal Impact

Fiscal Impact

FY2010
$162,000

FY2011
$162,000
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FY2012
$162,000

FY2013
$162,000

FY2014
$162,000

Total
$810,000
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Additional Initiatives
1. Paperless Inspections and Permitting. The Building and Housing Department’s permit
processes are still primarily paper-based, creating administrative and clerical work that would be
reduced or eliminated with an electronic permitting system. The existing database system,
Accela, likely has the capacity to integrate electronic data capture should the City invest in the
appropriate hardware and training for its staff.
2. Restore and Expand Online Payments. The City should work with the water utility to restore
online payment processes, as online permitting is likely to increase permit activity and
compliance. Also, expanding online payment services to other permits should be explored.
3. Require Online Permitting for Targeted Annual Permits. Various operating permits are
required annually, such as those for elevators and refrigeration. Processing these permits online
improves the efficiency of processing by making reducing administrative time in retrieving paper
applications, manual data entry and other steps. Once the online permitting process is restored,
the City could consider requiring online submission of these permits to streamline the review
process and reduce administrative support.
4. Comprehensive Fee Study. Building and Housing has not reviewed or revised the current fee
schedule since 2004. Because the costs of providing this service increase regularly, it is prudent
to review and adjust fees regularly to ensure that the revenue collected covers the cost of
service. Several targeted fee increase opportunities have been identified here, but there are
likely other fees for which the City is not fully recovering its costs. The City should consider
conducting a comprehensive fee study of building permit fees to ensure adequate cost recovery
and implement, as part of that process, a mechanism for automatic annual adjustment to ensure
fees increase with increases in costs of operation. New fees, such as an Expedited Review Fee,
should be explored as well. General savings from fee revisions are included in the Revenue
chapter of this report.
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Department of Law
Overview
The Department of Law is comprised of Civil and Criminal Divisions. The Civil Division represents the
City in all civil proceedings and serves as legal advisor to the City, its officers, departments, divisions and
in some instances its employees. In doing so, the Civil Division prepares documents and instruments,
drafts legislation, renders formal and informal legal opinions, and performs other services the law
requires. The Department of Law also represents the City of Cleveland in all criminal proceedings in
Cleveland Municipal Court.
The Department’s workload is largely driven by other City and governmental agencies through criminal
cases, claims, department litigation and contract review. Outside counsel is primarily used for labor
relations and debt collection.
Historic Employee Count

Full – Time

2007
Actual
89

2008
Estimate
88

2009
Budgeted
96

Part – Time

0

0

1

Department

Out of the 96 positions funded through the General Fund, 65 are attorneys and 31 are non-attorneys.
Including personnel supported by other funds, the Law Department has 114 full time staff and one part
time staff member – 79 are attorneys and 35 are non-attorneys. The increase in staffing in recent years
reflects, in part, a shift of five attorneys that had been part of the Building and Housing budget to the Law
Department budget. These attorneys, assigned to code enforcement cases, had already reported to the
Law Department but were funded through the General Fund by the Building and Housing Division; unlike
attorneys funded by non-General Fund sources, there was no General Fund impact in shifting the
budgetary responsibility to the Law Department. As of August 1, 2009, the Law Department had eleven
vacancies – seven lawyers and four non-lawyers. Several of these positions had been vacant for more
than three months. The Department is looking at several options for filling these positions as a means of
reconfiguring current staffing.
Budget data
Historical expenditures – Department of Law
2007
Actual

Salaries
Benefits
Training & Professional Dues
Utilities
Contractual Services
Materials and Supplies
Maintenance
Claims, Refunds, Misc.
Inter-Departmental Charges
Total

$4,779,174
$1,487,726
$162,290
$0
$1,320,407
$49,450
$1,472
$247,599
$115,905
$8,164,023
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2008
Estimate

2009
Budget

$4,914,602
$1,568,798
$132,752
$0
$1,111,193
$31,858
$6,000
$1,292,052
$63,592
$9,120,846

$5,299,317
$1,782,654
$178,000
$0
$857,640
$45,000
$1,650
$847,000
$68,688
$9,079,949

Growth %
10.9
19.8
9.7
NA
-35.0
-9.0
12.1
242.1
-40.7

11.2
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The increase in Department spending – 2007 Actual to 2009 Budget – is largely the result of three
factors. The 2009 Budget reflects an increase in staffing from 2007 Actual, though it is likely that given
the current number of vacancies the 2009 Actual will be lower than Budget. As described above, the
2009 Budget also reflects the shift of five attorneys from the Building and Housing budget to the
Department of Law Budget. Finally, the 2009 Budget for the Law Department for claims is approximately
$600,000 higher than 2007 Actual.

Progress and Future Challenges
Recent Success/Progress
The Department is working to implement a series of improvements in processing public records requests
and claims against the City:


The City is in the process of creating a records management system for each department,
beginning with updating the City’s Record Retention Schedule



The Department is ensuring that non-routine public record requests are being handled
appropriately



The City has worked to increase the availability of records on its website



The Department is working to design and implement a public education campaign about the
process for making public record requests



The Department is working with departments and the Mayor’s Action Center to allow them to
handle initial inquiries for claim forms and an effort to develop a public education campaign on
the process for filing a claim is underway



Plans to create a new Civil Service title for the Public Records Administrator are on hold, pending
resolution of related litigation



Plans to increase claim examiner access to necessary databases (e.g. police accident reports)
have proven problematic because of security concerns

Key Challenges


The principal drivers of the department’s budget are personnel costs, payments on claims,
judgments and settlements and the cost of outside counsel. The Department budget funds all
payments on claims, judgments and settlements and the cost of debt collection for all General
Fund departments.



Department officials believe that low salaries for attorneys – and frozen wages – affect the
Department’s ability to retain legal staff. The starting salary for Law Department attorneys is
$46,500 – comparable with the national average for government attorneys – and the average
1
salary for all Department attorneys (excluding the Director of Law) is $65,435.57



Other departments frequently cite the Law Department as an obstacle to the timely drafting and
processing of contracts and other legal agreements.

1

For example, the median starting salary for entry level local prosecutors nationally was $45,675 in 2008. New
Findings on Salaries for Public Interest Attorneys, NALP Bulletin, September 2008.
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Areas for Focus


Per capita spending on the Law Department (excluding claims, judgments and settlements) is
higher than in other Ohio cities ($18.09, compared to $16.94 in Cincinnati and $8.93 in Toledo),
but lower than at least one other similar in size city nationally.2
Spending on Law Department (Non-Claims, Settlements, Judgments)
General Fund Only
Population
Spending
Cost per Capita
Cleveland
433,748
$7,844,998
$18.09
Oakland
404,155
$18,210,000
$45.06
Omaha
438,646
$3,707,000
$8.45
Cincinnati
333,336
$5,648,000
$16.94
Toledo
293,201
$2,617,000
$8.93



The lack of paralegal staff results in attorneys frequently performing tasks that could otherwise be
performed by paralegals. A 2003 survey of government legal agencies found a paralegal
attorney ratio of three paralegals for every ten attorneys. By comparison, the Law Department
has just one paralegal – and that position is dedicated to Utilities. More extensive use of
paralegals – as opposed to attorneys – may also help to address issues related to levels of
service and staff retention.3



Payments on settlements and judgments are driven by high dollar payouts. Between 2006 and
2008, the City made almost $9.4 million in payments on settlements and judgments; payments
were made from the General Fund and through judgment bonds. Nine cases with payouts
greater than $100,000 accounted for more than 88 percent of the total. The majority of these
payments occurred in 2008.
Cases Resulting in Payments > $100,000 (2006-8)
Case Type/Department

Amount

Issue

Non-Department (Police)

$2,935,604

Compensation Time/Overtime issue

Safety (Fire)

$2,068,991

Discrimination

Safety (Police)

$1,000,000

Wrongful Death/Civil Rights

Safety (Fire)

$ 677,437

Disparate Impact/Hostile Work Environment

Civil

$ 630,508

Wages

Safety (Police)

$ 350,000

Wrongful Conviction

Building & Housing

$ 325,000

Wrongful Citation

Safety

$ 200,000

Not reported

Safety (Police)

$ 110,000

Excessive Force

TOTAL

$8,297,540

2

Sources: Cleveland estimated spending for 2008; Oakland 2007-2008; Omaha 2007; Cincinnati 2009 Budget; and
Toledo 2008.
3
“Government agencies benefit from extensive paralegal utilization because paralegals in government practice often
have chosen this work as a long-term career path; many lawyers in government practice leave after a few years.”
Arthur Green and Therese Cannon, Paralegals, profitability and the future of your law practice, American Bar
Association, 2004.
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Between 2006 and 2008, the number of claims filed with the Law Department increased from 663
to 862. In 2007, the City paid 107 claims totaling $163,767: six claims greater or equal to $5,000
(including one for $65,000) accounted for $108,200 or 66.1 percent of payments. In 2008, the
City paid 132 claims totaling $54,797 (only one claim was equal or greater than $5,000).
Department payouts on claims are driven by vehicle accidents and damage (40 percent) and
pothole damage (25 percent) claims. While the Department website indicates that most claims
are settled within 12 weeks, only 22 percent of claims paid in 2008 met that standard.



The Law Department retains Douglass & Associates to collect debt on behalf of the City. The
firm is responsible for property damage claims, Cleveland Public Power service claims, Division
of Water service claims, board up and demolition invoices, Community Development and
Economic Development delinquent loans, EMS delinquent accounts and unpaid court costs and
fines. In 2008, the firm collected $669,615 for General Fund divisions – up by 86.9 percent from
2006: the firm also obtained judgments totaling $145,763 – more than double the amount in
2006.

Initiatives
LA01.

Increase Use of Paralegals
FY2010 Impact: $175,000

Five-year impact: $1.175 million

The Department is already looking at the possibility of reconfiguring staffing to increase the use
of paralegals. By reducing the number of attorneys to 55 and increasing and replacing those
positions with paralegals, the Department would have a 5.5:1 attorney to paralegal ratio –
significantly closer to the average of 3.33:1. Based on midpoint salaries and an assumed
benefit rate equal to 34 percent of salaries, the difference between the cost of an attorney and
a paralegal is $25,000. This initiative assumes that the Department will fill its seven current
attorney vacancies with paralegals, and add three more paralegals in lieu of attorneys by
FY2011.
Fiscal Impact
Fiscal Impact

LA02.

FY2010
$175,000

FY2011
$250,000

FY2012
$250,000

FY2013
$250,000

FY2014
$250,000

Total
$1,175,000

Increase Accountability for Claims, Judgments and Settlements
FY2010 Impact: $81,750
Five-year impact: $1.226 million
In most cases, individual operating departments are in the best position to manage their risk
and potential liability for settlements and legal judgments. For example, the Law Department
can have little control over claims against the city that are the result of car accidents or
employee negligence. At present, operating departments have little financial incentive to work
toward reducing the amount of spending on settlements and judgments resulting from their
activities because funding is largely centralized in the Law Department’s budget.4 Moreover,
even the Law Department has insufficiently-organized information on claims, judgments and
settlements, making it difficult to identify and correct negative trends and to properly budget for
this category.5
To begin with, the Law Department and the Finance Department should strengthen their
database of claims, judgments and settlements, classifying cases by date of incident, filing

4

Some settlements and judgments are paid from the proceeds of judgment bonds and some – particularly those
related to back compensation – do not come from the Law Department budget.
5
Settlement and judgment payments rose from $602,704 in 2006 to $6.8 million in 2009. This appears to be the
result of the timing of large settlement and judgment payments, but is difficult to determine with current
recordkeeping.
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date, size and type of claim. Then, the two departments should meet regularly to improve
budget forecasting by reviewing potential and likely future payments and their possible timing.
While only an estimate, this will enhance the City’s ability to anticipate and plan for legal
expenditures. The two departments should also have the lead responsibility for using this
information to identify areas of repeated payments, bringing together relevant divisions to
devise, implement and monitor the success of mitigation strategies.
Providing this data on claims, judgments and settlements would help to drive departmental
initiatives. Informally, some departments are already doing this. For example, one of the
largest payouts by the City in the last three years involved police shooting at a moving vehicle.
Since that incident, the Police Department changed certain policies and procedures related to
discharging weapons in such circumstances. Changes in the Fire Department make future
claims of hostile workforce environment – one of the largest payments in the last three years –
less likely. Similarly, investments in driver training and increased disciplinary action could
reduce vehicle accident and damage claims. Timely maintenance of streets could reduce
pothole claims. Officer training and supervision could reduce high dollar payouts in cases
involving use of excessive force. A “slip and fall” academy for City personnel could help better
assign responsibility among City and non-City agencies for injuries related to utility entry
covers, public and private streets, sidewalks, and tree roots.
Another part of this initiative should be the transfer of a portion of claims, judgments, and
settlement expenditures to operating and internal service divisions to induce them to take steps
to reduce risk and future liability. The shift in budgetary responsibility should increase
accountability, but this process will take time. Frequently, it takes years for a case to reach a
settlement or judgment. As a result, if departments were to begin to more aggressively
manage risk in 2010, it would largely affect liability in subsequent years. The New York City
Comptroller – in recommending a similar shift in budgetary responsibility – has suggested that
6
potential savings of 25 percent over a five year period. Using the last two years of actual
payouts for claims, judgments and settlements from the General Fund (or judgment bonds), the
City has paid an average of approximately $2.725 million annually. This initiative assumes a
savings of 15 percent over five years.
Fiscal Impact
Fiscal Impact

LA03.

FY2010
$81,750

FY2011
$163,500

FY2012
$245,250

FY2013
$327,000

FY2014
$408,750

Total
$1,226,250

Issue a Request for Proposals (RFP) for Collection Services
FY2010 Impact: NA
Five-year impact: NA
The last RFP for collection services – the contract currently held by Douglass & Associates –
was in November 2002. The Department should conduct a new RFP with a goal of increasing
the amount of debt collected annually and reducing the cost of debt collection. There is no
guarantee that a new RFP will result in either savings or increased revenue. Subjecting the
contract to competition, however, does create the potential for additional firms – or the
incumbent firm – to propose terms more favorable to the City.

6

The estimate is based on the experience of the New York City Health and Hospital Corporation, which has
responsibility for its own claims, judgments and settlements. Some governments budget claims and a portion of
reasonably controllable settlements and judgments in departmental budgets; others allocate the full cost of these
expenditures at the end of the fiscal year or in the prior year section of the next budget proposal.
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LA04.

Increase Cost Recovery for Public Record Requests
FY2010 Impact: $45,000
Five-year impact: $225,000
In 2008, the Law Department processed 2,148 requests for public records. Under current State
law, Cleveland is limited to charging the actual cost of copying – five cents per page – for
providing documents in response to public record requests. The City’s costs, however, are
much greater – including the cost of a full time staff member who works exclusively on public
record requests. Cleveland should work with the Ohio Municipal League and other local
governments in lobbying the Legislature to change the law to allow recovery all costs – including
related personnel costs – for complying with public service requests. This initiative assumes
that the City, under a new law, would be able – at a minimum – to recover the salary and benefit
costs of the current public information officer, as well as any support for and oversight of that
position.
Fiscal Impact

Fiscal Impact
LA05.

FY2010
$45,000

FY2011
$45,000

FY2012
$45,000

Consider Use of Technology for Settlements
FY2010 Impact: NA

FY2013
$45,000

FY2014
$45,000

Total
$225,000

Five-year impact: NA

Frequently, settlements require significant attorney time. Calls go back and forth between the
Law Department and plaintiff counsel, and multiple meetings can occur before a settlement
amount is reached. The City of New York has taken a different approach on some settlements.
In 2004, New York settled 1,625 personal injury cases before going to trial – the highest
number ever. The City’s Independent Budget Office cited the use of new technology –
Cybersettle – as one reason for the high rate of early settlement and a reduction in the rate of
increase in the cost of settlements.7 According to the New York City Comptroller’s office, the
City uses Cybersettle to facilitate “high-speed, confidential claim settlements by matching offers
and demands and allowing parties to settle disputes instantly via a secure internet connection.
Cybersettle uses a patented online, double-blind bid process for matching each party’s
settlement offers and demands.”8 Over the last five years, the Comptroller’s office has settled
4,000 claims using the program – cutting the average time to settlement by three quarters and
the average settlement by half.
The Law Department should examine whether, given the number and type of cases that it
handles, Cybersettle or similar technology could produce savings in Cleveland as well. In
addition, the improvement in tracking costs related to payments on settlements, judgments and
claims described earlier should provide greater consistency and lower costs for the City.
LA06.

Reform Contract Review
FY2010 Impact: NA

Five-year impact: NA

At present, attorneys review the contracts and agreements of their assigned departments.
While departments sometimes complain about the time the Department takes for the review of
contracts, Law Department officials believe that most complaints focus on cases where
departments send it large numbers of contracts and license agreements at the same time. Two
steps can be taken to improve contract review. First, the Law Department has recommended
changes to the City Charter that would reduce the number of legal agreements requiring review
by the Law Director. Second, the Law Department has encouraged other departments and
divisions to notify and bring in attorneys earlier in the process. Greater involvement at earlier
stages in contract development could prevent delay at the end.
7
8

“City’s Payout for Lawsuits Continues to Rise Rapidly,” New York City Independent Budget Office, June 13, 2006.
New York City Comptroller, “Cybersettle Saves the City Time and Money in Settling Claims,” August 19, 2009.
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Department of Personnel and Human Resources
Overview
The stated mission of the Department of Personnel and Human Resources is to provide quality, uniform
and cost effective services to more than 8,000 diverse City employees in the areas of Personnel
Administration, Training, Employee Benefits & Relations, Equal Employment Opportunity, Employee
Safety, Labor Relations and Workers’ Compensation in order to better serve the employees and the
citizenry of the City of Cleveland. The Department of Personnel and Human Resources provides services
to both General Fund and enterprise fund departments.
Historic Employee Count
Division
Department of Personnel (FT/PT)
Administration
Employee Health & Benefits
Employee Safety & Rehabilitation
Education & Research
Labor Relations & Affirmative Action

2007
Actual
19/1
5
3
6
2/1
3

2008
Estimate
16/2
8
3
3
0/2
2

2009
Budgeted
17/2
8
3
4
0/2
2

The roles and responsibilities for each of the Department’s five divisions are described below:


The Administration Division is responsible for the development and implementation of policies
and procedures for all City employees. This division also ensures that the hiring process
complies with union regulations and civil service rules.



The Employee Health & Benefits Division is responsible for the administration of the City’s
medical, dental, and life insurance programs for eligible employees. This includes playing a
leadership role in negotiating with health care providers for the City’s benefit package. Other
duties include administration of HIPAA/COBRA regulations, reviewing and appealing disputed
unemployment claims and implementing employee recognition programs.



The Employee Safety & Rehabilitation Division is responsible for developing and
implementing the City safety program. This division reduces injuries and accidents among the
City’s workforce through the effective promotion of safety education and development of
organizational safety programs. Another primary responsibility of this division is to process and
monitor the City’s workers’ compensation program.



The Education & Research Services Division is responsible for developing citywide training
programs to ensure compliance with City policies and procedures. While the budget document
indicates there are two part-time positions associated with this function, there is in fact only one
part-time position associated with this function. This individual provides supplemental training
assistance in the areas of diversity, supervisory and customer service training and HIV-AIDS
training. The other part-time position listed in this area helps process Personnel Information
Documents (PIDs) when demand requires additional processing help.
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The Labor Relations & Equal Employment Opportunity Division negotiates and administers
the City’s labor agreements. This includes investigating and resolving grievances, interpreting
City policies, enforcing EEO provisions, providing training to managers on labor relations matters
including contract changes. This unit also investigates harassment and discrimination claims.

Budget data
Historical expenditures – Department of Personnel & Human Resources
Category
Salaries
Benefits
Materials
Miscellaneous
Total
Revenues

2007
Actual
$884,267
$329,686
$8,184
$574,544
$1,796,681
$352,407

2008
Estimate
$911,218
$347,579
$4,489
$602,886
$1,866,172
$300,614

2009
Budgeted
$891,919
$343,511
$4,700
$584,853
$1,824,983
$233,000

Growth
%
0.9%
4.2%
-42.6%
1.8%
1.6%
33.9%

Progress and Future Challenges
Administration
The Department of Human Resources and Personnel has made some substantial strides in improving
service delivery since the issuance of the OETF report in 2007, including:


Identification of departmental “liaisons” to serve as conduits for HR information between the
Department of Human Resources and Personnel and other City departments



Implemented performance management and quality assurance programs that monitor the quality
of service delivery and fix data errors before they are entered into the payroll system



Streamlined the process and established timelines for processing of Personnel Information
Documents (PIDs) through the executive office



Demonstrated success in the management and reduction of workers’ compensation claims



Improved vendor management with health insurance carriers and implemented the City’s first
wellness initiative



Provided research and analytical support for the City’s most recent round of collective bargaining



Enhanced customer communication through the development of educational presentations on the
“reinvention” of Personnel/HR and Civil Service as partners dedicated to improving service
delivery



Better communication and collaboration with union members on health benefits issues through
the labor-management healthcare committee

While these successes represent positive steps forward, the Department continues to struggle with basic
issues that are critical to successful workforce management. Of particular importance is the need for
increased collaboration between the Department of Human Resources and the Civil Service Commission.
The original OETF action team report cited the need for a “profound overhaul” of the Department and the
Commission, and recommended the creation of “fundamentally different operational structures and
promoting a shift in the manner in which the two organizations are viewed within the City.” While there
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has been some effort to improve coordination with the Civil Service Commission, the City’s Department of
Personnel & Human Resources remains in need significant adjustment. Major challenges that remain
include:


Decentralized Organizational Structure. Need to restructure and consolidate HR functions, to
address the current fragmented personnel system with limited customer service (for departments
and new hires), and to foster accountability.



Understaffing Relative to Other Large Ohio Cities. The ratio of municipal employees to human
resources and civil service staff is approximately 286:1 in Cleveland (inclusive of enterprise
funds), while the average ratio among Ohio cities with population over 200,000 is 209:1. In part,
this may be to the delegation of some functions to departments in Cleveland, reducing the need
for centralized staff. However, the disparity in the suggest the City of Cleveland staffing levels
are insufficient to adequately support an enterprise with more than 8,000 employees.
RATIO OF MUNICIPAL EMPLOYEES TO FULL-TIME MUNICIPAL HUMAN RESOURCES
1
& CIVIL SERVICE STAFF
City

Ratio of Employees to HR Staff

Akron
Cincinnati
Columbus
Toledo
Cleveland

160
219
225
232
286



Antiquated Classification and Compensation System. The City’s current classification and
compensation system is obtuse and outdated. Consequently, job functions frequently do not
match job descriptions, creating challenges in adequately evaluating and rewarding employee
performance.



Insufficient Automation. Personnel Information Documents (PIDs) are manually routed through
numerous departments, which present a challenge to the timely and accurate recording of
personnel data, as well as delays in the hiring process.



Undertrained/Potentially Under-Qualified Departmental Liaisons – Many of the departmental
liaisons assigned to assist the Human Resources Department lack basic professional training,
both in terms of rudimentary office skills (e.g., lack of familiarity with Microsoft Office programs)
as well as training in human resources management more generally.



Executive “End-Arounds” in Hiring Decisions. Because of time delays in hiring – exacerbated by
comparatively lower staffing levels – Department Directors frequently “go around” the Human
Resources Department with hiring decisions and petition the Mayor’s Office or Cabinet
departments directly. As a result, the City may hire employees to positions and pay ranges for
which they do not meet the stated qualifications.



High Internal Employee Turnover – Since 2006, the HR department has experienced 52 percent
turnover. Additionally, several senior employees are eligible for retirement and may leave the
department within the next two to eighteen months, creating the potential for loss of institutional
knowledge.

1

Source: most recent publicly available municipal budget documents. Cleveland figures based on 8,009 full-time employees as of
December 31, 2008 as reported in the City’s Comprehensive Annual Financial Report.
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Employee Health & Benefits
The education and processing of information related to employee health benefits is done at the
departmental level. This leaves HR performing mostly paper processing to get individuals enrolled, and
to manage relationships with vendors and the City’s health insurance broker, who also acts as the City’s
health benefits consultant. There are three individuals assigned to benefit processing.
In the wake of a City-wide dependent eligibility audit in 2004-2005 – an undertaking that generated
millions of dollars of cost savings for the City – the benefits staff created a special procedure to expedite
notification by departments to HR of employees terminating employment with the City. This ensured that
benefits are terminated in a timely fashion so that the City does not extend benefits when an employee
has left the City’s employment.
Employee Safety & Rehabilitation
Much progress has been made since the OETF report in the areas of managing workers’ compensation
claims and developing/implementing a safety program for reducing accidents and minimizing lost time
due to injury. The efforts in both areas include a component to increase accountability by department
managers. For example, a chargeback system was implemented for workers’ compensation and
departments now have budget responsibility for claims. For more detail, see the Workers’ Compensation
and Safety Chapter.
Education & Research
Due to funding constraints, adequate funding has not allowed the City to implement a comprehensive
training program. Currently, only a part-time position is devoted to this function.
Labor Relations & Affirmative Action
The division of labor relations is comprised of three employees, including the labor relations manager.
One of the principle challenges facing the division is fielding the high number of employee grievances,
generated in part, by the large number of unions representing the City’s workforce. Departmental HR
liaisons frequently are not well versed in contract interpretation, which can also increase the likelihood of
a grievance being filed.

Areas for Focus
A strategy should be developed to address long standing systemic issues within the Department of
Personnel and Human Resources. The consultant team found that hiring and retention issues were
among the most frequent concern among operating departments, and the most frustrating for managers
attempting to develop and deploy the City’s workforce to provide basic services. With likely retirements
and the subsequent appointment of new Departmental leadership, the City has an excellent opportunity to
devised and implement change in this area. Actions the City should take to achieve this goal include:


Develop a strategic plan for the new human resources entity comprised of the Department of
Personnel and Human Resources and Civil Service Commission, and consolidate the Civil
Service Commission under the Department of Personnel and Human Resources



Transfer some departmental liaisons into the City Human Resources Department (under the
direction of Finance) to alleviate critical staffing pressures, and/or improve the capacity of existing
liaisons as administrative clusters are created (see Structure of Government and human services
chapters)



Engage a qualified consultant to assist the City in developing a new classification and
compensation system that includes the development of accurate position descriptions detailing
minimum qualifications for each position
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Once all position descriptions are established with minimum qualifications, the Department of
Personnel and Human Resources should be the only entity that screens applicants against the
minimum qualifications. Applicants that meet minimum qualifications would be referred to the
departments for further review, interviews, and hiring decisions



Partner with a local university to develop a training program for departmental liaisons to increase
knowledge of human resources issues



Consider the assignment of a senior cabinet official – perhaps the CAO or Finance Director – to
work with the new Departmental leadership to guide the strategic plan and subordinate issues.

Initiatives
PE001.

Consolidate Department of Human Resources and Civil Service Commission, Consider
Senior Cabinet Support
FY2010 Impact: $0
Five-year impact: $0
Consolidation of the City of Cleveland’s HR functions and providing senior Cabinet leadership
would improve enterprise-wide service delivery and accountability, and conform to OETF
recommendation to implement a “profound overhaul” of the City’s HR functions.

PE002.

Transfer Departmental HR Liaisons to Human Resources Department
FY2010 Impact: $0
Five-year impact: $0
Transfer some departmental HR liaisons directly to the Human Resources Department to
promote consolidation of HR services, alleviate staffing pressures, improve opportunities for
professional development and guidance, and permit strategic planning.

PE03.

Human Resources Consultant
FY2010 Impact: ($250,000 to $350,000)

Five-year impact: ($250,000 to $350,000)

The City should retain a qualified Human Resources consultant to develop a classification and
compensation system, create updated position descriptions with appropriate minimum
qualifications, as well as assist in the development of a comprehensive strategic plan for the
department accounting for the consolidation of the Civil Service Commission. While this
initiative will require an upfront cost outlay, a new system will help the city mitigate its risk to
future Civil-Service-related lawsuits as the current number of classifications is unmanageable.
PE04.

Expedited Review Track for Critical Hires
FY2010 Impact: $0

Five-year impact: $0

Create an expedited review track for critical hires. This would grant department directors with a
formal channel to request additional support in hiring key personnel for city priorities, while at
the same time, ending the process of “going around” the HR Department and directly to the
Mayor’s Office for more routine hires.
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PE05.

Human Resources Training Program
FY2010 Impact: ($10,000 to $25,000)

Five-year impact: ($10,000 to $25,000)

Many human resources employees – especially those currently employed within other City
departments – lack the requisite professional training. The City should consider partnering with
a local university (e.g., Cleveland State University) to provide training on basic professional and
HR-related skills.

PE06.

Streamline Replacement of Key HR Personnel
FY2010 Impact: $0
Five-year impact: $0
Current City hiring practices are to wait for an employee to retire, and then begin the search
process for a replacement. With a large proportion of HR department employees close to
retirement, the City should permit the department to initiate the search process for a
replacement as soon as an employee provides notification of intent to retire.
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Workers’ Compensation & Safety Program
Overview
The Office of Risk Management manages the workers’ compensation program and oversees safety
policies and procedures for the City of Cleveland. In addition, Risk Management maintains loss records,
assesses the levels of required cash reserves for claims management, and conducts environmental
safety studies.
Currently, there are five employees in the City’s Risk Manager’s Office. For a more detailed breakdown
of historical staffing levels, please see the chapters on the Department of Human Resources & Personnel
and the Finance Department.

Progress and Future Challenges
Since 2003, the City has made significant progress in managing workers’ compensation claims, as well
as implementing a safety program that reduces accidents and minimizes lost time to injury. The City has
adopted a new approach that manages the program from a financial perspective, while simultaneously
focusing on education, training, and accountability. As part of this new approach, the City implemented a
departmental chargeback system to place financial responsibility on individual department budgets.
The City Risk Manager has also developed and implemented an enhanced safety program. Key facets of
the City’s safety program include:


Continued focus on the Injury Pay Program – employees who receive workers’ compensation
must visit a City doctor and use a City panel of physicians. This provision applies to all
employees with the exception of public safety employees who visit medical personnel within the
medical services unit in the Public Safety Department.



Post-accident mandatory drug testing is required for all employees with the exception of Fire,
EMS, and Police.



Safety liaisons are present within each department.
monthly to review claims, trends, and history.



OSHA/PERP reporting (in compliance).

The five largest departments meet bi-

As a result of these efforts, new workers’ compensation claims have fallen from by more than 25 percent
over five years, as shown in the table below:
Workers’ Compensation Claims, 2003 – 2008
(All Funds)
Total New Claims Filed
Total New Claims Paid

2003
1,622
1,396

2004
1,584
1,283

2005
1,588
1,333

2006
1,360
1,168

2007
1,337
1,118

2008
1,177
976

The City also realized substantial cost savings by joining the State of Ohio’s retrospective rating plan in
2003. Under the standard merit rating system, the City paid a premium to the Ohio Bureau of Workers’
Compensation (BWC) for medical expenses and indemnity payments, as well as reserves to cover the
future costs of claims. In the retrospective rating plan, the City of Cleveland assumes a greater portion of
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the risk associated with claims in return for a reduction in premiums paid to the BWC. Annually, the City
pays a “minimum premium” to the BWC, which is a percentage of the merit-rated premium.
Under a retrospective rating system, the City has realized annual cost savings between $8.2 million and
$12.0 million relative to estimated merit premiums, in large part because of the decline in claims between
2003 and 2008.
Workers’ Compensation Premium Savings, 2003 – 2009
Retrospective versus Estimated Merit-Rated Premiums
2003

2004

2005

2006

2007

2008

2009*

$20,262,256

$19,146,926

$24,512,243

$23,855,857

$27,897,160

$31,672,396

$32,189,137

$10,679,753

$10,493,413

$15,285,843

$15,670,106

$19,392,077

$19,663,467

$20,223,198

Annual Savings

$9,582,503

$8,653,513

$9,226,400

$8,185,751

$8,505,083

$12,008,929

$11,965,939

Cumulative Savings

$9,582,503

$18,236,016

$27,462,416

$35,648,167

$44,153,250

$56,162,179

$68,128,118

Estimated MeritRated Premium
Retrospective
Rating Premium**

* - Estimated
** - Retrospective rating premium includes BWC assessments and minimum premium, but exclude fees paid to the City's third party administrator,
outside counsel, and salary and non-personnel costs associated with the Office of Risk Management

Despite these successes, challenges remain for the Workers’ Compensation and Safety Program,
including:


Despite the general downward trend in new workers’ compensation claims over time, annual
workers’ compensation program costs continue to increase year-over-year.



The department has placed a priority on reducing active claims, but a large portion of the City’s
workers’ compensation funds are spent on prior claims. This suggests that improved case
management, reviews, and/or investigations of prior claims may generate meaningful cost
savings. At the same time, however, state regulations present substantial obstacles to removing
employees who have qualified for workers’ compensation from the City rolls.

Areas for Focus
The City of Cleveland currently participates in the Ohio state-run workers’ compensation fund, but has a
sufficient number of employees to consider a self-funding option. Moving towards self-insurance has the
potential to generate cost savings beyond those achieved from the City joining the State’s retrospective
rating plan. The City would no longer pay assessment charges or minimum premiums to the State BWC,
and the City would realize the full gains from reducing the number of claims filed – which are not fully
reflected in the minimum premiums paid to the State BWC.
If the City achieves self-insured status, it may also consider expanding the use of targeted buyouts of old
claims as well as increased investigations to reduce the City’s obligation for past workers’ compensation
claims, strategies that have proved to be effective in other municipalities. Determinations on whether or
not an employee can be removed from the City’s workers’ compensation rolls, however, are made by the
Ohio State Board of Workers’ Compensation.
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Initiatives
WC01

Self-Insure Workers’ Compensation Program
FY 2010 Impact: $2,872,000

Five-year impact: $23,490,000

The City should self-insure its workers’ compensation program. This would entail the City
exiting the State-run BWC retrospective rating system and administering claims reviews and
payments through the City’s Workers’ Compensation program with the assistance of a third
party administrator. The City would need to petition for self-insured status directly to the State,
which a number of other large Ohio municipalities – including the City of Cincinnati – have
already done successfully. Previous analysis has already been performed by the City on this
topic, which should help expedite the process of achieving self-insured status with the State
BWC.
The figures below from City’s actuarial consultant provide an estimate of cost savings from
achieving self-insured status.
Estimated Savings
From Self-Insuring Workers’ Compensation Program

Retrospective Rating
Self-Insured

2010*
$23,569,000
$17,825,000

2011
$25,182,000
$20,001,000

2012
$26,914,000
$22,254,000

2013
$28,769,000
$23,263,000

2014
$30,760,000
$25,489,000

Annual Savings
Cumulative Savings

$2,872,000
$2,872,000

$5,181,000
$8,053,000

$4,660,000
$12,713,000

$5,506,000
$18,219,000

$5,271,000
$23,490,000

* - assumes 50% discount factor for 2010

WC02

Transfer Workers’ Compensation/Safety Responsibilities to Finance Department
FY2010 Impact: $0
Five-year impact: $0
Given the financial focus of the workers’ compensation and safety programs, these programs
should be administered by the Finance Department. This measure would allow the risk
manager to report directly to one department head, while simultaneously allowing the
Department of Personnel to focus on its core mission.

WC03

Allocate Additional Funds for Independent Medical Examinations
FY2010 Impact: $25,000
Five-year impact: $125,000
The use of independent medical examinations (IMEs) represents an opportunity for the City to
limit workers’ compensation payments to those with ongoing work-related disabilities. Currently,
the City spends $65,000 annually on IMEs; raising this figure to $100,000 will increase the odds
of successful challenges of improper claims. Increasing spending to $100,000 for IMEs will
likely generate net costing savings in excess of $25,000 annually.

WC04

Transfer Residency Investigator to Office of Risk Management to Conduct Workers’
Compensation Investigations
FY2010 Impact: $72,000
Five-year impact: $360,000
The transferring of the residency investigator from the Civil Service Commission to the Office of
Risk Management would provide the City with the capacity to conduct investigations of
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suspected workers’ compensation abuse. Historically, however, the amount allocated to
pursue such investigations has been minimal.
The cost of the claims investigator is approximately $60,000, when accounting for salary and
benefits. The City on average spends $6,600 per claim. Industry averages of workers’
compensation fraud range between ten and twenty percent of claims, resulting in approximately
between 70 ($462,000 in costs to the City) and 140 ($924,000 in costs to the City) in fraudulent
claims annually.
Assuming the investigator identifies 20 suspect cases per year, this initiative would generate
$132,000 in gross savings or $72,000 in net cost savings (factoring the cost of the investigator)
annually.

WC06

Implement Mandatory Post-Accident Drug Testing for Public Safety Personnel
FY2010 Impact: $0
Five-year impact: $0
Post-accident drug testing is not required for public safety personnel, though it is mandatory for
other City employees. Post-accident drug testing may not generate immediately quantifiable
cost savings, but it will create an incentive to prevent behavior that can result in workplace injury
and claims against the City.

WC07

Require all Public Safety Employees to Participate in Physician Program Administered by
the Risk Management office
FY2010 Impact: $0
Five-year impact: $0
Eliminating the medical services unit from the public safety budget and requiring public safety
employees to participate in city-wide program administered by the risk management office is
discussed in more detail in the Public Safety Administration chapter (initiative PS02).
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Civil Service Commission
Overview
The mission of the Civil Service Commission is to ensure qualifications, certify and monitor the progress
of personnel in the classified service for the City of Cleveland. The Commission consists of a fivemember board appointed by the Mayor. One member of the Commission, the Secretary, is a City
employee.
Historic Employee Count
The Civil Service Commission has both full-time and part-time positions. The 2009 budget called for eight
full-time and five part-time positions funded through the City’s general fund. As a consequence of recent
court decisions impacting the workload of Civil Service Commission employees, the Commission was
authorized to add five positions – three positions funded by the Commission; two positions funded by
Utilities and Port Control.
2007
Actual
9/5

2008
Estimate
8/4

2009
Budgeted
8/5

2009
Adjusted*
12/5

1/5

1/4

1/5

1/5

Testing

4

3

3

7

Record Maintenance

2

2

2

4

Residency Investigation

2

2

2

0

Division
(FT/PT)
Policy Making

*Table does not include the two additional positions funded by Utilities and Port Control

The Civil Service Commission is comprised of three divisions:


The Policy Making Division promulgates and maintains Civil Service rules and policies. This
division is also responsible for hearings for disciplinary actions as well as other administrative
actions. The five part-time positions in this division represent the Civil Service Commission
members.



The Testing Division monitors fair and valid exams to identify qualified candidates for
employment.



The Record Maintenance Division must maintain all testing information for prospective
employees. From these tests the division prepares eligible lists, certifies candidates for vacant
positions, and maintains seniority records for promotional purposes.

Prior to a recent Ohio Supreme Court ruling that overturned local residence rules, the Commission
contained a Residency Investigation Division. This division was responsible for conducting investigations
regarding employee residency. Staff of the Division reviewed documents submitted as proof of residency
and investigate employees suspected of non-compliance with the residency rule. Since the court ruling,
the Division’s staff has been transferred to record maintenance.
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Civil Service Commission
Budget data
Historical expenditures – Civil Service Commission
2007
2008
2009
Category
Actual
Estimate
Budgeted
Salaries
$403,148
$429,972
$412,313
Benefits
$126,621
$140,050
$144,524
Materials
$5,408
$1,940
$3,000
Miscellaneous
$221,848
$479,286
$403,193
Total
$757,025
$1,051,248
$963,030
Revenues
$36,473
$17,148
$25,000

Growth
%
2.3%
14.1%
-44.5%
81.7%
27.2%
-31.5%

Progress and Future Challenges
The Civil Service Commission is grappling with the outcome of two major court rulings: the elimination of
the city residency requirement and an order – coupled with a potential fine of more than $900,000 – to
comply with Civil Service hiring rules.
Prior to the second court ruling, it was a long-standing practice of the City to use temporary appointments
to fill many permanent positions. To comply with the order, the Commission expanded testing for
employees in incumbent positions. Initially, there were approximately 2,400 temporary appointments that
required testing. This list has since been decreased to between 600 and 700 appointments in need of
testing. More staff was recently authorized to bolster the Commission’s testing capacity.
In addition to complying with court rulings, the Commission must continue to maintain civil service lists
and schedule tests for civil service positions. Earlier this year, more than 3,000 applicants sat for a police
officer examination. A similar number of applicants are expected to sit for an upcoming firefighter exam.
Ongoing challenges for the Commission include:


Too many classifications – Over the past three plus years, the Civil Service Commission reduced
the number of classifications from 970 to the current level of approximately 830.



Departments continue to request new classifications as a strategy for promoting employees – the
Commission currently has more than 160 requests for new classifications. These requests will
not be approved due to the recent court action.



Past practice was to submit position descriptions with no minimum qualifications, so that tests
would not have to be administered.
Civil Service will no longer approve position descriptions
that do not contain minimum qualifications, and the Commission is working with Departments to
achieve compliance with the new protocol.



High volume of applicants interested in taking civil service exams.

Areas for Focus
Given the magnitude of the issues facing the City’s hiring practices, it is recommended that the Civil
Service Commission be consolidated into the Department of Personnel and Human Resources. This will
allow for increased accountability and a better opportunity to evaluate and address systemic hiring issues,
as well as a broader base of staff with which to meet temporary peaks in service demand.
Action items included in the Department of Personnel and Human Resources chapter of this report will
address many of the challenges facing the Civil Service Commission. For example, the Civil Service
Management & Efficiency Study – Cleveland, Ohio
Civil Service Commission
November 2009
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Civil Service Commission
Commission cannot effectively manage the large number of classifications present in the current system.
Retaining a consultant to develop a classification and compensation system, an initiative in the Personnel
chapter, should result in reduced classifications and an improved protocol for managing the classification
system. Among other benefits, this recommendation will allow for expedited processing of employee
applications.
As noted above, the Civil Service Commission tested this summer for police positions, and more than
3,000 individuals applied to take the exam. The City currently charges a fee of $10.00 to those seeking to
take the exam. Preliminary research reveals that fees in other jurisdictions range from $15 to $20 for
most exams and $25 to $30 for uniformed positions. This revenue would help offset some of the service
improvement costs included in the Personnel chapter initiatives.

Initiatives
CS01.

Consolidation of Civil Service Commission into Department of Personnel and Human
Resources
FY2010 Impact: $0
Five-year impact: $0
See Department of Personnel and Human Resources chapter for more detailed discussion of
Civil Service Commission consolidation.

CS02.

Increase fees to take civil service examinations
FY2010 Impact: $27,000

Five-year impact: $135,000

Increasing fees to market norms would allow the City to generate additional revenue without discouraging
potential test takers. Using the 2009 exams as a baseline, if the City increased the testing fee for
uniformed positions from $10 to $25 and non-uniformed positions from $10 to $15, an additional $53,835
in revenue would be generated (assuming 4,719 total exams, with 3,024 uniformed positions). The fiscal
impact calculations assume a 50 percent discount factor, to account for the fact that uniform exams are
not offered annually.
Fiscal Impact
Discount %
Fiscal Impact

FY2010
50%
$27,000

FY2011
50%
$27,000

Management & Efficiency Study – Cleveland, Ohio
Civil Service Commission
November 2009

FY2012
50%
$27,000

FY2013
50%
$27,000

FY2014
50%
$27,000

Total
50%
$135,000
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Appendix 1
Initiative Codes
Department/Division
Aging
Animal Control
Architecture (Building Maintenance)
Building and Housing
Capital
City Planning Commission
Civil Service Commission
Community Development
Consumer Affairs
Convention Center and West Side Market
Economic Development
Emergency Medical Services
Engineering and Construction
Finance
Fire
House of Corrections
Information Technology and Services/Planning
Intergovernmental
Law
Motor Vehicle Maintenance
Park Maintenance and Properties
Parking Facilities
Personnel and Human Resources
Police
Property Management
Public Health
Public Safety Administration
Recreation
Research, Planning and Development
Revenue
Streets
Structure of Government
Traffic Engineering
Waste Collection and Disposal
Workforce & Collective Bargaining
Workmen’s Compensation & Safety

Code
AG
AC
AR
BH
CP
PL
CS
CD
CA
CC
ED
EM
EC
FI
FR
HC
IT
IG
LA
MV
PP
PF
PE
PO
PM
PH
PS
RC
RP
RE
ST
SG
TE
WA
WF
WC
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Initiatives Summary

Chapter

No.

Fiscal Impact

Initiative
2010

2011

2012

2013

2014

Total

280,000

560,000

560,000

560,000

560,000

2,520,000

N/A

N/A

N/A

N/A

N/A

N/A

50,000

100,000

100,000

100,000

100,000

450,000

Structure of Government

SG01

Create a General Services Department and Other Clusters

Structure of Government

SG02

Realign Central and Functional Services

Structure of Government

SG03

Create Administrative Clusters

Revenue

RE01

Increase Use of Service Charges/Conduct a Comprehensive Fee Study

3,500,000

7,000,000

11,000,000

15,000,000

18,200,000

54,700,000

Revenue

RE02

Institute Ownership Payments from the Division of Water and Cleveland
Public Power

22,187,000

22,853,000

23,539,000

24,245,000

24,972,000

117,796,000

Revenue

RE03

Consider the Adoption of a PILOT Program for Select Tax-Exempt
Institutions

0

500,000

1,500,000

3,000,000

5,000,000

10,000,000

Revenue

RE04

Explore Additional Non-Tax Revenue through an MBRO Agreement

0

1,000,000

1,500,000

3,000,000

5,100,000

10,600,000

Revenue

RE05

Increased Enforcement of Income and Property Taxes

1,593,000

5,575,000

7,965,000

11,947,000

15,930,000

43,010,000

Revenue

RE06

Impose a Real Estate Transfer Tax

1,764,000

1,781,000

1,799,000

1,817,000

1,835,000

8,996,000

Revenue

RE07

Consider Approval of a Restaurant Tax

2,242,000

2,242,000

2,287,000

2,332,000

2,379,000

11,482,000

Revenue

RE08

Pursue an Additional Local Option Hotel/Motel Tax

1,000,000

1,000,000

1,010,000

1,020,000

1,030,000

5,060,000

Capital

CP01

Strengthened Prioritization and Planning of CIP Projects

N/A

N/A

N/A

N/A

N/A

N/A

Capital

CP02

Capitalization of Internal Staff Costs

725,000

739,500

754,300

769,400

784,800

3,773,000

Capital

CP03

Re-Examine Policy of Capital Funding for Certain Resources

N/A

N/A

N/A

N/A

N/A

N/A

Capital

CP04

Identification of Additional Funding Mechanisms for Capital Projects

N/A

N/A

N/A

N/A

N/A

N/A

Workforce & Collective Bargaining

WF01

Limit New Contract Enhancement

TBD

TBD

TBD

TBD

TBD

TBD

Workforce & Collective Bargaining

WF02

Revise Contracting Out Provisions

TBD

TBD

TBD

TBD

TBD

TBD

Workforce & Collective Bargaining

WF03

Overtime Reduction (5% Growth)

322,299

665,383

1,030,592

1,419,352

1,833,184

5,270,810

Workforce & Collective Bargaining

WF04

Wage & Step Freeze (1% Annual Growth)

2,576,765

5,179,298

10,410,390

20,924,884

23,703,520

62,794,857

Workforce & Collective Bargaining

WF05

Longevity Freeze (0% Growth)

2,411,000

2,411,000

2,411,000

2,411,000

2,411,000

12,055,000

Workforce & Collective Bargaining

WF06

Lump Sum Payments in Lieu of Base Wage Increases
($250 vs. 1% Wage Increase)

1,270,265

1,270,265

1,270,265

1,270,265

1,270,265

6,351,325

Workforce & Collective Bargaining

WF07

Furlough Days (per Day)

1,034,846

1,034,846

1,034,846

1,034,846

1,034,846

5,174,230

Workforce & Collective Bargaining

WF08

Annually Evaluate Fully-Insured Status

TBD

TBD

TBD

TBD

TBD

TBD

Workforce & Collective Bargaining

WF09

Increase Employee Cost Sharing for Health Premiums

TBD

TBD

TBD

TBD

TBD

TBD

Workforce & Collective Bargaining

WF10

Explore Health Plan Re-Design

TBD

TBD

TBD

TBD

TBD

TBD

Workforce & Collective Bargaining

WF11

Implement a Health Management Program with Financial Incentives

TBD

TBD

TBD

TBD

TBD

TBD

Workforce & Collective Bargaining

WF12

Cross Training of Employees in Division of Traffic Engineering

N/A

N/A

N/A

N/A

N/A

N/A
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Chapter

Workforce & Collective Bargaining

No.

Fiscal Impact

Initiative
2010

2011

2012

2013

2014

Total

N/A

N/A

N/A

N/A

N/A

N/A

WF13

Negotiate Modifications to the Pay Scale for Truck Drivers within Local 244

Architecture

AR01

Merge the Division of Architecture, Division of Property Management, and
the Division of Research, Planning, and Development into a Single Facilities
Management Division

40,315

40,315

40,315

40,315

40,315

201,575

Streets

ST01

Acquire a Hot-In-Place Recycling Equipment for Street Resurfacing Projects

86,000

2,185,715

2,185,715

2,185,715

2,185,715

8,828,860

Streets

ST02

Install Citywide Permanent Signage in the Street-Sweeping Zones

10,000

20,000

30,000

40,000

50,000

150,000

Streets

ST03

Negotiate Modifications to the Pay Scale for Truck Drivers with Local 244
Union

N/A

N/A

N/A

N/A

N/A

N/A

Waste Collection & Disposal

WA01

Introduce Waste Collection Fee

11,400,000

11,400,000

11,400,000

11,400,000

11,400,000

57,000,000

Waste Collection & Disposal

WA02

Implement Automatic Waste Collection System

211,500

146,000

144,892

164,605

134,455

801,452

Waste Collection & Disposal

WA03

Delay Implementation of Citywide Curbside Recycling

235,000

385,000

540,000

940,000

790,000

2,890,000

Waste Collection & Disposal

WA04

Municipal Solid Waste to Energy

N/A

N/A

N/A

N/A

N/A

N/A

Waste Collection & Disposal

WA05

Cease Collecting Yard Waste

180,000

180,000

180,000

180,000

180,000

900,000

Traffic Engineering

TE01

Accelerate LED Replacement Program

155,000

310,000

465,000

620,000

775,000

2,325,000

Traffic Engineering

TE02

Reduce Number of Traffic Signals in the City

158,750

317,500

476,250

635,000

793,750

2,381,250

Traffic Engineering

TE03

Establish Performance Measurement Metrics and Reporting System

N/A

N/A

N/A

N/A

N/A

N/A

Engineering & Construction

EC01

Pilot Increase of In-house Design Engineering Work

770,562

770,562

770,562

770,562

770,562

3,852,810

Engineering & Construction

EC02

Automate Operation of the Lift Bridges by Using Remote Operation System

0

170,493

340,986

852,466

852,466

2,216,411

Engineering & Construction

EC03

Create Street & Permit Enforcement Team

N/A

N/A

N/A

N/A

N/A

N/A

Engineering & Construction

EC04

Introduce and Enforce Commercial Occupancy Fee

500,000

1,000,000

1,000,000

1,000,000

1,000,000

4,500,000

Motor Vehicle Maintenance

MV01

Fleet Services Steering Committee

N/A

N/A

N/A

N/A

N/A

N/A

Motor Vehicle Maintenance

MV02

Vehicle Replacement Schedule Linked to Sinking Fund

518,700

778,050

1,037,400

1,037,400

1,037,400

4,408,950

Motor Vehicle Maintenance

MV03

Prepare Semi-Annually Ordinances on Vehicle Purchases

N/A

N/A

N/A

N/A

N/A

N/A

Motor Vehicle Maintenance

MV04

Take-Home Vehicle Audit

72,500

22,500

22,500

22,500

22,500

162,500

Motor Vehicle Maintenance

MV05

Specialty Vehicle Audit

N/A

N/A

N/A

N/A

N/A

N/A

Motor Vehicle Maintenance

MV06

Perform Regularly-Scheduled Fleet Utilization Reviews

200,000

100,000

100,000

100,000

100,000

600,000

Motor Vehicle Maintenance

MV07

Vehicle Use Policy

N/A

N/A

N/A

N/A

N/A

N/A

Motor Vehicle Maintenance

MV08

Request for Qualifications for Privatized Fleet Services

0

TBD

TBD

TBD

TBD

TBD

Motor Vehicle Maintenance

MV09

Car-Sharing In Place of Citywide Vehicle Pool

157,974

57,974

57,974

57,974

57,974

389,870

PUBLIC SERVICE:
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Chapter

No.

Fiscal Impact

Initiative
2010

2011

2012

2013

2014

Total

Motor Vehicle Maintenance

MV10

Consolidate Fuel Sites

(32,500)

32,500

32,500

32,500

32,500

97,500

Motor Vehicle Maintenance

MV11

Consolidate Fleet Facilities

(75,000)

TBD

TBD

TBD

TBD

(75,000)

Motor Vehicle Maintenance

MV12

Increase Shared Services with Cleveland School District

TBD

TBD

TBD

TBD

TBD

TBD

Convention Center/West Side
Market/Stadium

CC01

Transfer Management of West Side Market and Browns Stadium to the New
Department of Operations

TBD

TBD

TBD

TBD

TBD

TBD

Convention Center/West Side
Market/Stadium

CC02

Explore Opportunities to Increase Revenues from the Cleveland Browns
Stadium

TBD

TBD

TBD

TBD

TBD

TBD

Parks Maintenance

PP01

Increase Rates Charged for Vacant Lot Clearing

585,000

614,250

644,962

677,211

711,071

3,232,494

Parks Maintenance

PP02

Increase Burial Fees at City Owned Cemeteries

630,000

630,000

630,000

630,000

630,000

3,150,000

Parks Maintenance

PP03

Reconsider City Cemetery Services

N/A

N/A

N/A

N/A

N/A

N/A

Parks Maintenance

PP04

Discontinue Endowment and Utilize Some Fund Balance for Capital
Improvements

283,599

283,599

283,599

283,599

283,599

1,417,995

Parks Maintenance

PP05

Collaborate with Division of Waste Collection to Pick Up from Vacant
Properties

N/A

N/A

N/A

N/A

N/A

N/A

Parks Maintenance

PP06

Roll Out Utilization of Archibus and Hand-Held Computers to All Vacant Lot
Cleaning Crew Supervisors

N/A

N/A

N/A

N/A

N/A

N/A

Property Management

PM01

Transfer Architectural Duties to the Division of Architecture

44,224

44,224

44,224

44,224

44,224

221,120

Property Management

PM01

Implement Automated Work Order and Inventory Management System

N/A

N/A

N/A

N/A

N/A

0

Property Management

PM01

Merge the Division of Property Management into the new Department of
General Services

N/A

N/A

N/A

N/A

N/A

0

Recreation

RC01

Develop Recreation Center General Admission and/or Membership Rate Plan
for Residents and Non-Residents

1,170,000

1,170,000

1,170,000

1,170,000

1,170,000

5,850,000

Recreation

RC02

Develop Indoor Pool General Admission and/or Membership Rate Plan for
Residents and Non-Residents

0

750,000

750,000

750,000

750,000

3,000,000

Recreation

RC03

Develop Ice Skating Rink General Admission and/or Membership Rate Plan
for Residents and Non-Residents

0

140,000

140,000

140,000

140,000

560,000

Recreation

RC04

Develop Roller Skating Rink General Admission and/or Membership Rate
Plan for Residents and Non-Residents

0

125,000

125,000

125,000

125,000

500,000

Recreation

RC05

Develop Rate Schedules for Recreation Programs

0

0

420,000

420,000

420,000

1,260,000

Recreation

RC06

Consolidate Recreation Facilities by 25 percent

5,735,400

5,907,000

6,085,000

6,267,000

6,455,000

30,449,400

Recreation

RC07

Outdoor Pools - Develop a Per Use/Monthly/Yearly Rate Plan for Residents
and Non-Residents

1,280,000

1,500,000

2,000,000

2,000,000

2,000,000

8,780,000

Recreation

RC08

Convert Two Outdoor Pools to Low Maintenance Splash Parks

0

256,000

256,000

256,000

256,000

1,024,000

Recreation

RC09

Assess Leasing or Selling Options for Golf Courses

100,000

100,000

150,000

200,000

250,000

800,000

Parking Facilities

PF01

Increase On-Street Parking Rates by $0.25 in Every Parking Zone

633,333

633,333

633,333

633,333

633,333

3,166,665

Parking Facilities

PF02

Charge Parking from City, Federal, County and State Government Employees
at the Normal Public Rate

501,250

501,250

501,250

501,250

501,250

2,506,250

RECREATION:
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Chapter

No.

Fiscal Impact

Initiative
2010

2011

2012

2013

2014

Total

7,000

7,000

7,000

7,000

7,000

35,000

N/A

N/A

N/A

N/A

N/A

N/A

44,880

45,778

46,693

47,627

48,580

233,558

Parking Facilities

PF03

Implement Credit Card Usage and Automation at Lakefront Municipal
Parking and Convention Center Garages

Research, Planning and Development

RP01

Merge Division with the new General Services Department

Research, Planning and Development

RP02

Identify General Fund Facility to House Division

Police

PO01

Reduce or Eliminate the Number of Uniformed Officers Stationed at the
Prosecutors Office

N/A

N/A

N/A

N/A

N/A

N/A

Police

PO02

Develop a Capital Plan to Replace Outdated Police Facilities

N/A

N/A

N/A

N/A

N/A

N/A

Fire

FR01

Brown-Out Station 21 During Off-Peak Months

848,000

848,000

848,000

848,000

848,000

4,240,000

Fire

FR02

Consolidate Stations 9 and 26

0

(1,550,000)

1,750,000

1,750,000

1,750,000

3,700,000

Fire

FR03

Brown Out Ladder 42

0

1,190,000

1,190,000

1,190,000

1,190,000

4,760,000

Fire

FR04

Allow Full Transparency in DROP Program Applicants

N/A

N/A

N/A

N/A

N/A

N/A

Fire

FR05

Enhanced Coordination and Collaboration with EMS

N/A

N/A

N/A

N/A

N/A

N/A

Fire

FR06

Reduce Officer to Firefighter Ratio

N/A

N/A

N/A

N/A

N/A

N/A

Fire

FR07

False Alarms Fees

267,200

267,200

267,200

267,200

267,200

1,336,000

EMS

EM01

Recoup Cost for Service to Bratenahl

25,000

25,000

25,000

25,000

25,000

125,000

EMS

EM02

Require Training Reimbursement for Employees Staying Less Than 5 Years

61,200

61,200

61,200

61,200

61,200

306,000

EMS

EM03

Increase EMS Fees

TBD

TBD

TBD

TBD

TBD

TBD

EMS

EM04

Outsource EMS Billing

352,000

352,000

352,000

352,000

352,000

1,760,000

EMS

EM05

Increase Fees for Servicing Events

28,100

28,100

28,100

28,100

28,100

140,500

EMS

EM06

Standardize Schedules of EMS Crew Chiefs and Staff

N/A

N/A

N/A

N/A

N/A

N/A

House of Correction

HC01

Consolidation with County Jail

0

15,400,000

15,400,000

15,400,000

15,400,000

61,600,000

House of Correction

HC02

Reduce Personnel-Related Cost Per Inmate

404,170

794,230

1,184,290

1,574,350

1,964,400

5,921,440

House of Correction

HC03

Re-evaluate Cost of Food Service

438,650

438,650

438,650

438,650

438,650

2,193,250

House of Correction

HC04

Increase Revenue through Pay to Stay and Health Insurance Recapture

86,066

86,066

86,066

86,066

86,066

430,330

House of Correction

HC05

Sick Leave Reduction

215,000

215,000

215,000

215,000

215,000

1,075,000

House of Correction

HC06

Increase Revenue through Charges to Cuyahoga County

166,500

166,500

166,500

166,500

166,500

832,500

House of Correction

HC07

Reduce Inmate Health Costs

150,000

150,000

150,000

150,000

150,000

750,000

PUBLIC SAFETY:
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Chapter

No.

Fiscal Impact

Initiative
2010

2011

2012

2013

2014

Total

House of Correction

HC08

Reduce Property Rental Costs

65,350

65,350

65,350

65,350

65,350

326,750

House of Correction

HC09

Regional Training of Correction Officers

21,500

21,500

21,500

21,500

21,500

107,500

House of Correction

HC10

Reduce Length of Stay

N/A

N/A

N/A

N/A

N/A

N/A

House of Correction

HC11

Reduce Jail Admissions through Diversion, Alternatives to Incarceration and
Discharge Planning

N/A

N/A

N/A

N/A

N/A

N/A

Animal Control

AC01

Consolidate City and County Animal Control

198,178

1,006,581

1,006,581

1,006,581

1,006,581

4,224,502

Animal Control

AC02

Negotiate a Share in County Licensing Fees

1,006,581

1,006,581

1,006,581

1,006,581

1,006,581

5,032,905

Public Safety Administration

PA01

Civilianize Bureau of Communications

(50,000)

TBD

TBD

TBD

TBD

(50,000)

Public Safety Administration

PA02

Eliminate Public Safety Medical Unit

231,000

231,000

231,000

231,000

231,000

1,155,000

Finance

FI01

Reduce and Simplify Manual Processes - Finance Department & City Wide

0

292,580

598,635

612,432

626,560

2,130,207

Finance

FI02

Simplify Payroll and Employee Time Management - Treasury

236,844

487,520

492,824

502,681

512,735

2,232,604

Finance

FI03

Reduce and Streamline Bank Accounts and Implement Remaining
Recommendations of 2008 Banking Services Study - Treasury

22,400

22,400

22,400

22,400

22,400

112,000

Finance

FI04

Enhance Coordination of Management of Bond Proceeds – Finance
Administration & Treasury

N/A

N/A

N/A

N/A

N/A

N/A

Finance

FI05

Detection of Non-Filers

(100,000)

450,800

461,816

473,052

484,513

1,770,181

Finance

FI06

Paper Records Retention by the CCA - CCA

N/A

N/A

N/A

N/A

N/A

N/A

Finance

FI07

Consolidate Collection of Other Revenues Where Feasible – Assessments &
Licenses

28,600

29,258

29,932

30,622

31,329

149,741

Finance

FI08

Increase Fees for Weights and Measures to Support All Program Costs, or
Eliminate Service

75,000

76,500

78,000

80,000

81,000

390,500

Finance

FI09

Simplify and Streamline Licenses and Assessments Systems and Processes

(57,600)

58,516

59,863

61,243

62,656

184,678

Finance

FI10

Enhance Collection Processes for Licenses and Assessments

N/A

N/A

N/A

N/A

N/A

N/A

Finance

FI11

Streamline and Establish Response Times for Licenses and Inspections

N/A

N/A

N/A

N/A

N/A

N/A

Finance

FI12

Streamline Procurement Processes and Enhance Competition - Purchasing

0

246,450

492,500

492,500

492,500

1,723,950

Finance

FI13

Expand Markets for Disposal of Obsolete Property - Purchasing

40,000

80,000

120,000

160,000

200,000

600,000

Finance

FI14

Reorder and Revise Budget Books to Improve Information - Office of Budget
& Management and Finance Administration

N/A

N/A

N/A

N/A

N/A

N/A

Finance

FI15

Adopt Additional Financial Policies

N/A

N/A

N/A

N/A

N/A

N/A

Finance

FI16

Implement a Debt Management Policy

N/A

N/A

N/A

N/A

N/A

N/A

Finance

FI17

Formalize Charges to Enterprise Funds for Finance Administration Services

N/A

N/A

N/A

N/A

N/A

N/A

Finance

FI18

Print Shop Consolidation

N/A

N/A

N/A

N/A

N/A

N/A

FINANCE:
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Chapter

No.

Fiscal Impact

Initiative
2010

2011

2012

2013

2014

Total

Finance

FI19

City-Wide Printing "Green" Policy

150,000

300,000

450,000

450,000

450,000

1,800,000

Finance

FI20

Mail Administration - Storeroom

28,600

58,516

119,727

122,486

125,312

454,641

Information Technology

IT01

Create an Independent IT Department

N/A

N/A

N/A

N/A

N/A

N/A

Information Technology

IT02

Create Cabinet Level Chief Information Officer (CIO) position

N/A

N/A

N/A

N/A

N/A

N/A

Information Technology

IT03

Extend IT Service Level Agreements to all Divisions

N/A

N/A

N/A

N/A

N/A

N/A

Information Technology

IT04

Foster and Encourage Citywide Collaboration for IT Initiatives

N/A

N/A

N/A

N/A

N/A

N/A

Public Health

PH01

Charging for Flu Shots

140,000

140,000

140,000

140,000

140,000

700,000

Aging

AG01

Fund the Aging Department at Current Levels

N/A

N/A

N/A

N/A

N/A

N/A

Aging

AG02

Transition Services Funded by the General Fund to Other Organizations

0

0

200,000

400,000

600,000

1,200,000

Aging

AG03

Fund Only Aging Local Match to Leverage Grant Funds

614,000

614,000

614,000

614,000

614,000

3,070,000

Consumer Affairs

CA01

Office Elimination

395,000

395,000

395,000

395,000

395,000

1,975,000

Consolidate Storefront Program with Retail Program in Economic
Development

HUMAN SERVICES:

URBAN PLANNING AND DEVELOPMENT:
Community Development

CD01

300,000

300,000

300,000

300,000

300,000

1,500,000

1,342,250

2,301,000

2,301,000

2,301,000

2,301,000

10,546,250

Community Development

CD02 - 1

Reprogram Grant Dollars to Maximize Administrative Expense Revenues Scenario 1

Community Development

CD02 - 2

Reprogram Grant Dollars to Maximize Administrative Expense Revenues Scenario 2

466,667

800,000

800,000

800,000

800,000

3,666,667

Community Development

CD02 - 3

Reprogram Grant Dollars to Maximize Administrative Expense Revenues Scenario 3

969,500

1,662,000

1,662,000

1,662,000

1,662,000

7,617,500

Community Development

CD02 - 4

Reprogram Grant Dollars to Maximize Administrative Expense Revenues Scenario 4

437,500

750,000

750,000

0

0

1,937,500

Community Development

CD03

Eliminate Assistant Commissioner Positions

210,000

210,000

210,000

210,000

210,000

1,050,000

Economic Development

ED01

Reprogram CDBG Funds to Support Economic Development Administration

TBD

TBD

TBD

TBD

TBD

TBD

Economic Development

ED02

Hire an Economic Development Appraiser

N/A

N/A

N/A

N/A

N/A

N/A

Economic Development

ED03

Provide Boilerplate Contract Language for Most Common Small Business
Loans

N/A

N/A

N/A

N/A

N/A

N/A

Economic Development

ED04

Provide Dedicated Legal Support for Economic Development Activities

N/A

N/A

N/A

N/A

N/A

N/A

City Planning Commission

PL01

Create a Consolidated GIS Office

N/A

N/A

N/A

N/A

N/A

N/A

City Planning Commission

PL02

Improve Computerized Data Coordination

TBD

TBD

TBD

TBD

TBD

TBD

Building and Housing

BH01

Leverage NSP Dollars to Reduce CDBG Support of Demolition Activities

227,000

227,000

227,000

0

0

681,000

BH02

Use Program Revenue for Board Ups, Temporarily Eliminating CDBG
Funding

750,000

750,000

0

0

0

1,500,000

Building and Housing
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Chapter

No.

Fiscal Impact

Initiative
2010

2011

2012

2013

2014

Total

Building and Housing

BH03 - 1

Reduce Number of Code Enforcement Districts from 6 to 3 - Scenario 1

392,354

392,354

392,354

392,354

392,354

1,961,770

Building and Housing

BH03 - 2

Reduce Number of Code Enforcement Districts from 6 to 3 - Scenario 2

20,100

20,100

20,100

20,100

20,100

100,500

Building and Housing

BH04

Restore Design Review Fees

35,000

35,000

35,000

35,000

35,000

175,000

Building and Housing

BH05

Enforce Re-inspection Fees for Building Permits

585,000

585,000

585,000

585,000

585,000

2,925,000

Building and Housing

BH06

Revise Demolition Administrative Fee

TBD

TBD

TBD

TBD

TBD

TBD

Building and Housing

BH07

Enforce Post Compliance Date Re-inspection Fee

162,000

162,000

162,000

162,000

162,000

810,000

OTHER DEPARTMENTS AND DIVISIONS:
Law

LA01

Increase Use of Paralegals

175,000

250,000

250,000

250,000

250,000

1,175,000

Law

LA02

Increase Accountability for Claims, Judgments and Settlements

81,750

163,500

245,250

327,000

408,750

1,226,250

Law

LA03

Issue a Request for Proposals (RFP) for Collection Services

N/A

N/A

N/A

N/A

N/A

N/A

Law

LA04

Increase Cost Recovery for Public Record Requests

45,000

45,000

45,000

45,000

45,000

225,000

Law

LA05

Consider Use of Technology for Settlements

N/A

N/A

N/A

N/A

N/A

N/A

Law

LA06

Reform Contract Review

N/A

N/A

N/A

N/A

N/A

N/A

Personnel and Human Resources

PE01

Consolidate Department of Human Resources and Civil Service
Commission, Consider Senior Cabinet Support

N/A

N/A

N/A

N/A

N/A

N/A

Personnel and Human Resources

PE02

Transfer Departmental HR Liaisons to Human Resources Department

N/A

N/A

N/A

N/A

N/A

N/A

Personnel and Human Resources

PE03

Human Resources Consultant

(250,000)

0

0

0

0

(250,000)

Personnel and Human Resources

PE04

Expedited Review Track for Critical Hires

N/A

N/A

N/A

N/A

N/A

N/A

Personnel and Human Resources

PE05

Human Resources Training Program

(15,000)

(15,000)

(15,000)

(15,000)

(15,000)

(75,000)

Personnel and Human Resources

PE06

Streamline Replacement of Key HR Personnel

N/A

N/A

N/A

N/A

N/A

N/A

Worker's Compensation & Safety

WC01

Self-Insure Workers' Compensation Program

2,872,000

5,181,000

4,660,000

5,506,000

5,271,000

23,490,000

Worker's Compensation & Safety

WC02

Transfer Workman’s Compensation/Safety Responsibilities to Finance
Department

0

0

0

0

0

0

Worker's Compensation & Safety

WC03

Allocate Additional Funds for Independent Medical Examinations

25,000

25,000

25,000

25,000

25,000

125,000

Worker's Compensation & Safety

WC04

Transfer Residency Investigator to Office of Risk Management to Conduct
Workers' Compensation Investigations

72,000

72,000

72,000

72,000

72,000

360,000

Worker's Compensation & Safety

WC05

Workers' Compensation Tip Line

0

0

0

0

0

0

Worker's Compensation & Safety

WC06

Implement Mandatory Post Accident Drug Testing for Public Safety
Personnel

0

0

0

0

0

0

Worker's Compensation & Safety

WC07

Require all Public Safety Employees to Participate in Physician Program
Administered by the Risk Management Office.

0

0

0

0

0

0

WC08

Require all Public Safety Employees to Participate in Physician Program
Administered by the Risk Management Office.

N/A

N/A

N/A

N/A

N/A

N/A

Worker's Compensation & Safety
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Chapter

No.

Civil Service Commission

CS01

Consolidation of Civil Service Commission into Department of Personnel
and Human Resources

Civil Service Commission

CS02

Increase fees to take civil service examinations

TOTAL

Fiscal Impact

Initiative
2010

2011

2012

2013

2014

Total

N/A

N/A

N/A

N/A

N/A

0

27,000

27,000

27,000

27,000

27,000

135,000

81,577,122

122,532,787

142,403,967

167,225,976

183,453,646

697,193,498
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Division of Property Management
List of City Buildings
No.

1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16
17
18
19
20
21
22
23
24
25
26
27
28
29
30
31
32
33
34
35
36
37
38
39
40

Buildings
Public Safety
Fire Stations
No. 1
No. 4
No. 5
No. 6
No. 7
No. 9
No. 10
No. 11
No. 13
No. 17
No. 20
No. 21
No. 22
No. 23
No. 24
No. 26
No. 30
No. 31
No. 33
No. 36
No. 38
No. 39
No. 40
No. 41
No. 42
No. 43
Fire Training
Rescue 4
Other Public Safety Facilities
EMS
Corrections
Inspection Garage
Mounted Unit
Supply Unit
Police HQ
Police Stations
1st District
2nd District
3rd District
4th District
5th District
6th District
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Division of Property Management
List of City Buildings
41
42
43
44
45
46
47

48
49
50
51
52
53
54
55
56
57
58
59
60
61
62
63
64
65
66
67
68
69
70
71
72

Department of Public Health
J Glenn Smith
McCafferty
Miles Broadway
Mural
Tremont
Department of Finance
Finance Building
Printing & Reproduction
Department of Public Service
Harvard Yard
Building 1
Building 2
Building 11 (aka 3)
Building 4
Building 5
Building 6
Building 7
Building 8
Building 9
Building 10
Water Pollution Control
Administration
Service
Charles V. Carr Municipal Center
Building 1 - Waste Collection, Fire Apparatus
Building 2 - EMS & Police Car Repair
Building 3
Service Centers
Ridge Road Vehicle
Ridge Road District Service
East 56th Street District Service Center
Glenville Street Service
Glenville Waste Collection
Joseph Stamp
Seville Streets Service
Lorain Avenue
Department of Public Utilities
CPP Admin Building
1825 Lakeside Avenue
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List of City Buildings
73
74
75
76
77
78
79
80
81
82
83
84
85
86
87
88
89
90
91
92
93
94
95
96
97
98
99
100
101
102
103
104
105
106
107
108
109
110
111
112
113
114
115
116

Department of Parks, Recreation & Properties
City Hall
Multi-Service Centers
Hough
Recreation Centers
Alexander Hamilton
Camp Forbes
Central
Clark
Collinwood Athletic
Cory
Cudell Fine Arts
Cudell Fine Arts
Estabrook
E.J. Kovacic
Fairfax
Glenville
Gunning
Halloran
John F. Kennedy
Ken Johnson
Lonnie L. Burton
Michael Zone
Stella Walsh
Sterling
Thurgood Marshall
Zelma George
Earl B. Turner
Pool Facilities
Duggan
Forest Hills
Gassaway
Glendale
Glenview
Greenwood
Grovewood
Impett
James Bell
Keruish
Lake
Lincoln
Loew
Luke Easter
Mark Tromba
Meyer
Neff Bella
Sunrise
Warsaw
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List of City Buildings
117
118
119
120
121
122
123
124
125
126
127
128

129
130
131
132
133
134
135
136
137
138
139
140
141
142
143
144
145
146
147
148
149
150
151
152
153
154
155
156
157
158
159

Parks Maintenance & Service Buildings
Brookmere Cemetery
Erie Cemetery
Highland Cemetery
West Park Cemetery
West Park Cemetery Maintenance
Park Maintenance
East 40th Station
Humphrey Park
Johnson Parkway
Luke Easter
Brookside
Mall Station
Platt Station
Department of Parks, Recreation & Properties - Urban
Forestry
Rockefeller Park Greenhouse
Urban Forestry Office
Golf Courses
Highland Club House
Highland Maintenance
Seneca Club House & Maintenance
Baseball Fields
Brookside Park
Calgary Park
Carol McClendon
Dove Park
Easton Playground
Estabrook
Fairfax
Fairview
Gawron
Harmody
Herman
Idalia
Joann
Loew
Luke Easter
Marion Motley
Roberto Clemente
Store
Tremont Valley
Trent Park
WC Reed
Zone
Ambler
Aretha Woods
Coat
Duggan
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160
161
162
163
164
165
166
167
168
169
170
171
172
173
174
175
176
177
178
179
180
181
182
183
184
185
186
187
188
189
190
191
192
193
194
195
196
197
198
199
200
201
202

Baseball Fields - Continued
Bernhard
Forest Hills
Glenview
Glenville James Hubbard
Gordon Park
Gardena
Harding
Humphrey Park
Hyacinth
Kirtland
Lonnie L. Burton
Mark Tromba
Morgan
Neff
RJ Taylor
Reus
Regent
Saranac
Sterling
Thurgood Marshall
Cudell
Drake field
Gunning
Impett
Maplewood
Fredrick Douglas
Kurdish
Briggs
Cross burn
Devilwood
Emery
Gilmore
Halloran
James M. Dumpy
Mercedes Costner
RG Jones
Rainbow
Ralph Schmitt (McGowan)
Terminal
Thrush
Tulane
Worthington
Mohican

