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September 12, 2016

Carol Feynes
Council President
1000 Fourth Avenue
Ford City, PA 16226
Dear Council President Feynes:
I am pleased to provide you, the Mayor, and Borough Council with our project report relative to
the Five Year Financial Management Plan for Ford City Borough. This report includes
recommendations designed to improve the overall financial health of the organization as well as
increase the effectiveness and efficiency of Borough services.
The recommendations contained in this report are based on the input and information provided
by Borough staff, as well as industry standards and best practices that are appropriate and
scalable to the Borough.
We are confident that these recommendations can serve as a framework for solidifying the
Borough’s financial position, improving operational performance, and making strategic resource
allocation decisions. Implementation of the recommendations will require careful coordination
among the departments involved in this study.
Thank you for the opportunity to work with the Borough.

Sincerely,

Julia D. Novak
President
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Executive Summary
In 2015, Ford City Borough was awarded a grant from the Pennsylvania Department of
Community and Economic Development (DCED) to complete an Early Intervention Program (EIP)
assessment of the Borough’s operational and financial condition and practices. In March 2016
the Borough contracted with The Novak Consulting Group to conduct the EIP assessment. The
Novak Consulting Group applied a multi-facetted analytical approach that included detailed
qualitative and quantitative data gathering and analysis. That analysis yielded a number of key
observations, findings, and recommendations.
As of the close of 2015, Ford City Borough ended the year with strong cash balances in its two
primary operating funds, the General Fund and the Public Utility Fund. The audited year-end cash
balances for these funds totaled approximately $414,000 and $770,000 respectively. The
unencumbered cash balances for these funds totaled $277,000 and $773,000 respectively.
However, there are a number of structural financial issues in each of the major operating funds
that deserve attention from policy makers.
The Borough has achieved a cash balance in the General Fund through two primary strategies.
First, the Borough has tightly limited expenditure growth by reducing salary and benefit expenses
and contracted service expenses. However, these staffing and contracted services reductions
have also resulted in deferred preventative maintenance and investment in capital infrastructure.
The second method used to create balance in the General Fund relates to refuse fee revenue.
Over the previous five fiscal years, the Borough utilized an average of $190,000 per pear in
excess refuse fee revenue to balance the General Fund. This accounts for almost 13% of all
General Fund revenue and is not a sustainable financial practice. While the Borough has not
established refuse collection as an enterprise fund operation, the practice of generating so much
additional refuse revenue over collection and disposal related expenses means that general
government operations expenses are being underrepresented and refuse collection expenses are
being overstated in the governance and budgeting processes. It is prudent then to begin a gradual
process of decreasing reliance on refuse collection revenue as a source of general government
operations funding.
In addition, the Borough is faced with two potentially significant financial liabilities. First, the
Borough is technically responsible for repaying a $518,000 grant to U.S. Department of
Commerce Economic Development Administration (EDA). Though the Borough’s ultimate liability
is being negotiated, it is necessary to financially plan for the contingency. Second, the Borough
is confronting the need to invest in its stormwater management infrastructure to ensure that the
Federal Emergency Management Agency (FEMA) does not permanently expand the Borough’s
100-year flood plain. Permanently expanding the flood plain would not only significantly impact
existing residential and commercial property flood insurance rates, but also serve as a major
obstacle to economic development along the Allegheny riverfront commercial coordinator. These
issues have resulted in long-term structural instability in the General Fund.
It is prudent for the Borough to begin a process of decreasing reliance on refuse collection
revenue to fund general government operations while simultaneously investing in preventative
maintenance programming and infrastructure. In addition, it is prudent to consider alternative
revenue options, such as a stormwater utility fee, as a source of additional revenue to account for
these needs.
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The Public Utility Fund is an enterprise fund that primarily accounts for Water Department
revenues and expenditures. Over the previous five fiscal years, Public Utility Fund revenue has
grown at a rate of approximately 29% while expenses have grown by approximately 20%. The
rate at which revenue has outpaced expenses indicates that the Public Utility Find is historically
a structurally balanced fund. This has led to the development of substantial cash reserves which
exceeded $770,000 at the close of 2015. However, in 2016 the Borough will enter into an
agreement with PennVest for a $3.2 million loan to construct a new water treatment facility. This
loan will result in an annual debt service payment of approximately $189,000. The Borough has
increased water rates by 3% to accommodate the debt service expense. However, the addition
of this new debt service expense is projected to result in fund expenses exceeding revenues by
the close of 2020.
Fortunately, the Borough has developed substantial cash reserves and can rely upon those
reserves to balance the Public Utility Fund in 2021 and beyond, thereby avoiding the pressing
need to increase water rates to accommodate the debt service expense. However, utilizing cash
reserves for this purpose represents a significant opportunity cost.
Currently, water loss due to water distribution system leaks and structural flaws is estimated at
approximately 36%. This indicates a critical need to invest in capital repairs to the Borough’s water
distribution infrastructure. In addition, and as outlined in the Streets Department section of the
report, there are a number of capital investment needs concerning the Borough’s transportation
infrastructure. Though Public Utility Fund cash reserves can only be used to fund water system
repair projects, there is an opportunity to coordinate water system repairs with transportation
system repairs, thereby allowing the Borough to maximize the utility of these cash reserves and
achieve transportation infrastructure improvements at minimal expense to the General Fund.
Given this opportunity, it is advisable for the Borough to increase water rates to account for the
new debt service expense, thereby allowing the Borough to maximize the value of accrued cash
reserves.
There are also opportunities to enhance financial and operational planning and management in
the Borough. The Borough is a small government with limited financial and human resources and,
as a result, it is necessary to intentionally plan for and prioritize the allocation of those limited
resources. This requires improvements to the financial management and work planning
processes employed in the Borough. However, these improvements cannot be effectively
managed without adjustments to the Borough’s staffing plan.
It is prudent to increase managerial capacity by filling the Borough Manager position with a
seasoned manager who has experience with both public infrastructure management and financial
planning. It is also prudent to create a seasonal grounds maintenance crew in the Streets
Department, thereby allowing the Borough to re-prioritize the work of full-time laborers to core
preventative maintenance of Borough infrastructure, facilities, and fleet. These small staffing
adjustments hold the potential to offer significant long-term enhancements to service delivery.
It is clear that the Borough is facing financial and operational challenges. However, the Borough
is fortunate to have dedicated staff, as well as access to alternatives that can be leveraged to
successfully bend these challenges into opportunities. This assessment outlines a number of
recommendations that are designed to place the Borough on that path. The following is a
summary of recommendations detailed in the report:
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Recommendation 1: Decrease reliance on refuse fee revenue to fund general government
operations.
Recommendation 2: Consider water rate increases in 2021 to accommodate the annual
debt service expense associated with water plant construction.
Recommendation 3: Develop a fund balance policy for the General Fund and Public Utility
Fund.
Recommendation 4: Develop and adopt financial management policies.
Recommendation 5: Develop a transparent cash flow projection process.
Recommendation 6: Implement process improvements to the Borough revenue projection
and operating budgeting processes.
Recommendation 7: Create a capital budget development process.
Recommendation 8: Create an escrow account to save for potential Economic
Development Association grant repayment liability.
Recommendation 9: Develop a long-term economic development strategic plan focused
on progressive urban development.
Recommendation 10: Conduct a compressive Zoning Code update process.
Recommendation 11: Fill the Borough Manager position.
Recommendation 12: Implement a performance management system.
Recommendation 13: Hire a part-time administrative assistant to assist with office
management and financial management transactions.
Recommendation 14: Create a seasonal crew for grounds maintenance.
Recommendation 15: Create an asset and condition inventory of all Borough infrastructure.
Recommendation 16: Develop annual work plans which prioritize the Department’s
workload and inform capital improvement decisions.
Recommendation 17: Expand street maintenance tasks to include additional preventative
maintenance programs.
Recommendation 18: Utilize Liquid Field Tax revenue to fund debt service for
transportation infrastructure repairs.
Recommendation 19: Commission a stormwater utility rate study.
Recommendation 20: Implement a proactive preventative fleet maintenance program.
Recommendation 21: Develop a contract with current fleet contractor that defines
maintenance schedule, performance expectations, and metrics.
Recommendation 22: Develop a vehicle replacement assessment methodology.
Recommendation 23: Create a Fleet Advisory Committee to provide input on replacement
vehicles and equipment.
Recommendation 24: Invest in standardized trash containers and automated tipping
equipment.
Recommendation 25: Implement a recurring safety training program.
Recommendation 26: Procure personal protective equipment for Borough employees.
Recommendation 27: Conduct an asset inventory and condition assessment of the water
distribution system.
Recommendation 28: Develop capital repair program for water distribution infrastructure
and coordinate project timing with street infrastructure repairs.
Recommendation 29: Create an implementation and funding program for water system
improvements.
Recommendation 30: Enhance collection of data to inform decision making regarding
staffing, deployment, and operational effectiveness.
Recommendation 31: Establish clear staffing and deployment targets.
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Recommendation 32: Maximize supervisory coverage.
Recommendation 33: Establish a recruitment and retention program.
Recommendation 34: Establish standards and purchasing protocols for body armor.
Recommendation 35: Standardize firearms and ammunition authorized for on-duty use.
Recommendation 36: Standardize deployment of less lethal weapons.
Recommendation 37: Upgrade Police Department computers and servers.
Recommendation 38: Upgrade Police Department Mobile Digital Terminals.
Recommendation 39: Upgrade the Records Management System (RMS).
Recommendation 40: Ensure that adequate training is funded and conducted.
Recommendation 41: Implement and document a proactive community relations program.
Recommendation 42: Explore consolidation or contract services with regional police
departments.
Recommendation 43: Pursue accreditation of the Police Department.
Recommendation 44: Update the Police Department’s Standard Operating Procedures
Manual.
Recommendation 45: Implement a performance measurement and reporting process.
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Introduction and Methodology
In 2015, Ford City Borough received funding from the Pennsylvania Department of Community
and Economic Development’s Early Intervention Program (EIP) to assist in the development of a
short and long term fiscal and operational plan. The Novak Consulting Group was chosen to
complete an in-depth review of the Borough’s financial position and a full-scale review of each
Borough department in order to develop a multi-year financial plan.
The analysis involved a review of the Borough year-end financial reports, independent audits,
debt payment schedules, pension obligations, collective bargaining agreements, the 2016 budget,
other fiscal data, and other relevant information and factors that may affect the current and future
financial condition of the Borough. This assessment included the following key activities:
•
•
•
•

•

Analyzed the Borough’s financial history from 2010 through 2015, focusing on such factors
as revenues, expenditures, tax base, operating positions, and debt structure.
Examined the historical data and the 2016 budget in relation to ongoing operations,
collective bargaining agreements, other salary and benefit requirements, financial interrelationships among the Borough component funds, and other obligations of the Borough.
Reviewed all tax bases and revenues, major user fees, and other revenue sources.
Projected, to the extent possible based on known factors and available data, revenues and
expenditures for 2017 through 2021 assuming continuation of obligated levels of wages
and operations, existing revenue patterns, and other operating trends. The goal of these
projections is to permit Borough officials to better anticipate potential deficits and take
proactive steps to address any expected shortfalls.
Made recommendations to assist the Borough in developing and improving its financial
management policies and processes.

The methodology of the operations assessment included individual interviews with Borough
Council Members, key staff throughout the organization, and contracted service providers, and a
review of a significant number of documents and other materials provided by Borough staff, such
as budgets, work plans, performance data, and various other staffing and operational information
from each department.
This report details the findings, analysis, and recommendations that, once implemented, will
assist the Borough in developing and improving its financial management policies and processes
and enhance the delivery of services. Some recommendations are designed to reduce expenses
and others are designed to modernize the organization’s resources, practices, and procedures.
These recommendations are specific and action-oriented, and will work to improve the long term
sustainability of Ford City Borough.
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Ford City Borough Community Profile
Ford City Borough is a community of approximately 2,900 residents located in Armstrong County,
Pennsylvania. According to the U.S. Census Bureau, the Borough’s population has declined
16.6% since the 2000 Census, as shown in the following figure.

Ford City Borough Population Estimate
3,500

3,451

3,400
3,300
3,200
3,100
2,991

3,000

2,878

2,900
2,800
2,700
2,600
2,500

2000

2010

2015

Figure 1: Ford City Borough Population Estimates, 2000-2015

Demographics
Ford City Borough is a relatively homogenous community, although the Borough may be
experiencing some diversification according to the 2014 American Community Survey (ACS).
Between the 2000 and 2010 Decennial Census, approximately 95% of residents identified as
White compared to 3.5% of residents identifying as Black or African-American, while the
remaining residents identified as two or more races. In the 2014 ACS, proportionally fewer
Borough residents identified as White, while the number of residents identifying as “some other
race” increased. These trends are illustrated in the table below.
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Table 1: Racial Self-Identification in Ford City Borough, 2000-2014

Census Category - Race
One race
White
Black or African American
Some other race
Two or more races

2000 Census
98.7%
94.4%
3.9%
0.1%
1.3%

2010 Census
98.8%
95.6%
2.9%
0.2%
1.2%

2014 ACS
98.6%
89.8%
4.0%
4.8%
1.4%

% Change
0.1%
4.6%
-0.1%
-4.7%
-0.1%

The Borough is also experiencing an increase in the Hispanic and Latino population.
Approximately 1% of residents identified as Hispanic or Latino in the 2000 and 2010 Census,
compared to 5.5% in the 2014 American Community Survey.
The Borough’s median age has remained relatively flat over this period, increasing from 41.8
years in 2000 to 42.3 years in 2014.

Employment and Income
In 1897, Ford City Borough was founded in large part due to the Pittsburgh Plate Glass (PPG)
Industries Company, a manufacturing firm. Ford City Borough was founded primarily as a
company town for the workers in the PPG factory. Today most employed persons in the Borough
work in the educational services, health care, and social assistance industries, according to the
2014 ACS.
Table 2: Employment by Industry Category, 2014 American Community Survey

Industry Category, 2014 American Community Survey
Educational services, and health care and social assistance
Manufacturing
Retail trade
Arts, entertainment, and recreation, and accommodation and food services
Transportation and warehousing, and utilities
Professional, scientific, and management, and administrative and waste
management services
Construction
Agriculture, forestry, fishing and hunting, and mining
Finance and insurance, and real estate and rental and leasing
Other services, except public administration
Public administration
Wholesale trade

% of Employed
Population
29.20%
17.50%
12.20%
8.70%
7.30%
7.10%
5.20%
4.60%
2.70%
2.50%
2.50%
0.50%

While unemployment data for Ford City is not readily available, the Bureau of Labor Statistics
collects detailed unemployment information on cities and counties with populations in excess of
25,000 persons. The unemployment rate for Armstrong County, in which Ford City Borough is
located, has closely mirrored the overall United States unemployment rate as illustrated in the
following figure.
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Average annual unemployment rate (%)
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Figure 2: Average Annual Unemployment Rate, Armstrong County and United States, 2006-2016

According to the 2014 ACS, the median household income in Ford City Borough is $31,681, which
is $21,801 less than the national median household income of $53,482. Approximately 26% of all
Borough residents have incomes below the federal poverty level.
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Ford City Borough Government Overview
The Borough operates under a Council-Mayor form of government as described in the
Pennsylvania Borough Code (Title 8 of the Pennsylvania Consolidated Statutes). The Council
consists of six officials elected from two wards, including a Council President and Vice President.
According to the Borough Code, the Council is responsible for setting legislative policy and
appoints Borough officials and staff, including a treasurer, secretary, assistant secretary, solicitor,
engineer, street commissioner, and other officers as it deems necessary. The Council also has
authority to appoint, remove, and suspend Borough police officers and determine their weekly
hours of employment. At the Council’s discretion, it may create or abolish an office of Borough
Manager and enter into an employment agreement with an individual to assist with coordinating
the Borough’s non-legislative and non-judicial operations.
The Mayor is elected separately from the Council and presides over Council meetings. According
to the Borough Code, the Mayor is not a voting member of the Council, but may cast a vote in the
event of a tie on Council. The Mayor may also veto ordinances passed by the Council.
Administratively, the Mayor exercises full control over the Police Chief and the police department.
Neither the Mayor nor any member of the Council may serve as Borough Manager according to
the Borough Code.
The following figure illustrates the organizational structure of Ford City Borough.

Figure 3: Ford City Borough Organizational Structure

The Administration Department coordinates the administrative affairs of the Borough, including
its budget, accounts payable and receivable, personnel, banking activity, utility billing, and
customer service requests. Three staff serve in this department, including the Borough Secretary,
an Assistant Secretary, and a part-time Accountant/Treasurer. In addition, a Borough Manager
position is housed in the Administration Department; the position has been vacant since March
2016.
The Streets Department is responsible for refuse collection and seasonal activities such as
mowing and snow removal. In addition, Streets Department staff maintain the Borough’s public
infrastructure assets, including roadway, water distribution, and stormwater infrastructure. Staff
also perform minor vehicle and equipment maintenance. The Department is led by a Streets
Foreman, who oversees a mixture of full-time and part-time Laborers.

The Novak Consulting Group
Strengthening organizations from the inside out.

Page 10

Ford City Borough
Five-Year Financial Plan

The Water Department treats and maintains water for Borough residents and operates the
Borough’s water treatment plant. This department is led by a certified Water Treatment Plant
Operator and is staffed by 1.5 Full-time Equivalent (FTE) Laborers.
Given the absence of a Borough Manager position, several functions are actively managed by
the Borough Council. The Borough Council, with the support of the Borough Secretary, oversees
contracted services such as information technology, legal services, building inspections and
permitting, and engineering services.
Per the existing Borough Code, the Borough Mayor directly oversees the Police Department and
its operations.
The Borough employs approximately 10 full-time and 18 part-time positions across all
departments, equating to approximately 19.57 FTEs. The following table illustrates current staffing
in each department (each department is discussed in greater detail in this report).
Table 3: Current Department Staffing by Position Type
Department
Administration

Police

Streets

Water

Borough Total

Position
Secretary
Assistant Secretary
Accountant/Treasurer
Administration Total
Chief of Police
Police Officer
Parking Enforcement Officer
Administrative Assistant
Police Total
Streets Foreman
Laborer
Streets Total
Certified Water Treatment Plant Operator
Laborer
Water Total

Full-Time
1
1
0
2
1
0
0
0
1
1
3.5
4.5
1
1.5
2.5
10
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Part-Time
0
0
1
1
0
12
1
1
14
0
3
3
0
0
0
18

FTE
1.00
1.00
0.20
2.20
1.00
5.72
0.63
0.63
7.97
1.00
5.10
6.25
1.00
1.50
2.50
19.57
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Ford City Borough Financial Assessment
Ford City Borough operates under a 2016 All Funds Operating Budget totaling $3,609,933. The
Borough utilizes eight governmental funds for various purposes but primarily utilizes the General
Fund and Public Utility Fund as its major operating funds. The General Fund is utilized to account
for general governmental expenses such as police services and roadway maintenance. The
Public Utility Fund is primarily used to account for Water Department revenues and expenditures,
including both treatment and distribution infrastructure maintenance. Together, these two funds
represent approximately 92% of the 2016 approved operating budget and, as a result, the
condition of revenues and expenditures in these funds is the most effective indicator of the
Borough’s financial health.
Both the General Fund and the Public Utility Fund ended Fiscal Year (FY) 2015 with strong fund
balances. The year-end General Fund balance totaled $277,425 and the Public Utility Fund
balance totaled $773,972. 1
The Borough has effectively controlled expenses to remain within the constraints of revenue
growth. However, there are opportunities to amend fund financial management practices to create
greater structural financial integrity and increase spending flexibility available to policy makers.
The following sections provide five-year historical analysis and five-year projections for Borough
finances.

General Fund Historical Financial Trends
From 2010 through 2015, General Fund revenue remained relatively flat, decreasing by
approximately $15,000, or 1%. Over the same period of time, expenditures declined by
approximately $60,000, or 5%. From 2013 through 2015, revenue has exceeded expenditures at
a growing pace which has contributed to a steadily increasing annual fund balance. In 2013, the
General Fund year-end fund balance was $75,000. At the end of 2015, the year-end annual fund
balance exceeded $160,000. This has contributed to an audited 2015 cumulative fund balance of
$277,425. The following figure summarizes macro revenue and expenditure trends in the General
Fund.

1

2015 Ford City Borough Financial Audit and year-end balances from the Borough’s QuickBooks system
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General Fund Historical Revenue and Expenditures
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Figure 4: General Fund Revenue and Expenditure Trends

General Fund Revenue Trends
In 2015, General Fund revenue totaled $1,468,360. Tax and Fee revenue is the most significant
source of General Fund revenue, representing approximately 46% of total General Fund revenue
in 2015. From 2010 through 2015, Tax and Fee revenue grew by approximately $109,000, or
19%. However, from 2013 through 2015, Tax and Fee revenue has declined by approximately
$31,000, or 4.4%, though the decline was primarily related to an incidental labor dispute which
disrupted tax revenue derived from business and personal income. Approximately 95% of 2015
Tax and Fee revenue was derived from four sources, including Real Estate Taxes, Earned Income
Taxes, Local Services taxes, and Real Estate Transfer Taxes. The following details the historical
financial trends associated with these revenue sources.
•

•

Real Estate Tax Revenue – Current Real Estate Tax revenue comprised 43% of 2015
Tax and Fee revenue. Real Estate Tax revenue grew at an average annual rate of 4.9%
from 2010 through 2015. However, this increase was primarily attributable to a 2.5 mill
rate increase in 2013. In 2016, Ford City Borough residents will pay a total property tax
millage rate of 70.145 mills, of which 17.40 mills are dedicated to Borough operations and
the remaining dedicated to fund the Armstrong County School District. Of the 17.40
millage rate, 11.90 mills are dedicated to General Fund operations. The remaining millage
is allocated to the Street Lighting Fund (2.0 mills), Fire Equipment Fund (2.0 mills),
Borough Pension Fund (0.50 mills), and Library Fund (1.0 mill).
Earned Income Tax – Borough Earned Income Tax (EIT) revenue has increased by
$43,000, or an average of 5.2%, per year over the historical period. The City experienced
a one-time decrease in EIT revenue from 2014 to 2015; however, this was attributable to
labor issues at local employers. These issues have been resolved and are not expected
to impact EIT revenue in the future. Ford City Borough levies an annual EIT rate of 1.0%,
with 0.5% allocated to Armstrong County School District. In addition, the Borough levies
a 0.5% non-resident EIT rate, for a total rate of 1.5%.
The Novak Consulting Group
Strengthening organizations from the inside out.

Ford City Borough
Five-Year Financial Plan

•

•

Page 13

Local Services Tax – Ford City Borough levies a Local Services Tax (LST) of $52 per
year on residents and non-residents working within the Borough. LST revenue has
remained relatively consistent over the historical period, increasing by approximately
$2,000, or 1%.
Real Estate Transfer Tax – Ford City Borough levies a 1.0% real estate transfer tax, with
0.5% allocated to the Borough and 0.5% allocated to school district. The Real Estate
Transfer Tax is levied on all real estate market transactions in the Borough. Real Estate
Transfer tax revenue has fluctuated annually with the real estate market.

License, Permit, and Fine revenue represented approximately 8.9% of total revenue in 2015.
License fee and permit revenue is primarily comprised of cable franchise fee revenue, fine
revenue, and municipal lease revenue. License, Permit, and Fine revenue has remained relatively
consistent over the historical review period, decreasing by approximately $9,300, or 7%, since
2010.
Federal, State, and Local revenue represented 5.3% of General Fund revenue in 2015, and
includes sources such as state pension aid, liqueur license revenue, grant revenue, and
reimbursements from other government agencies for services rendered. Federal, Local, and State
Revenue declined by approximately $27,000, or 26%, over the review period. This decline is
primarily attributable to a reduction in services rendered to other government agencies or task
forces, especially in the Police Department.
General Governmental revenue serves as the second largest source of revenue for the General
Fund, representing approximately 31% of total General Fund revenue in 2015. Of that amount,
approximately 94% is derived from refuse fee revenue which used to fund refuse collection
services and support general government operations. General Governmental revenue has
increased by approximately $51,600 over the historical period, representing an average annual
increase of 2.6%.
The Other Revenue category represented approximately 9% of total General Fund revenue in
2015. This revenue is primarily comprised of interfund transfers.
The following table summarizes General Fund revenue trends by revenue category.
Table 4: General Fund Revenue Trends by Category
Revenue
Category
Taxes and
Fees
License,
Permits, and
Fines
Investment
Federal, State,
and Local
General
Governmental
Other
Revenue
Total Revenue

FY10
Actual

FY11
Actual

FY12
Actual

FY13
Actual

FY14
Actual

FY15
Actual

564,448

551,871

653,069

704,991

692,098

673,750

109,302

19%

141,117

153,140

146,888

169,185

146,275

131,797

(9,320)

-7%

1,379

702

985

673

228

165

(1,214)

-88%

106,407

163,850

101,900

98,406

94,986

78,874

(27,533)

-26%

401,303

470,150

463,818

473,757

469,371

452,946

51,644

13%

269,223

354,451

175,245

218,563

127,518

130,827

(138,396)

-51%

1,483,877

1,694,164

1,541,906

1,665,576

1,530,476

1,468,360

(15,517)

-1%
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General Fund Expenditure Trends
In 2015 General Fund expenditures totaled $1,307,684, representing a $63,000, or 5%, decrease
over 2010 spending. This decrease is largely attributable to reductions in public safety
expenditures (i.e., full-time police officer staffing). Ford City Borough maintains eight major
expenditure categories. Those expenditure categories and the relevant expenditure trends
associated with each are discussed below.
•

•

•

•

•

•
•

General Governmental – The General Governmental spending category represented
24% of General Fund spending in 2015 and includes administrative personnel and nonpersonnel expenditures for the Borough government administration. For example, the
General Governmental spending category is used to account for salaries and benefits of
elected officials, managerial personnel, and Borough office staff. In addition, professional
services expenses are allocated to the spending category. For example, IT consultant,
engineering consultant, and EIP consultant fees are allocated to the category. Since 2010,
spending in the General Government category has increased by approximately 24% or
$38,000. This increase is largely attributable to the addition of a Borough Manager position
in 2011. Other General Governmental expenditures have remained relatively consistent.
Public Safety – The Public Safety expenditure category represented approximately 22%
of General Fund spending in 2015. The Public Safety expenditure category is primarily
comprised of Police Department personnel and non-personnel expenses. Public Safety
spending decreased by 22% since 2010 as a result of full-time police officer staffing
reductions in 2015.
Streets/Sanitation – The Streets/Sanitation expenditure category represented
approximately 12% of 2015 General Fund spending in 2015. The spending category is
primarily used to budget for personnel and non-personnel expenditures associated with
the delivery of refuse collection services provided by Borough employees.
Streets/Sanitation expenses have grown by approximately $5,000 from 2010 through
2015.
Street Department – The Street Department expenditure category is used to account for
personnel and non-personnel expenses associated with roadway maintenance, facility
maintenance, grounds maintenance, stormwater system maintenance, snow plowing, and
other non-water operation related infrastructure maintenance. Street Department
expenses decreased by approximately $77,525 or 35% from 2010 through 2015. This
reduction is primarily the result of reductions in salary expenses due to position vacancies
and reductions in contracted services expenses.
Community Development – The Community Development expenditure category is
primarily utilized as a pass through expenditure category for library funding, which
received a dedicated property tax levy that is collected and distributed by the Borough.
The account is used to reflect transfers of encumbered property tax revenue to the library,
though it is sometimes utilized as a grant account for community-related programming and
activities.
Recreation Culture – The Recreation/Culture expenditure category represented less
than 1% of spending in 2015 and reflects expenditures used to fund community recreation
activities.
Debt Service – The Debt Service expenditure category is used to reflect payments for
debt incurred on items relating to general government operations such as police services
or street maintenance. The Debt Service category includes items such as police car
payments or loan repayment for road repair projects. Debt service payments have varied
The Novak Consulting Group
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widely over the historical period, which is appropriate given that debt service reflects debt
incurred rather than a tangible financial trend. General Fund debt service obligations
decreased by approximately $8,700, or 3%, from 2010 through 2015.
Other General Fund – The Other General Fund expenditure category, which represented
25% of 2015 General Fund expenditures, is primarily used to account for pension
obligations and insurance expenses. Spending in the category increased by $171,000, or
100%, over the historical period; however, this increase was the result of a 2015
accounting anomaly and does not reflect a growing financial trend.

The following table summarizes General Fund expenditure trends from 2010 through 2015.
Table 5: General Fund Expenditure Trends by Category
Expenditure
Category
General
Governmental
Public Safety
Streets/
Sanitation
Street
Department
RecreationCulture
Community
Development
Debt Service
Other General
Fund
Total
Expenditures

FY10
Actual

FY11
Actual

FY12
Actual

FY13
Actual

FY14
Actual

FY15
Actual

$
Change

%
Change

273,073

322,122

274,894

314,148

244,702

311,885

38,812

14%

443,382

485,088

469,269

498,329

401,984

288,307

(155,075)

-35%

144,965

161,877

153,357

160,250

156,321

150,560

5,596

4%

223,397

244,793

186,966

187,989

207,084

145,872

(77,525)

-35%

16,141

10,872

8,204

15,900

11,350

10,586

(5,555)

-34%

59,930

44,917

36,367

40,564

33,569

27,695

(32,235)

-54%

50,199

150,837

144,979

143,490

91,766

41,477

(8,722)

-17%

160,004

276,654

237,761

229,319

254,295

331,302

171,298

107%

1,371,090

1,697,161

1,511,797

1,589,988

1,401,071

1,307,684

(63,407)

-5%

General Fund Revenue and Expenditure Projections
The process of developing five-year financial projections typically involves two major activities:
analysis of historical financial trends, and assessment of available data regarding future
expenditures, such as labor agreements, debt service schedules, and other contract items. The
Novak Consulting Group completed analysis of these factors and developed baseline
assumptions which were reviewed and refined with the Borough’s EIP Committee and financial
management staff. The financial projection assumptions are all applied to 2016 budgeted figures.
The following details the core revenue and expenditure assumptions used to develop a five-year
financial model for the General Fund.
Tax and Fee Revenue
• Real Estates Taxes are assumed to remain flat based on historical trends.
• Real Estate Transfer Taxes are assumed to remain flat over 2016 budgeted figures.
• Earned Income Taxes are assumed to increase at a rate of 4% per year. From 2010
through 2015, the Borough experienced an average increase of 5.2% per year in EIT
revenue. However, from 2014 through 2015, the Borough experienced a marginal
increase of 0.5%. This is attributed to a labor lockout at a major local employer. This issue
The Novak Consulting Group
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has been resolved and, as a result, it is reasonable to assume consistent increases in EIT
revenue going forward. The EIP financial projections include an estimated increase in EIT
revenue of 4% per year.
Local Services Taxes – LST revenue from 2010 through 2015 varied widely from year to
year. As a result, LST is projected to remain flat.
Other minor sources of Tax and Fee revenue are assumed to remain flat over 2016
budget.

Licenses, Permits and Fines
• License, fee, and permit revenue are assumed to remain flat over 2016 budgeted figures.
Other General Fund Miscellaneous Revenue
• Interest income and other miscellaneous revenue is assumed to remain flat over 2016
budget.
Federal, State, and Local Revenue
• Federal, State, and Local revenue, which includes items such as Commonwealth pension
aid, are assumed to remain flat over 2016 budgeted figures.
• Grant revenue, which varied considerably from 2010 through 2015, is not included in the
financial projections because it should not be relied upon as a basis to fund ongoing
operations. For example, $500,000 in General Fund grant revenue attributable to grants
in the 2016 budget was excluded from the 2017 projections. In addition, the corresponding
amount was eliminated from the expenditure projections.
General Governmental Revenue
• The major source of General Government Revenue is refuse collection fees, which
accounted for 94% of the revenue category in 2015. Governmental fund revenues are
assumed to remain flat over the 2016 budgeted figure.
Other Revenue
• Other revenue includes minor miscellaneous revenues which are assumed to remain flat
over the 2016 budget.
In 2015, Ford City Borough completed an internal audit of budgeting and accounting practices
and made significant adjustments to 2016 budget allocations to more accurately reflect spending
categories. As a result, historical spending by category does not always depict spending trends
and could therefore not be used to properly project expenditures in every case. Therefore, the
expenditure projections utilize other reasonable estimates for key expenditure categories, where
appropriate. The baseline financial model expenditure assumptions are summarized below:
•

•

Salary Expenses – Though the Borough has experienced reductions in salary expenses
through staff reductions and position vacancies, salaries are projected to increase at a
rate of 2.0% per year. These projections will be influenced by the outcome of the collective
bargaining process for the AFL-CIO contract, which is being negotiated in 2016. Borough
elected official salaries are projected to remain flat.
Health Care Expenses – Historical benefit allocations for each Borough department are
utilized to project benefit rates for each employee group. For example, in 2015 health, life,
and dental insurance costs for Streets/Sanitation employees were 28% of total salary
expenses. As a result, benefit costs are projected to maintain the same rate relative to
growth in salary expenses.
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Pension Expenses – Annual pension expenses are estimated as 14.46% of total salary
expenses per the 2015 Minimum Municipal Obligation (MMO) calculation completed by
Maukenhaupt, Inc.
Non-Personnel Expenses – General non-personnel expenses are projected to increase
according to inflation. On average, from 2010 through 2015, the Pittsburgh Metropolitan
Areas Consumer Price Index (CPI) increased at an average annual rate of 2.1% year.
Contracted Services – Contracted services are projected to remain flat over 2016
budget.
Non-Personnel Commodities – Commodity prices, such as oil, gasoline, and salt vary
widely from year to year. However, from 2010 through 2015 the Pittsburgh Metropolitan
Area Commodities Price Index increased at an average annual rate of 1.8% per year. The
financial model assumes annual commodity cost increases of 1.8% per year over
budgeted expenses.
Debt Service – The baseline financial model assumes payments for all outstanding debt
in accordance with established amortization tables. This includes an annual payment of
$8,859 through 2019 for police car payments. Approximately $31,000 of annual debt
service for the purchase of a garbage truck will end in 2016. Debt service payments of
$45,623 per year for Borough fire trucks are accounted for in the Fire Fund and are funded
through a dedicated property tax levy.
EDA Grant Repayment – The 2017 through 2021 General Fund financial projections
include a $58,100 annual expense to be encumbered for the potential repayment of grant
proceeds awarded by the U.S. Department of Commerce Economic Development
Administration (EDA). Though it is unclear if the City will be required to pay this amount,
the financial projections assume a 10-year repayment plan to reflect the potential liability
(see Recommendation 8).
One-time expenses – The financial model seeks to eliminate one-time 2016 expenses
from the five-year financial model. For example, 2016 consulting expenses and 2016
grant-related expenditures are not included in any out year projections.

Applying these assumptions to the 2016 General Fund revenue and expenditure budget indicates
relative security in the General Fund. The Borough began 2016 with a healthy General Fund
balance of $277,425. Baseline revenue projections indicate that General Fund revenue is
projected to grow at an average annual rate of approximately 0.5% per year from 2017 through
2021. General Fund expenditures are projected to remain relatively flat, decreasing by a total of
1% over the five-year projection period. This is due to the expiration of debt service expense in
2017 and the elimination of match requirements associated with grant funded projects that will be
completed in 2016.
Over the projection period, General Fund balance is projected to increase to approximately
$720,000, though it is important to note that this growth in fund balance is directly attributable to
a surplus of garbage fee collection revenue. This creates challenges. The nature of refuse fee
revenue as a special service fee means garbage fee revenue should primarily be directed toward
related operating and capital expenses. However, over the past five fiscal years, approximately
15% of annual general government operations expenditures were funded through surplus refuse
fee revenue. This is an issue that must be addressed, as detailed in Recommendation 1.
The following figure summarizes the baseline financial projections for the General Fund.
Attachment A provides a summary of General Fund revenue and expenditure projections by
category.

The Novak Consulting Group
Strengthening organizations from the inside out.

Page 18

Ford City Borough
Five-Year Financial Plan

General Fund Revenue and Expenditure Projections
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Figure 5: General Fund Revenue and Expenditure Projections

Public Utility Fund Historical Financial Trends
The Public Utility Fund is the Borough’s only Enterprise Fund which by definition is required to
fully offset fund expenses with user fees. The Public Utility Fund is primarily comprised of Water
Department revenue and expenses; however, the fund is also used to account for the receipt and
transfer of refuse fee revenue and sewerage fee revenue. Refuse fee revenue is transferred to
the Borough General Fund and sewerage fee revenue is transferred to the Municipal Sewerage
Authority which is an operating authority separate from the Ford City Borough government. The
fees for these services are collected via the Borough’s water billing process.
From 2010 through 2015, the annual fund balance has averaged 19% of annual funded expenses.
Over the historical period, Public Utility Fund revenue has grown by 29% while fund expenses
have grown by 20%, indicating that the fund has been structurally sound over the historical period.
This has led to significant annual fund balances which the Borough has in large part not expended.
At the close of 2015, the Public Utility Fund balance totaled $773,000. The following figure
summarizes Public Utility Fund revenue, expense, and annual fund surplus trends from 2010
through 2015.
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Public Utility Fund Historical Revenue and Expenses
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Figure 6: Public Utility Fund Revenue and Expenses Historical Trends

Public Utility Fund Revenue Trends
The Public Utility Fund is primarily comprised of Water fee related revenue; however, several
revenue sources are accounted for in the Public Utility Fund. Total Fund revenue has grown by
29% over the historical review period but approximately 69% of the revenue growth is attributable
to growth in water user fee revenue as a result of rate increases in 2011 and 2013. The following
table summarizes revenue trends by category.
Table 6: Public Utility Fund Revenue Historical Trends
Public Utility
Fund
Historical
Revenue
Water
Revenue
Sewer
Revenue
Refuse
Revenue
Total
Revenue

FY10
Actual

FY11
Actual

FY12
Actual

FY13
Actual

FY14
Actual

FY15
Actual

$
Change

%
Change

588,527

719,495

742,770

1,042,168

815,704

895,448

306,921

52%

554,190

541,332

540,078

608,589

666,420

632,865

78,674

14%

374,947

446,910

441,049

440,186

450,743

434,371

59,425

16%

1,517,664

1,707,736

1,723,897

2,090,942

1,932,868

1,962,684

445,020

29%
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Public Utility Fund Expenditure Trends
Public Utility Fund revenue trends are primarily related to water operations personnel and nonpersonnel expenses. Specifically, fund expenses are related to the water treatment operation and
the maintenance of water distribution infrastructure, pump station, and reservoirs. From 2010
through 2015, Public Utility Fund expenses grew by approximately 20%. This growth is primarily
related to growth in non-personnel expenses associated with the water plant retrofit project
scheduled to begin in 2016, as well as in increases in sewerage transfers out. Personnel
expenses associated with water operations and administration have remained relatively static
over the historical period with administrative support personnel expenses increasing by a total of
6%, and operations salary and benefit expenses declining due to position vacancy savings. The
following table summarizes Public Utility Fund expenditure trends from 2010 through 2015.
Table 7: Public Utility Fund Revenue Historical Trends
Public Utility
Fund Historical
Expenses
Admin. Support
Salaries and
Benefits
Water Salaries
and Benefits
Water Nonpersonnel
Water Debt
Service
Sewerage
Transfer Out
Sanitation
Transfer Out
Landfill
Transfer Out
Fund Expenses

FY10
Actual

FY11
Actual

FY12
Actual

FY13
Actual

FY14
Actual

FY15
Actual

$
Change

%
Change

41,899

44,570

41,706

42,225

44,341

44,440

2,541

6%

231,280

236,663

222,741

226,148

220,377

227,861

(3,419)

-1%

140,126

197,400

260,506

234,104

201,103

268,005

127,879

91%

9,910

10,796

10,160

10,796

10,938

8,996

(914)

-9%

550,794

551,049

543,456

611,108

656,364

648,237

97,443

18%

376,609

449,576

441,049

426,800

450,743

421,462

44,853

12%

9,699

10,441

9,255

8,985

8,843

8,985

(714)

-7%

1,360,316

1,500,496

1,528,874

1,560,166

1,592,710

1,627,986

267,670

20%

Public Utility Fund Revenue and Expense Projections
Public Utility Fund revenue is primarily comprised of commercial and residential water fee
revenue. This revenue source is primarily driven by rate levels. The baseline financial model
assumes that water rates will remain the same through the five-year term of the financial
projections, following a 3% increase which is scheduled to go into effect in 2017. Similarly, refuse
fee revenue and residential and commercial sewerage revenue are projected to remain flat over
the 2016 budgeted figure, as they are pass through revenue and ultimately not relevant to fund
financial integrity.
The financial projections assume similar expense patterns as that in the General Fund. Those
projection assumptions patterns are summarized below:
•

Salary Expenses – Though the Borough has experienced reductions in salary expenses
through staff reductions and position vacancies, salaries are projected to increase at a
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rate of 2.0% per year. These projections will be influenced by the outcome of the collective
bargaining process for the AFL-CIO labor contract, which is being negotiated in 2016.
Health Care Expenses – Historical benefit allocations for each Borough department are
utilized to project benefit rates for each employee group based on historical health care
cost patterns for that employee group.
Pension Expenses – Annual pension expenses are estimated as 14.46% of total salary
expenses per the 2015 Minimum Municipal Obligation (MMO) calculation completed by
Maukenhaupt, Inc.
Non-Personnel Expenses – General non-personnel expenses are projected to increase
according to inflation. On average, from 2010 through 2015, the Pittsburgh Metropolitan
Areas Consumer Price Index (CPI) increased at an average annual rate of 2.1% year.
Contracted Services – Contracted services are projected to remain flat over the 2016
budget.
Non-Personnel Commodities – Commodity prices, such as oil, gasoline, and salt vary
widely from year to year. However, from 2010 through 2015 the Pittsburgh Metropolitan
Area Commodities Price Index increased at average annual rate of 1.8% per year. The
financial model assumes annual commodity cost increases of 1.6% per year over
budgeted expenses.
Debt Service – Ford City Borough is currently in the process of securing a PennVest loan
for a water plant reconstruction process. Total project cost is estimated at $3,876,000.
Approximately $3,196,000 will be funded through a PennVest loan. Though the terms and
interest rate of the loan are not yet finalized, the baseline financial model assumes a 20year loan term at 4.0% interest, which equates to an estimated annual debt service
payment of $189,000 per year.

As previously discussed, the health of the Public Utility Fund is primarily driven by Water
Department revenue and expenses. Applying the revenue and expense assumptions detailed
above to the Public Utility Fund results in flat revenue growth from 2017 and beyond, with average
annual growth in expenses of 0.5%. By the close of 2020, expenses are projected to outpace
revenues in the Public Utility Fund with projected annual deficits of approximately $12,000 by
2021.
The inclusion of $189,000 in annual debt service expense in 2016 and beyond will eventually
create structural imbalance in the Public Utility Fund. However, the Borough has developed a
significant cash reserve and, as result, the fund is projected to remain in balance. The following
figure summarizes the Public Utility Fund projections through 2021. Attachment B summarizes
the projections by revenue and expense category.
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Water Operation Revenue and Expense Projections
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Figure 7: Public Utility Fund Revenue and Expenses Projections

In addition to the General Fund and the Public Utility Fund, Ford City Borough utilizes six
additional special revenue and fiduciary funds. These funds are used to account for revenue and
expenses that are earmarked for specific purposes or linked to specific, restricted purpose
revenue. The baseline financial model assumes flat revenue and flat expenses for these special
purposes funds. The following summary provides a description of each of the six funds:
•
•
•
•
•
•

Street Lighting Fund – This fund serves as the repository of a 2.0 mill real estate tax levy
that is used exclusively to fund street light utility expenses. Street light expenses in excess
of Fund revenue are funded through the General Fund.
Fire Equipment Fund – This fund serves as the repository of a 2.0 mill real estate tax
levy that is used to fund equipment replacement at the volunteer fire department. This
revenue is transferred to the fire department.
Landfill Fund – Ford City Borough collects approximately $9,000 per year to fund
maintenance on a decommissioned landfill. The revenue is derived from a small fee
charged to each water user.
Highway Aid Fund – This fund primarily serves as the repository for the Borough state
liquid fuel tax allocation. The Borough utilizes this fund for capital expenses and repairs to
transportation infrastructure.
Police Pension Fund – This fund is used to account for police pension fund expenses.
Borough Pension Fund – This fund serves as a repository for a 1.0 mill real estate tax
levy that is used to fund Borough pension expenses.

Revenue and expense projections for these funds are included in Attachment C.
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Fiscal Analysis and Recommendations
Though the General Fund and Public Utility Fund concluded 2015 with strong fund balances,
there are structural flaws in the Borough’s major operating funds that deserve attention.
The current General Fund cash balance was partly achieved through tight expenditure controls in
general government operations. From 2010 through 2015, total General Fund Revenue remained
relatively flat, declining by approximately $15,000, or 1%, while expenditures declined by $63,000,
or 5%. These reductions in expenditures were primarily attributable to reductions in staffing levels
and deferred maintenance of Borough infrastructure. In 2015, the Borough converted its Police
Department from a combination full-time/part-time operation to a department primarily staffed with
part-time police officers. In addition, the Borough committed few General Fund resources toward
transportation infrastructure improvements, relying solely on state Liquid Fuel Funds allocations
to fund roadway repairs. This deferred maintenance will require attention going forward.
The major source of the General Fund balance, however, is an excess of refuse fee revenue over
the cost of providing refuse collection services. For example, in 2015 the General Fund reflected
garbage fee revenue of $425,263 as compared to refuse collection expenses of approximately
$150,560. As a result, refuse fee revenue is currently being utilized to subsidize general
government operations such as grounds maintenance, facility repairs, and road repairs. Despite
the existing fund balance, this reflects a structural imbalance in General Fund revenues and
expenditures that needs to be addressed. In addition, there are future liabilities that should also
be reflected in General Fund projections, as well as staffing, infrastructure, technology, and
equipment investments that are necessary to enhance operational efficiency and effectiveness.
Though the General Fund is financially secure with a strong fund balance, some revenue and
expenditure adjustments are appropriate to achieve structural balance in the fund. These can be
phased in over time.
The Public Utility Fund, which primarily serves as the water operations fund, is historically a
structurally balanced fund. After accounting for transfers in refuse fee revenue to the General
Fund, transfers in sewerage revenue to the Municipal Authority, and capital expenses, Public
Utility Fund revenue grew by 54% from 2010 through 2015, while expenses grew by an average
of 24%, indicating a history of structural balance. This has led to a strong fund balance in the
Public Utility Fund.
Public Utility Fund projections through 2021 are influenced by the Borough’s water treatment plant
reconstruction project which is slated to begin in 2016/2017. This project will result in an annual
debt service payment totaling approximately $189,000 per year. This new ongoing expense will
result in Public Utility Fund annual expenses exceeding revenue by 2018. Because the Borough
has accumulated a significant fund balance, there is not a pressing need to increase water rates
to accommodate that structural imbalance; however, the excess of expenditures over revenues
will result in a declining Public Utility Fund balance.
In addition to these structural fund management issues, there are a number of financial
management and budgeting practices that can be created or improved to increase transparency
and better inform policy development and management processes in the Borough.
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General Fund Revenue
Recommendation 1: Decrease reliance on refuse fee revenue to fund general government
operations.
At the close of 2015, the audited cumulative fund balance in the General Fund was approximately
$227,000. Furthermore, the baseline financial model indicates that this fund balance will continue
to grow as revenue is expected to outpace expenditures by an average of $100,000 per year
through the five-year forecast period. As such, the projected cumulative General Fund surplus for
2021 is projected to increase from approximately $227,000 at the close of 2015 to approximately
$815,000 by the close of 2021. This indicates that the General Fund, under current financial
management practices, is secure. However, there is an underlying flaw in the current funding
method for general government operations.
From 2010 through 2015, an average of approximately 15%, or $194,000, per year in general
government operating expenses, such as police services and street maintenance, were funded
through refuse fee revenue. The following figure summarizes the annual and cumulative revenue
and expenditure history of the General Fund without refuse collection revenue and expenses.
This figure demonstrates the fact that without refuse fee revenue, the General Fund would be
operating at an annual deficit approaching $200,000 per year.

General Fund Historical Revenue and Expenditures
Excluding Sanitation
$1,800,000
$1,600,000
$1,400,000
$1,200,000
$1,000,000
$800,000
$600,000
$400,000
$200,000
$0

-$121,863

-$288,030
$1,535,283

$1,226,126
$1,104,263

$1,247,254

-$257,757
$1,358,440
$1,100,682

-$207,827

-$165,018

-$128,095

-$50,000
-$100,000

$1,429,738
$1,221,911

$0

$1,244,750
$1,079,732

$1,169,349
$1,041,253

-$150,000
-$200,000
-$250,000
-$300,000

FY10 Actual

FY11 Actual

FY12 Actual

FY13 Actual

FY14 Actual

FY15 Actual

-$350,000

General Fund Annual Surplus/(Deficit) Excluding Refuse Collection
General Fund Revenue Excluding Refuse Collection Fees
General Fund Expenditures Excluding Refuse Collection Expenses

Figure 8: General Fund Revenue and Expenditures History Excluding Sanitation

Refuse fees are user fees that are intended to fund a specific service, as well as a surplus margin
necessary for contingencies and capital expenses. Government fund accounting principles dictate
that such revenue should be primarily utilized for directly related services and that transfer
amounts to general government operations should be derived from a tangible and defensible
methodology. From 2010 through 2015, garbage fee revenue has exceeded refuse collection and
disposal expenditures by an average of $300,000 per year.
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Relying upon refuse fee revenue to fund general government operations creates a number of
practical challenges beyond the conflicts with generally accepted government accounting
practices. The practice misrepresents the actual costs of providing both general government
services and refuse collection operations. The practice also limits the availability of capital for
investments to improve or enhance the refuse and recycling collection services identified in the
Streets Department section of this assessment.
It is important to note, however, that the Borough has not established the refuse collection
operation as an enterprise fund operation. Rather refuse collection revenue and expenses are
housed in the General Fund. As a result, the Borough is not required to comport with
enterprise/proprietary fund accounting rules which place inflexible restrictions on the manner in
which fund related revenue can be expended. This provides some flexibility to the Borough to
gradually phase out its reliance on refuse fees to fund general government operations. However,
it is prudent that the Borough begin the process of more equitably pairing general government
operations expenses with general government revenue, such as tax and fee revenue.
For example, the Streets Department section of this report calls for a phased study process to
develop a stormwater utility fee to fund stormwater capital and maintenance expenses such as
street sweeping, catch basin cleaning, and stormwater pump system preventative maintenance.
This revenue amount, once determined, will be used to offset existing General Fund expenses
currently utilized to maintain stormwater infrastructure. The amount of revenue generated will
impact the amount of additional revenue or expenditure reductions that need to be implemented.
It will be important to establish a methodology to inform the amount of refuse fee revenue that
should reasonably be applied to general government operations. Typically, these types of
administrative transfers are informed by the amount of staff time and overhead dedicated to the
refuse collection operation. However, it will be appropriate for the Borough to pursue phase II EIP
grant funding to initiate a direct cost allocation study to determine a methodology and general
government operations contribution rate.
Once these factors are determined, the Borough will be in a position to determine how much
additional General Fund revenue needs to be generated, or expenses reduced, to decrease
General Fund reliance on refuse fee revenue. This will in turn allow the Borough to utilize excess
refuse fee revenue to enhance the refuse and/or recycling operation or reduce the fee structure
for refuse collection in the Borough.
In addition to the stormwater fee referenced above, the primary source of general government
operations revenue available to the Borough is taxes and fees. The Borough is collecting the
maximum EIT rate and as such, the primary tax source available to generate additional revenue
is Real Estate Taxes. Each 1 mill increase is anticipated to generate approximately $25,000 per
year on General Fund revenue.

Water Department Revenue
Recommendation 2: Consider water rate increases in 2021 to accommodate the annual
debt service expense associated with water plant construction.
Unlike the refuse collection, the water treatment and distribution is an enterprise fund operation,
meaning that service fees must be primarily dedicated to expenses related to delivering that
service.
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From 2010 through 2015 the Public Utility Fund was fundamentally secure and structurally
balanced. Water revenue has grown at an average annual rate of 10% per year and expenses
have grown at an average rate of 5% per year. These favorable financial trends have allowed the
Borough to develop a sizable fund balance. At the close of 2015, the Borough’s Public Utility Fund
balance exceeded $770,000. However, the 2016 budget and baseline financial projections
indicate that the two factors will negatively impact fund security in 2016 and beyond.
First and most importantly, beginning in 2016 the Borough will have a new $189,000 per year
expense for debt service associated with the construction of a new water treatment facility.
Second, water revenue is primarily rate and usage driven and, as a result, revenue growth should
only be assumed if one of two assumptions are reasonable for a community: increases in rates
or increases in customers. Though it is possible that these trends will occur in Ford City Borough,
there is no clear indication that they are imminent and, as result, it is prudent to assume flat water
revenue growth.
Given these factors, it is appropriate to consider increasing water rates to accommodate the new
debt service expense. The Borough has implemented a 3% rate increase in 2017 to
accommodate those expenses; however, an additional rate increase may be needed in 2021 and
beyond. It is important to emphasize, however, that there is no pressing cash-position need to
implement a rate increase. The Borough has developed a sizable fund balance that can be used
to defer the need to increase water rates. However, there are also capital repair needs related to
the water distribution infrastructure that will need to be funded. The Borough can utilize these
capital funds to make these repairs and significantly reduce water loss. This would in turn reduce
operating expenses.
There is a further added opportunity to leverage the exiting Public Utility Fund balance to not only
improve water distribution infrastructure but to creatively structure projects so that major
transportation infrastructure repair expenses can be paired with water line repairs and therefore
completed with the support of the Public Utility Fund surplus fund balance. Given these
considerations, it is prudent to consider water rate increases to ensure the structural integrity of
the fund enables the Borough to utilize cash reserves for other important projects. An across the
board rate increase of approximately 5% would be required to restore structural balance through
2021.

Financial Policies
Recommendation 3: Develop a fund balance policy for the General Fund and Public Utility
Fund.
As summarized above, the Borough has accumulated significant fund balances in the General
Fund and the Public Utility Fund. At the close of 2015, the General Fund balance exceeded
$277,000 and the Public Utility Fund exceeded $773,000. It is positive that the Borough has
developed such robust fund balances; however, it is also true that the Borough has been hesitant
to commit these additional resources toward operations or capital investment to improve
operations or grow the Borough’s tax base. This is a conservative approach and allows for the
Borough to respond to contingencies, but the lack of clarity regarding what is an appropriate
unrestricted fund balance impedes the Borough’s ability to make informed decisions about where
to invest additional resources to strengthen the community.
According to the GFOA 2009 best practices paper entitled “Determining Appropriate Levels of
Unrestricted General Fund Balance in the General Fund,” accountants distinguish up to five
separate categories of fund balance, based on the extent to which the government is bound to
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honor constraints on the specific purposes for which amounts can be spent: non-spendable fund
balance, restricted fund balance, committed fund balance, assigned fund balance, and
unassigned fund balance. The total of the last three categories, which include only resources
without a constraint on spending or for which the constraint on spending is imposed by the
government itself, is termed “unrestricted fund balance.”
The GFOA recommends that governments establish a formal policy on the level of unrestricted
fund balance that should be maintained in the General Fund.
According to the GFOA, the amount that should be targeted for fund balance in each fund is
dependent on the municipality and the fund in question. The adequacy of unrestricted fund
balance in the General Fund should be assessed based upon a government’s own specific
circumstances. Nevertheless, GFOA recommends, at a minimum, that general-purpose
governments, regardless of size, maintain unrestricted fund balance in their General Fund of no
less than two months of regular General Fund operating revenues or regular General Fund
operating expenditures. However, a government’s particular situation often may require a level of
unrestricted fund balance in the General Fund significantly in excess of this recommended
minimum level.
In establishing a policy governing the level of unrestricted fund balance in a fund, a government
should consider a variety of factors, including:
•
•
•

•
•

The predictability of its revenues and the volatility of its expenditures (i.e., higher levels of
unrestricted fund balance may be needed if significant revenue sources are subject to
unpredictable fluctuations or if operating expenditures are highly volatile).
The fund’s perceived exposure to significant one-time outlays (e.g., disasters, immediate
capital needs, state budget cuts).
The potential drain upon General Fund resources from other funds as well as the
availability of resources in other funds (i.e., deficits in other funds may require that a higher
level of unrestricted fund balance be maintained in the General Fund, just as the
availability of resources in other funds may reduce the amount of unrestricted fund balance
needed in the General Fund).
Liquidity (i.e., a disparity between when financial resources actually become available to
make payments and the average maturity of related liabilities may require that a higher
level of resources be maintained).
Commitments and assignments (i.e., governments may wish to maintain higher levels of
unrestricted fund balance to compensate for any portion of unrestricted fund balance
already committed or assigned by the government for a specific purpose).

These guidelines issued by the GFOA, though focused on General Fund unrestricted fund
balance, are also appropriate for consideration in other major operating funds. Maintaining
adequate fund balance in the General Fund and other major operating funds will allow the
Borough to mitigate current and future risks (e.g., revenue shortfalls and unanticipated
expenditures) and to ensure stable tax rates, but it will also enable the Borough to make informed
decisions about revenue and expense levels and prioritize investment opportunities made
available through excess revenues.
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Recommendation 4: Develop and adopt financial management policies.
The most important financial policy that should be addressed in the Borough is that of fund
balance. However, it is also important to develop broader financial policies as well.
The value of developing and adopting formal financial policies is two-fold. First, the process of
engaging in discussions between staff and elected officials regarding policy development creates
the opportunity to have a thoughtful discussion about the financial condition of the Borough and
the Borough’s ultimate goals with respect to its financial future. Second, and most important, it
creates a series of policies that serve as a guidepost for Borough staff and administrators as they
budget and plan for municipal service delivery.
Though there are a number of areas where developing specific financial policies will add clarity
and structure for Borough managers, there are three areas that will add the most direct value.
The first, and most important, relates to fund balance which has been discussed in detail.
The second financial policy that should be developed is an investment management policy. An
investment management policy provides clear guidelines that outline the level of risk and type of
investments authorized for application to available cash management. An effective investment
management policy should provide a municipality with the tools to maximize its return on
investments, maintain access to liquidity necessary to meet payables, and limit the risk of
investment loss. Though the Borough has developed significant fund balance over the past five
fiscal years, the excess cash on hand has been kept in bank accounts and as a result has not
generated any additional revenue. In fact, given the rate of inflation (an average of 2.1% from
2010 through 2015), the cash has lost value. It is appropriate for the Borough to develop an
investment policy to inform how that cash should be invested and managed. This will be informed
by decisions regarding the appropriate target for cash on hand which will in turn be informed by
the process of developing a fund balance discussion. Once the investment policy is developed,
an investment strategy can be developed by the Borough financial advisors for approval by the
Borough Council.
The third policy that should be developed is a debt service policy. A debt service policy should
define the total amount of general obligation debt and enterprise fund revenue secured debt that
the Borough can reasonably service on an annual basis. An effective debt management policy
provides guidance for the issuance of Borough debt obligations and the maintenance of the
Borough’s ability to incur debt and other long-term obligations at favorable interest rates for capital
improvements, facilities, and equipment that are beneficial to the Borough and are necessary for
essential services.
It is important to note that through it is a best practice to implement financial policies, it is not a
critical requirement when compared to some of the other more fundamental operations and
financial management initiatives included in this assessment.
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Cash Flow Projections
Recommendation 5: Develop a transparent cash flow projection process.
Currently, the Borough Secretary is responsible for managing cash flow for the Borough.
Departmental requests for expenses are filtered through the position. There is not a formal cash
flow projection approach in place that includes a transparent methodology or a reporting process
to key Borough employees and elected officials; rather the process is informed by the Borough
Secretary’s extensive experience with Borough operations and recurring financial liabilities.
Developing a cash flow projection process is a best practice recommended by the GFOA.
A cash flow forecast is an estimate of cash receipts and cash disbursements (together, cash
transactions) during a given period. When used as a cash management guide, it can lead to the
optimized use of funds as well as ensure sufficient liquidity. When used for investment purposes
it also helps identify maximum maturity limits, and weighted average maturity limits that establish
potential benchmarks.
Cash flow forecasting can determine what dollar amount of the portfolio needs to remain liquid to
meet disbursement obligations, generally on a monthly basis. Also, it can identify core funds, or
those funds available for longer-term investing which allows a longer maximum maturity. For
instance, cash flow forecasts can help identify reasonable maximum maturity and a weighted
average maturity for safety and liquidity in the portfolio. Cash flow forecasting is distinct from
governmental accounting and budgeting. It is a forecast to measure the organization’s ability to
meet liquidity needs. The ultimate goal of this forecast is to mitigate the need for short-term
borrowing (such as a Tax Anticipation Note or TAN) or liquidation of securities (investments)
before maturity. Cash forecasting should take into consideration all organization-wide portfolios
and funds. This allows spending patterns to be coordinated to mitigate potential shortfalls and
balance the flow of funds. According to the GFOA, a cash flow furcating process should include
the following key elements:
•

•
•

•

All operating departments should be involved in developing reasonable expectations of
timing and amounts of planned expenditures. This ensures all possible outflows of
resources are measured, and if needed, prioritized. Forecast time frames should
accurately reflect the cash transactions of the organization.
The organization’s goals should drive the prioritization of expenditures. Further, fixed
items such as payroll, employee benefits, insurance, and debt service should have priority
of cash demand over discretionary expenditures.
Historical data should be used to measure activity of a cyclical nature, both for receipts
and disbursements. A well-established base of financial activity predicated on historical
data enables the cash forecaster to anticipate disbursements and receipts. This activity
should be verified by the operating department for its likely recurrence. Analytical software
can be used to maintain historical data and provide an enhanced ability to forecast future
liquidity needs. Analytical software can also enhance the organization’s ability to perform
statistical analysis to compare the forecast to actual activity. Dependent upon the use of
the information, the 80-20 Rule can be used to maintain information and reduce gathering
and maintenance efforts.
A forecast for receipts should include expected inflows and investment maturities. Inflows
include payments such as property taxes, utility payments, and user fees. Maturities
include all items held in investments that will mature during the forecast time frame.
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A forecast for disbursements should include regular expenditures such as payroll and
recognize non-repetitive expenditures. Historical data can assist in forecasting
disbursements.
Cash flow forecasts should be used to recognize the items and controls that influence the
organization’s cash position. Organizations should develop strategies to implement
effective and efficient cash management techniques such as collecting receipts as soon
as possible and managing disbursements judiciously.
Forecasts should be made conservatively. Fluctuations may occur in both receipts and
disbursements for a variety of reasons. The level of precision required in a forecast or
tolerance for variance should be determined at the organizational level and not on an ad
hoc basis.
Forecasts should be updated on a regular basis, for example, monthly. The frequency of
such updates is determined by the volatility of revenues and expenditures. Daily
monitoring and recording of actual revenues and expenditures by major categories can
greatly enhance the organizations ability to prepare timely updates to the cash flow
forecast.

Though the GFOA’s recommended practices regarding cash flow protection and management
are extensive, an effective cash management process can be implemented relatively easily. The
primary components involve identification of the timing of recurring expenses, such as payroll and
debt service payments, the timing of incidental expenses (e.g., salt purchases), and the timing of
revenue flow and disbursements (e.g., property tax revenue peaks and valleys). This process can
be accomplished through historical data revenues and intentional conversations with department
management and supervisors and the model can be developed using an Excel format. This model
can then be shared with elected officials and used to inform the development of fund balance and
investment management policies.

Budget Development Process
Recommendation 6: Implement process improvements to the Borough revenue projection
and operating budgeting processes.
The Borough has not developed or adopted a standard operating budget development process
or calendar and, as a result, the process varies from year to year. Furthermore, there is no
established budget documentation process in place to demonstrate the assumptions underlying
the adopted budget numbers. Rather departments request adjustments to their current year’s
budget, Borough Council deliberates on those adjustments, and the final budget numbers are
entered in the QuickBooks financial system. The budget process is not informed by a revenue
projection process but rather relies exclusively on the prior year budget as a benchmark for budget
decisions.
This has in part led to the development of extensive operating fund balances over time. Growth
in revenue has not been fully considered and the Borough has made conservative decisions
regarding spending increases. Though this has generated cumulative fund balance it has also
resulted in the deferral of necessary investment in infrastructure and operations, as detailed in
the operations of this report. It is important for the budget process to be informed by reasonable
revenue projections. Expenditure growth and limitations should also be directly related to those
revenue projections, cash management requirements, fund balance targets, and operating
investment requirements.
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The GFOA offers extensive recommendations regarding the development of operating budgets.
The Borough has limited staff, however, and taking on an exhaustive and time consuming budget
process is not a realistic expectation. However, some key steps can be implemented to
significantly improve the budgeting process in the Borough without an unreasonable burden on
Borough staff. The key steps are detailed below:
•

•

•

•

Revenue Projection Process – Four months prior to the beginning of the new budget
year, the Borough should develop revenue projections for each major revenue source for
each operating fund. These projections should be derived from historical experience, with
particular emphasis on revenue trends from the previous three years. In addition,
adjustments should be made for known anomalies. For example, a temporary labor strike
that impacted EIT revenues should not be assumed to impact future EIT revenue. In
addition to historical analysis, revenue projections should include adjustments for known
trends occurring in the next budget year. For example, if it is known that a new
manufacturing facility will open during the upcoming budget year, EIT revenues should be
adjusted to reflect the increase in taxable salaries. These baseline revenue projections
should then serve as the resource limit used to develop the annual operating budgets for
each fund. Ideally, revenue projections and assumptions should be conservative, with a
target of underestimating revenue by at least 2.5% per fund to allow for contingencies and
unpredictable revenue anomalies.
Baseline Expenditure Growth Projections – In conjunction with the revenue projection
process, baseline expenditure growth projections should be developed. Similarly,
expenditure growth projections should be linked to historical spending by category as well
as known factors anticipated to impact spending in the upcoming fiscal year. For example,
if labor agreements include a 3% pay increase, then that increase should be reflected in
the baseline expenditure projections. Typically, baseline expenditure projections assume
a specified salary and benefit cost adjustment based on established pay plans or cost
increase estimates from insurance providers as well as non-personnel expense increase
to account for inflation.
Departmental Budget Instructions – The development of baseline revenue projections
and expenditure projections provides the baseline for the budget development process.
The gap between projected baseline revenues and expenditures should be used to inform
budget instructions for departments, which should be delivered to departments at least 3
months prior to the beginning of the next fiscal year. For example, if projected expenditures
exceed revenue by 1%, then budget instructions to departments may be to decrease
expenditures by 1% or identify revenue generation opportunities sufficient to close the
gap. Departmental budget instructions should be provided in narrative form along with a
budget spreadsheet that shows the current budget, the baseline projected budget, a
budget change column, and a budget change narrative column to describe the budget
change and the potential operations impact of that change. For example, if the budget
instructions are to reduce expenditures by 5% and a department head chooses to
eliminate one seasonal position to accomplish the budget reduction goal, the salary
decrease would be listed in the budget change column and the budget change narrative
column would provide a textual explanation of the operating and service level impact of
the change. The budget spreadsheet should also include a space for new budget requests
so there is appropriate opportunity to identify budget needs for discussion among policy
makers.
Requested Budget – Departments would then submit their budget spreadsheets along
with a cover memorandum that describes budget adjustments, new requests, and the
operating or service impact of budget changes and new requests. This information would
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then be assembled into a consolidated budget request document for Borough Council
consideration within two months of the beginning of the new fiscal year.
Budget Deliberations – Borough staff would then make presentations to Borough Council
outlining their budget requests. Borough Council, with input from the public, would begin
deliberations and adopt a final adjusted budget reflective of resource constraints and
Council priorities.
Budget Document Production – Once the budget is adopted, a budget document should
be produced within 3 months of adoption that includes prior year budget, prior year actual
spending, and current year budget by department and fund. This document should also
summarize staffing levels, programs/service areas, and budget changes for each
department, as well as a summary of budget changes by department. The document
should be made available to the public on the Borough website and in the Borough
administration building.
Budget Reporting – Once the budget is adopted, both Borough managers and Borough
Council should be provided monthly Budget to Actual reports. These reports should outline
how spending is tracking with the budget to allow managers and the Council to proactively
make adjustments to account for unanticipated revenue or expenditure patterns.

Recommendation 7: Create a capital budget development process.
Capital projects are economic activities that lead to the acquisition, construction or extension of
the useful life of capital assets. Capital assets include land, facilities, parks, playgrounds and
outdoor structures, streets, bridges, pedestrian and bicycle systems, water and stormwater
infrastructure, technology systems and equipment, traffic control devices, and other items of value
from which the community derives benefit for a significant number of years.
Capital expenditures and operating expenditures are primarily differentiated by two
characteristics: dollar amount of the expenditure and the useful life of the asset acquired,
constructed or maintained. Capital expenditures will enhance, acquire or extend the useful life of
assets through a variety of activities. Generally, land acquisition, feasibility studies, planning,
design, construction, asset rehabilitation, enterprise technology acquisition, and project
implementation are activities associated with capital projects.
In general, capital projects in Capital Improvement Planning (CIP):
•
•
•

Have a total project cost in excess of $50,000.
Range from construction of new infrastructure or buildings to renovations, or additions,
conversions or demolition of existing facilities.
Have a minimum useful life of 10 years, significantly extend the useful life of an asset or
significantly alter the nature and character of an asset (i.e., not to include annual asset
maintenance costs, annual warranty cost or other ongoing costs).

Historically, the Borough has limited resources available for capital investment. Though the
Borough has issued debt in the past for some repairs to the water distribution system, the Borough
has primarily relied upon liquid fuels revenue or grant revenue to fund transportation system
improvements. Given the limited resources available, the Borough has not developed a capital
budgeting process, relying instead on the operating budget process as the budgeting mechanism
for limited capital repairs.
However, this assessment has identified a number of capital investment needs as well as potential
funding mechanisms to address those needs. There are opportunities to leverage excess refuse
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fee revenue to improve garbage collection service and efficiency. There are opportunities to utilize
Public Utility Fund surpluses to not only replace aging water mains, but to coordinate water main
replacement with roadway repairs so that restricted enterprise fund resources can be leveraged
to partially fund road reconstruction projects. In addition, there are funding opportunities for both
stormwater and transportation infrastructure investment.
The number and complexity of capital needs and potential projects available to the Borough for
consideration will require a deliberate effort to plan, coordinate, and prioritize projects over a multiyear timeframe. This process can be greatly aided through the implementation of a five-year
Capital Improvement Planning (CIP) process as an element of the budget development process.
The CIP is a long-term planning tool for prioritization, financing and technical design, execution,
and timely completion of all capital projects. Generally, these capital projects will have a significant
impact on the Borough’s infrastructure and protect the health and safety of the public. Additional
benefits include:
•
•
•

Establishing a system of examining and prioritizing the needs of the Borough ensures that
the most essential capital improvements are provided first.
Providing a mechanism for coordinating and consolidating all Borough departmental
requests prevents duplication of projects and equipment purchases.
Coordinating physical/infrastructure planning with long-range financial planning allows
maximum benefits from limited funding sources.

An adequately funded annual capital improvement program is the sign of a financially healthy and
viable community. The Borough’s capital infrastructure, consisting of streets, sidewalks, buildings,
vehicles, and equipment all require both regular maintenance and capital investment to remain
functional. Capital items have relatively fixed useful lives that can be impacted by environmental
conditions, active preventative maintenance, and capital investment.
The CIP document represents a five-year period of the Borough’s ongoing capital improvements.
Each year, the document is updated to represent the next five-year window. In each annual
update, completed projects, as well as projects scheduled to be completed before the end of the
fiscal year, will be removed from the document, new projects will be added, and other previouslyprogrammed projects may be re-prioritized.
CIP planning is a dynamic process that will include changes over time. These changes may be
necessitated by organizational changes, funding uncertainties, unforeseen emergencies, project
delays or plans by other entities that can impact the CIP.
The CIP is a planning document to be used as a companion to the Borough’s annual operating
budget. Each year, the funding included in the first year of the five-year CIP is allocated and
approved by the Borough Council as part of the annual budget adoption process. In addition to
the up-front funding requirements associated with CIP projects, the Borough’s annual operating
budget must also absorb the cost of maintaining and operating new facilities or equipment that
are constructed or procured under the Borough’s capital plan.
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Economic Development Association Grant Liability
Recommendation 8: Create an escrow account to account for potential Economic
Development Association grant repayment liability.
In the year 2000, Ford City Borough formed the Greater Ford City Community Development
Corporation (CDC) as an independent body with the support of Ford City Council as a conduit for
grant funds that could be leveraged for economic development activities and the revitalization of
the Pittsburgh Plate Glass (PPG) brownfield site located on approximately nine acres of riverfront
property on the Allegheny river. The CDC obtained approximately $10 million in grants and loans
to revitalize the PPG facility for light industrial use but was unable to attract tenants to the space
and, as a result, the CDC filed bankruptcy in 2008, resulting in default on a $1.8 million loan from
F&M Bank.
One of the grants that the CDC obtained was from the Economic Development Association (EDA)
of the United States Department of Commerce. The $581,000 grant carried the contingency that
the PPG site remain under the ownership of Ford City Borough until 2017; however, the PPG
facility was transferred to the F&M bank in the bankruptcy proceedings. Since that time there has
been significant uncertainty concerning whether the Borough is obligated to repay the EDA loan.
There have been multiple conversations and correspondence between the Borough and the EDA
and there is a lack of definitive clarity regarding whether the Borough is obligated to repay the
grant.
Ultimately, the determination about whether the Borough is obligated to repay the grant amount
should be derived from legal counsel and Borough policy discussions. It is clear that grant
repayment is a potential financial liability so it is prudent to begin preparing for the potential liability
by developing an escrow account that can be used in the event that a full or partial repayment is
required. As a result, the baseline financial projections assume a 10-year repayment plan which
requires a contribution of approximately $58,000 per year.

Tax Base Expansion
There are four key drivers within the Borough’s influence which have a major impact on the
Borough’s economic development efforts. These drivers relate to the 2016 FEMA 100-year flood
plain assessment, infrastructure investment, strategic planning, and the Borough’s zoning code.
FEMA recently issued revised floodplain maps related to property within the Borough’s limits. As
a result of these revisions, some property within the Borough that was formerly outside the 100year floodplain is now located inside the floodplain.
This has negative consequences for economic development on several fronts. According to
FEMA, properties inside the 100-year floodplain are statistically more at risk of flooding during
major rainfall and runoff events. This means that any development which occurs on sites within
the floodplain are potentially more at risk of flooding should a major event occur. As a
consequence, insurance requirements for structures are often higher to protect against potential
flooding damage, and the requirements for construction in affected areas must also contemplate
the risk of a major flooding event. These factors all increase development costs and discourage
developers from initiating projects on affected parcels.
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In order to effectively deal with stormwater runoff and limit the impact of the flood plain
reassessment, it is critical for the Borough to make investments in its existing stormwater
infrastructure and, more specifically, to conduct retrofits and repairs to its existing three
stormwater pump stations. Related recommendations are included in the Streets section of this
report.
The second driver of tax base growth in the Borough is infrastructure investment. Without quality
roads and water infrastructure, the Borough will be unable to attract many industries and
confidence in the Borough’s ability to deliver services will be reduced. Without robust public
infrastructure, businesses will have a difficult time transporting goods and services to and from
their locations and may experience uncertainty about the reliability of available water and
stormwater solutions.
The Borough has already begun the process of improving its infrastructure by constructing a new
water treatment plant, as discussed in the Water Department section of this report. In addition,
the Streets section of this report discuss specific strategies the Borough should undertake in order
to properly maintain its other existing infrastructure. Implementation of these activities will help
ensure that infrastructure is replaced before it degrades to the point of failure, which in turn
provides a solid foundation for businesses and industries to conduct business activities.
Recommendation 9: Develop a long-term economic development strategic plan focused
on progressive urban development.
The third critical driver in Borough tax base growth is strategic economic development planning.
Much of Ford City Borough’s economic development planning and marketing efforts are
coordinated through Armstrong County’s Industrial Development Council (ACIDC). ACIDC is a
private, non-profit entity that serves as a single point of contact for business and industry leaders
looking for growth and relocation opportunities in the County. Ford City Borough, along with all
localities in the County, is represented by ACIDC for economic development purposes, and
ACIDC offers several services on the Borough’s behalf, including site selection, tax incentives,
workforce training, start-up assistance, and data services.
Because the Borough is reliant on Armstrong County for economic development services, it is
critical for the Borough to identify priority development areas and initiatives, and communicate
these to the County using a formal plan that is tailored to Ford City Borough’s needs and
opportunities.
A long-term economic development strategic plan contains several important elements working
in concert to coordinate the efforts of community stakeholders, highlight the Borough’s investment
and growth potential, and facilitate business growth.
The first step in this process is to identify community stakeholders and business leaders in the
Borough who can provide input and direction on economic development priorities. This includes
the ACIDC, the Borough itself, and any third party businesses and nonprofits that can provide
insight on economic development initiatives and activities. Identifying these stakeholders will
create a pool of resources for the Borough that can be utilized to vet ideas and action steps related
to the strategic plan.
The second step is to identify unique attributes, features, and elements of the Borough itself that
should be prioritized in future economic development efforts. For example, there are vacant
properties in the Borough that could be prime development sites in the future, particularly located
along First Avenue and the Allegheny River. These sites should be identified, described, and
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prioritized in the plan in order to provide ACIDC and potential investors with a good understanding
of what the Borough has to offer and what its strengths are. Additionally, potential ideas and
projects associated with each site should be vetted with community stakeholders and
incorporated into the strategic plan in order to provide some guidance regarding the community’s
desires and expectations for new development.
Third, the Borough should coordinate with the County to develop an implementation plan and
reporting process. It is important to specify what the working relationship will be between ACIDC
and the Borough when potential leads arise and projects begin in the Borough, and the strategic
plan should outline each party’s expectations for how project implementation will be coordinated.
The plan should also identify methods for reporting progress, challenges, and other needs
between agencies involved in economic development projects.
One specific area which will require coordination with the County concerns available tax incentive
programs which could apply to the Borough. The Local Economic Revitalization Tax Assistance
(LERTA) program provides property tax abatements for new construction or building
improvements for up to 10 years on a graduating basis. This could allow the Borough to set sliding
scales for property tax relief as an incentive to spur investment in the community. However,
LERTA designations require approval from the local school district as well as Armstrong County.
It is important for the Borough to closely coordinate with Armstrong County and the ACIDC prior
to implementing tax incentive programs in order to maximize effectiveness and ensure
compliance with State regulation.
To aid in this process, it is appropriate to develop a comprehensive economic development
strategic plan to clearly define a strategy for Ford City Borough and the ACIDC to implement. The
resulting strategic plan will provide the Borough with a clear picture of who its important
stakeholders are, which areas of the Borough are most ripe for development, preliminary
considerations of desired development, and a good operating framework for collaborating with
outside agencies. This information will enable the Borough and ACIDC to respond rapidly and
consistently to leads and inquiries involving properties in the Borough. As a living document, the
strategic plan should also be modified to reflect changes in Borough priorities, the regulatory and
physical environment, and procedures for interacting with partner agencies.
As a part of the strategic planning process, the Borough should also work with ACIDC to
determine whether it is appropriate for the Borough to contract for third-party economic
development support. This support may be necessary to help the Borough reach out to
stakeholders, identify development projects, determine obstacles to the development process,
and obtain funding to assist with economic development projects.
The Borough should apply to the DCED for Phase II EIP grant funding to finance development of
this economic development plan.
Recommendation 10: Conduct a compressive Zoning Code update process.
The final driver for tax base growth involves the existing Borough zoning code. As the Borough
refines its economic development strategy and explores ways to effectively market the community
and remove development barriers, it is critical to reevaluate the existing zoning code’s impact on
the community.
The Borough’s present zoning code is highly restrictive in several respects. Many existing
structures are nonconforming due to highly restrictive setback requirements written into the
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present code. When property owners are interested in remodeling or altering their properties, the
nonconforming status requires them to apply for a variance through the Zoning Board.
Variance requests and other appeals are coordinated through the Borough’s contracted Code
Official, Richardson Inspection Services. The Code Official requires an application fee of $45 for
residential applications and $75 for commercial applications. In addition to these fees, applicants
must pay a $500 fee to present their case to the Zoning Hearing Board. These fees create a
disincentive for property owners interested in remodeling existing structures or bringing new
development into the Borough because it is highly likely that a variance will be required before
work can begin.
In the interest of encouraging future development and property investment, the Borough should
initiate a thorough zoning code update process. The resulting code should recognize the
Borough’s unique development patterns and provide some flexibility for property owners to pursue
structural improvements without automatically triggering the variance process.
The American Planning Association (APA) recommends that zoning codes be written in plain
English, with major content organized in five distinct parts: 2
•
•
•
•
•

Part 1: Purpose and Enactment—Describes the zoning code purpose and presents the
zoning districts and other key contents.
Part 2: Zoning Districts—Establishes standards unique to individual zoning districts.
Part 3: Citywide Standards—Establishes standards for all zoning districts, such as
parking, landscaping, and signs.
Part 4: Permits and Administration—Describes requirements for issuing permits and
administering the code.
Part 5: Glossary—Defines specialized terms.

In addition to this organizational structure, the APA recommends several practical writing
practices which increase readability and clarity for the reader. These practices include using
active voice, writing in the present tense, utilizing positive sentences, using familiar words,
practicing consistency with vocabulary, and relying on tables and graphics to clearly convey
information.
Revising the Borough’s zoning code in plain English using the structure outlined above
accomplishes several economic development goals. It presents the Borough with opportunities to
eliminate overly restrictive zoning, create incentives for property investment, and adopt zoning
that achieves community goals while providing clear guidelines to developers. Through this
process, the Borough will be able to appropriately zone priority parcels to encourage desired
projects and provide developers with clear indicators about the community’s vision for future
development.
Additionally, utilizing the plain English format recommended by the APA will result in a more
accessible, approachable zoning document. This in turn increases the likelihood that property
owners, investors, business owners, and peer agencies will be able to familiarize themselves with
the Borough’s requirements and obtain accurate answers to any zoning questions they may have.

Zoning Practice. Issue 1: Practice Plain English. American Planning Association. January 2015.
http://luau.utah.gov/wp-content/uploads/sites/28/2016/01/Writing-your-zoning-code-1.pdf

2
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Because planning and zoning is a highly dynamic field with evolving trends and a great deal of
professional experimentation, it is recommended that the Borough work closely with the American
Institute of Certified Planners (AICP), its Code Official, and its legal counsel to identify a reputable
third-party consultant that can assist with a zoning code rewrite.
The Borough should apply to the DCED for Phase II EIP grant funding to finance a zoning code
rewrite for Borough Council consideration and adoption.
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Borough Administration
Administrative responsibilities in Ford City Borough are coordinated by the Council President with
support from three Borough employees: the Borough Secretary, an Assistant Secretary, and an
Accountant/Treasurer, as shown in the figure below.
Borough Council

Borough Manager
1.0 FTE

Accountant/
Treasurer
0.2 FTE

Borough Secretary
1.0 FTE

Assistant Borough
Secretary
1.0 FTE

Figure 9: Administration Organizational Chart

The 2016 budget includes funding for a Borough Manager position; however, the position has
been vacant since March 2016. The Borough Manager position reports to the Borough Council
and is responsible for overseeing day-to-day operations of the government. The Borough
Manager position is also responsible for managing Borough service contracts.
Ford City Borough currently contracts with third party providers for a number of municipal services.
Currently, the Borough Veritas serves as the Borough’s Building Code Official and provides
residential and commercial building permits/plan reviews, as well as administers the Pennsylvania
Uniform Construction Code in the Borough. The Borough also contracts for Information
Technology support services and for legal services. These contracts are managed by the Borough
Manager position; however, in light of the Borough Manager position vacancy, the contracts are
managed by the Borough Council President with the support of other Council members.
The Borough Secretary is responsible for coordinating mail and correspondence among Borough
staff and the Council, as well as producing agendas and minutes for Council meetings, managing
accounts receivable and payable, budget monitoring, coordinating payroll, administering open
enrollment for employee benefits, and maintaining personnel files.
The Assistant Secretary coordinates utility billing and billing for water, sewer, and refuse services,
processes payments, logs work orders for public utility work, tracks rental licenses, coordinates
building permits and code enforcement inspections with the Borough’s contracted provider, and
serves as a primary customer contact for persons visiting the Borough’s main offices.
The Accountant/Treasurer position is currently part-time and primarily performs financial tasks
such as monthly accounting reconciliation, budget development support, and audit support. This
position also coordinates the Borough’s annual audit process and implements recommendations
provided by the Borough’s auditor.
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Analysis and Recommendations
The fiscal assessment detailed above has identified a number of improvements to the Borough’s
financial management processes that, if implemented, will serve to fundamentally increase
transparency in government and the ability to proactively plan for strategic investment, and also
allow the Borough Council to engage fully in policy discussions with the aid of greater access to
core operational and financial data. These initiatives will take significant staff time, over the course
of multiple years, to develop and maintain. Furthermore, the Streets Department section of this
report has identified a number of important enhancements that must be made to asset
management and work planning to ensure that the Borough is dedicating its limited financial and
human resources to the most impactful opportunities. These efforts will require dedicated,
managerial attention as well as the development of an intentional management system to facilitate
implementation over a five to 10-year period.

Organizational Management
Recommendation 11: Fill the Borough Manager position.
Since the Borough Manager position became vacant in March 2016, Borough Council members
have been taking an active role in the day-to-day management of the local government. Though
this approach has ensured day-to-day operations continue, it is not a sustainable practice and is
not best for the long term. The role of the Borough Council is, rightly, focused on policy, and being
forced to step in and manage daily operations limits the Council’s ability to dedicate time toward
strategic policy making and decision making.
The complexity of work required to implement the administrative and financial management
improvements in the Borough that are outlined in this assessment will require additional sustained
effort. Though there is need for improvement in the financial management and budgeting
processes utilized by the Borough at large, there is also considerable need for dedicated strategic
management of the Streets Department (which is discussed in greater detail in the next section).
Currently, the Streets Department is managed by the Streets Foreman who effectively serves as
a working supervisor. This is an important operational position and should remain; however, there
are broader system and work planning efforts that require dedicated managerial attention.
While Streets Department staff are devoted to their work, most activities performed by the
Foreman and Laborers are conducted in the field. While these employees function as an effective
crew, the lack of a dedicated managerial position contributes to several challenges. These
challenges include imbalanced crew workloads and limited time available for long-range work
planning and capital investment planning.
All of these issues point to a need for increased managerial capacity in the Streets Department.
Streets Department activities are specialized and require in-depth knowledge of industry best
practices, equipment, and experience, as well as the ability to coordinate daily activities in the
context of a wider organizational mission. In order to more effectively manage the Department’s
activities and ensure the Borough’s resources are deployed efficiently, it is important to provide
dedicated management for the Streets Department.
Given these considerations, it is appropriate to fill the Borough Manager position as quickly as
possible and to target a candidate with both public works and financial management experience.
The Borough Manager position would be responsible for overseeing day-to-day local government
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operations and implementing the initiatives detailed in this assessment. The Borough Manager
would serve as the liaison to the Borough Council with the responsibility to provide guidance and
advice on policy matters and ensure that the Borough Council is kept apprised of operations and
finances and is provided with the necessary information from staff to make informed policy
decisions.
Recommendation 12: Implement a performance management system.
Once the Borough Manager position is filled, it will be important to ensure that there is a formal
process in place to establish and monitor progress on departmental and employee work plans
and report key developments to the Borough Council.
Performance management systems are a process tool utilized to ensure that the work of both
employees and management is focused on the vision of the organization being served. Effective
performance management systems ensure that employees focus their work in ways that directly
support the organization’s strategic plan, or in the absence of the strategic plan, departmental
goals, objectives, and work plans. Further, this system monitors the organization’s progress
toward achieving the goals and priorities identified in the strategic plan.
A performance management system typically consists of three core elements: (1) setting goals
and creating strategic plans; (2) measuring performance against established performance goals;
and (3) sustaining a dialogue between management and employees to ensure that the work of
the organization is completed in conformance with established schedules.
A performance management system encompasses all of the work—including strategic planning,
budgeting, and the planning of all work that is done in an organization. A performance
management system includes all of the processes through which managers plan and manage the
work of the organization to fulfill the organization’s mission and produce the desired outcomes.
The collection and use of performance measurement data is one element of a performance
management system (see Recommendation 12 above).
In addition to monitoring the work, a good performance management system employs discipline.
Under such a system, managers meet with direct reports on a regular basis to review
organizational performance. The Borough Manager meets with direct reports at least once a
month to discuss a regular agenda of issues. A suggested agenda template is included as
Attachment D. As the regularity and discipline of the management system becomes integrated
into operations, discussions about performance become focused on important issues. This type
of management system allows managers to avoid total crisis management, as the rigor of the
system helps ensure regular meetings to discuss strategic issues rather than the crisis du jour.

Administrative Support
Recommendation 13: Hire a part-time administrative assistant to assist with office
management and financial management transactions.
Currently, the Bough administrative offices are staffed with two administrative positions, the
Borough Secretary and Assistant Borough Secretary. The Borough Secretary is classified as a
confidential position, with access to personnel files and sensitive financial information, and is
therefore excluded from the collective bargaining unit. The Assistant Borough Secretary, who is
primarily responsible for water billing and associated customer service, is not a confidential
position and is therefore included in the collective bargaining unit.
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Because of collective bargaining characteristics, these two employees cannot serve as back-ups
to each other. As a result, core functions, such as water billing and payroll processing, could not
be completed in the event of a prolonged absence by either employee.
In addition, The Novak Consulting Group has recommended a number of process improvements
in the financial management and accounting areas. These will require additional administrative
support. Given these considerations, it is appropriate for the Borough to consider hiring a parttime administrative assistant/office support position to augment the administrative office. It is
estimated that the salary and benefit expense for this position will total approximately $20,000 per
year.
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Streets Department
The Ford City Borough Streets Department is currently staffed by a Streets Foreman, three fulltime Laborers, and two part-time Laborers who work approximately 30 hours each week. An
additional full-time Laborer splits time between Streets and the Water Department. This results in
a total staffing level of 6.1 FTEs, as shown in the following figure.
Borough Council

Public Works
Foreman
1.0 FTE
Public Works
Laborer
5.1 FTE

Figure 10: Streets Department Organizational Chart

The Streets Foreman is responsible for coordinating the daily activities of the Department and
assigning work to staff across multiple functional areas, including fleet, grounds, refuse, recycling,
stormwater maintenance, and transportation management. This position also directly oversees
operations and maintenance at the Borough’s pump houses, including weekly testing of pumps
and auxiliary generators. The Foreman also coordinates the Department’s budget, supplies, and
equipment requests. Public Works Laborers provide daily maintenance services under the
support and direction of the Public Works Foreman.
The Department operates a fleet of five vehicles, including two 1998 GMC trucks, a 1999
Chevrolet Silverado, a 2002 Ford F-250, and a 2007 Dodge Ram. These vehicles are used for
general personnel and equipment transport, hauling goods and supplies, and snow and ice
removal. In addition, the Department utilizes a 2012 rear trash packer for refuse collection
activities and a street sweeper for collecting debris from roadways and cleaning catch basins. The
Department relies on a Case 580 M Turbo backhoe for excavation and earth moving needs, and
also utilizes three mowers for seasonal mowing activities.
Currently, preventative maintenance is performed on these vehicles and equipment as staff time
allows. While in-house staff can perform a variety of maintenance activities, major repairs are
contracted to a third party provider in the Borough. More detailed information on the Department’s
fleet and equipment needs is discussed in Recommendations 19-21, below.
The Streets Department provides a wide array of services to Borough residents, such as
residential refuse collection, mowing and snow plowing of public lands and rights-of-way, street
maintenance, water infrastructure repair and maintenance, and regular inspections and upkeep
of flood-related infrastructure, including three flood control pump houses.
Residential solid waste is collected in the Borough three times each week on a
Monday/Wednesday/Friday schedule, with a total of approximately 1,328 residential stops. The
Borough also offers an annual bulk item collection event once each year for large items, such as
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couches, beds, and appliances (except refrigerators). The Borough does not currently offer a yard
waste composting program, and yard waste is collected along with other solid waste. At the end
of each trash route, Borough staff drive the trash packer to a landfill located in West Sunbury,
Pennsylvania, northwest of the Borough. Travel time to this facility is approximately one hour.
Recycling is offered by Armstrong County using two recycling trailers parked along Third Avenue
which are emptied by County staff twice weekly.
The Department’s street maintenance activities largely consist of cold patching potholes and
degraded pavement as circumstances and staff availability allow. The Borough currently lacks
access to equipment which would enable the use of other road repair methods, such as hot
patching. The Department utilizes an outside contractor to perform large-scale street repair work,
as well as concrete work associated with curbs and gutters, though staff do perform minor
concrete work and repairs. More detailed information on the Borough’s approach to street
maintenance is available in the following sections, particularly in Recommendation 16.
Street signs and traffic lights are also maintained by Streets Department staff. The Borough
currently purchases replacement signs and installs them on an as-needed basis. Streets staff
also perform minor repairs to traffic signals, such as replacing traffic timers and lightbulbs. The
Borough’s signals utilize incandescent bulbs and have not been converted to LEDs.
The Streets Department works closely with the Water Department to replace malfunctioning water
meters as well as terminate/activate water service for Borough customers. Streets staff also
conduct repairs to water system infrastructure, such as water main repairs and valve exercising;
however, major repairs (such as water main replacements) are typically contracted out. The
Borough’s sewer system is maintained entirely by the Ford City Municipal Sewerage Authority, a
separate legal entity from the Borough.
In addition to cleaning stormwater catch basins as available, Streets Department staff also
conduct weekly tests on the Borough’s three stormwater pump houses, including assessing the
functionality of each pump and verifying the functionality of auxiliary generators. If minor repairs
are needed, in-house staff will service the pump houses; major repairs to these facilities are
contracted out.
Mowing and snow plowing activities occur on a seasonal basis. The bulk of mowing activities take
place during the growing season from April to September and involve trimming rights-of-way, park
lands, and the Borough’s brownfield site. While seasonal labor has been used to perform mowing
activities in the past, in recent years the Borough’s regular staff have been responsible for much
of this work.
Snow plowing occurs during the winter months on the Borough’s roadways and sidewalks and
typically involves three staff utilizing the Borough’s trucks. These staff also apply road salt to
mitigate ice and snow buildup during snow events. The Borough can store up to 100 tons of salt
at its present facility.
In addition to these activities, Streets Department staff provide limited building maintenance
services for Borough facilities, including the water treatment plant, pump stations, storage tanks,
and Borough Offices located downtown. These services largely consist of minor plumbing and
electrical work, with major projects contracted to external providers.
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Analysis and Recommendations
The fundamental challenge confronting the Streets Department is the limited ability to proactively
plan for and implement preventative maintenance activities for core transportation, water
distribution, stormwater, fleet, and facility infrastructure. Given the limited number of staff available
to perform maintenance tasks, it is important for the Borough to proactively plan for workload and
allocate its staffing resources to those areas that have the greatest priority. This requires an
intentional effort to assess asset condition on an ongoing basis and develop multi-year work plans
and contracted service plans to meet those objectives. The recommendations detailed below
provide opportunities to more efficiently structure the Department to meet those challenges and
dedicate increased attention to core infrastructure maintenance.

Staffing and Deployment
Recommendation 14: Create a seasonal crew for grounds maintenance.
During the warmer months of the year (April through September), the Borough dedicates the
majority of its planned labor hours to refuse collection, street sweeping, and grounds
maintenance. Labor hours not absorbed in these duties are dedicated to transportation,
stormwater, and water distribution infrastructure maintenance; however, the limited additional
labor hours available restrict the amount of maintenance that can be performed in these areas.
As a result, the Department primarily focuses on incidental repairs rather than planned
preventative maintenance activities developed in response to asset condition assessments. In
order to determine the best approach to implement a proactive maintenance program, it is
necessary to evaluate the competing workload profile.
The Borough currently conducts refuse collection operations on Mondays, Wednesdays, and
Fridays using a crew of three Laborers, including one driver and two pickers. The pickers typically
require four hours to complete refuse collection along each route, while the driver typically
operates the truck for seven hours on each route to account for travel time between the Borough
and the landfill. This results in a total staff commitment of 15 hours to complete each route, or 45
labor hours devoted to refuse collection each week. Given an average of 4.3 weeks per month,
the total monthly task time is 193.5 hours to achieve this service standard.
Street sweeping is another function that is provided according to an informal service standard.
Street sweeping operations are conducted weekly in April and May each year, and biweekly from
June through October. Each street sweeping route takes one crew member approximately 8 hours
to complete. This results in a total of 34.4 crew hours necessary in April and May and 17.2 crew
hours in June through October to achieve this service standard.
Mowing is a seasonal operation, and the Department typically assigns workers to accomplish
mowing tasks based on a regular service standard of mowing rights-of-way and parks on a weekly
basis. Rights-of-way and parks are typically mowed each week with a crew of three Laborers; this
operation takes approximately 60 labor hours each week or 258 hours each month. The Borough
also mows a riverfront brownfield site which takes three laborers eight hours to mow. This site is
mowed every other week, which amounts to approximately 51.6 hours each month during the
mowing season.
On an annualized basis, seasonal task times account for 46% of the Department’s estimated
workload hours before considering other, year-round activities. While the Borough has utilized
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seasonal crews for mowing activities in the past, in recent years this practice has not been
consistent.
Currently, it takes Streets Department staff approximately 20 hours to mow public lands and rights
of way (ROW) in the Borough one time with a staff of three laborers. This is equivalent to a total
task time of approximately 60 hours. These sites are typically mowed on a weekly basis during
the summer season. Additionally, Borough staff also mow a brownfield site which requires 8 hours
for three laborers to accomplish, representing a task time of approximately 24 hours per mowing
event. This site is usually mowed every other week during the mowing season.
Given this service standard and estimated task time, the average amount of time needed to
accomplish mowing activities in the Borough is approximately 310 labor hours per month. This
represents a staff commitment of 1.85 FTEs, as shown in the following table.
Table 8: Mowing Workload and FTE Requirements
Mowing Activities

Apr
258

May
258

Jun
258

Jul
258

Aug
258

Sep
258

Total Mowing Hours

52
310

52
310

52
310

52
310

52
310

52
310

Available Working Hours

168

176

176

168

184

176

FTEs Needed

1.85

1.76

1.76

1.85

1.68

1.76

Mowing (ROW and Parks)
Mowing (Brownfield)

The practice of utilizing full-time laborers to perform seasonal maintenance activities, such as
grounds maintenance, limits the amount of attention that can be paid to core infrastructure
maintenance, especially during warmer months where the opportunity is most ripe for targeted
transportation infrastructure maintenance and roadway repairs.
It is therefore appropriate to create a seasonal mowing crew of 2.0 FTEs and assign all mowing
activities to this crew during the regular summer season (April through September). Utilizing
seasonal crews for grounds maintenance is estimated to generate approximately 310 hours in
additional labor capacity each month during the summer season. The central benefit of relying on
seasonal labor for mowing activities is that it frees full-time Streets Department staff to engage in
other infrastructure repairs and preventative maintenance.
The median annual salary for existing Streets Laborers is $16.72 per hour, while the total
estimated staff hours dedicated to mowing each year is 1,860. Implementing a seasonal grounds
crew will result in an estimated annual cost of $35,000 per year in salary and benefit expenses.

Asset Management and Work Planning
Recommendation 15: Create an asset and condition inventory of all Borough
infrastructure.
In order to provide robust and efficient Streets services, it is essential to identify the full scope of
infrastructure assets served by the Department. While Borough staff are responsible for
maintaining water and stormwater systems, streets, signs, public lighting, and traffic signals, there
is no centralized inventory of these assets or process in place to systematically assess the
condition of assets and implement preventative maintenance schedules to prolong the life of those
assets.
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This presents several challenges to service delivery. First, it prevents Borough staff and elected
officials from knowing the full scope of infrastructure obligations, the locations of existing
infrastructure, and the long-term cost associated with infrastructure maintenance. This limits the
opportunity for long-term operational and financial planning. Second, the lack of an inventory
condition assessment process prevents efficiently planning, scheduling, and executing ongoing
annual repairs, particularly when multiple infrastructure systems are involved (such as water
mains and street resurfacing). Third, staff are unable to schedule routine maintenance in a
manner that ensures all infrastructure is appropriately evaluated and serviced by the Borough in
order of priority and greatest potential impact for cost savings or cost avoidance.
As a best practice, the American Public Works Association (APWA) Public Works Management
Practices manual recommends that public works organizations conduct asset inventories and
condition assessments. In order to provide a clear picture of the Borough’s Public Works
responsibilities, it is recommended that the Borough create an asset inventory and condition
assessment. The purpose of the asset inventory and condition assessment is to identify
fundamental information about the Borough’s infrastructure, including what assets the Borough
has, the status of the assets, and to lay the groundwork for creating appropriate maintenance
plans for each asset.
When creating an infrastructure asset inventory, the first step is to identify and record information
about all of the Borough’s underground and above-ground assets, such as their location, age, the
size of pipes/fixtures, the type of asset, the last time the asset was serviced, and other quantifiable
factors. The inventory should assign each asset a unique identification number, and it is useful if
the inventory includes a detailed map showing each asset’s location.
The second step in the process is to evaluate the condition of each asset, and specifically to
determine the urgency of any needed repairs or whether the asset should be replaced. This can
be accomplished in a variety of ways, but commonly includes the use of rating systems which
score the asset based on its age, wear, noticeable defects, and expected operational life. While
this evaluation is relatively straightforward for above-ground assets, assessing the condition of
underground systems, such as water and storm sewers, is more difficult and frequently relies on
sophisticated visual inspection using remotely operated cameras.
Conducting a detailed asset inventory is a significant task due to the volume of assets and the
need for specialized equipment and experience to perform condition assessments. As a result, it
is important to prioritize what work can be completed in-house and what work should be
contracted. The Borough maintains an existing contractual relationship with an engineering firm
capable of performing asset inventories and condition assessments, and should rely on this
contractor for guidance regarding these services.
At the conclusion of the inventory and condition assessment process, the Borough’s engineer
should provide the Borough with several deliverables which thoroughly describe existing
infrastructure. At a minimum, these deliverables should include:
•
•
•
•
•

A comprehensive list of all infrastructure assets
Identification numbers for each asset
A thorough description of each asset, including its type, composition, location, installation
date, age, and most recent service date
Detailed maps illustrating the location of the asset
Pictures of the asset (where feasible)
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A condition assessment score
Descriptions of the methodology used to evaluate existing assets and assess their
condition
A targeted five-year maintenance work plan and road reconstruction plan for Borough
consideration and use

This information will more clearly define infrastructure for which Streets is responsible, and will
form the backbone of a proactive maintenance and replacement schedule in future years. After
obtaining a thorough inventory of Borough infrastructure, it will be possible to engage in more
efficient work planning and capital replacement activities.
After determining what the Borough’s assets are and their relative condition, it is essential to
outline how they will be maintained in order to provide robust Streets services. This is typically
accomplished by establishing formal service standards and maintenance rotations.
Recommendation 16: Develop annual work plans which prioritize the Department’s
workload and inform capital improvement decisions.
After completing the asset inventory, the Borough will be in a position to prioritize maintenance
tasks and projects based on the study’s results. To accomplish this, the Borough should create
an annual Departmental work plan which identifies tasks and projects to be accomplished in a
given year, along with a project schedule.
Due to the highly technical work involved in evaluating infrastructure assets, the Borough should
utilize the experience of its contracted engineer in order to determine which assets require the
most maintenance and attention. The engineer should create a list of priority infrastructure
projects, describe the nature and estimated cost of each project, and share this list with the Streets
Foreman. The Foreman should review this list and provide the engineer with input on operational
challenges associated with each project, as well as convey information the engineer may have
missed, such as particularly problematic assets or parts of the Borough which present operational
challenges.
This collaborative effort should result in a Departmental work plan which lays out important
projects for the Department to achieve on an annual basis. Specific elements in the work plan
should be delegated to individual employees based on their skills and experience. These
individual work plans should contain daily, weekly, monthly, and annual goals which support the
Department’s work plan and achieve its service standards. It will be important to develop
preventative maintenance work plans that are appropriate for the Borough’s existing resources.
For example, the best practice is to clean stormwater catch basins on an annual basis. However,
the Borough does not have the sufficient staffing levels to meet this goal. As a result, it is
appropriate to develop a four-year cleaning rotation if that can be effectively absorbed into the
existing work plan. The important thing is to establish recurring preventative maintenance
programs that provide some mechanism to prevent potential failures.
If the Borough lacks sufficient staffing capacity, technical expertise, or equipment to achieve a
project on the work plan, it should explore contracting for services. Where appropriate, the
engineer should group similar projects together into a single bid and assist the Borough with
identifying appropriate revenue sources to pay for the project, as well as guiding the procurement
and vetting process. This practice will help to maximize project dollars and ensure that the
Borough has a third party expert to advocate on its behalf.
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Some projects will require capital investments in infrastructure, vehicles, and equipment. Where
major expenditures are required, the engineer should collaborate with the Streets Foreman and
Borough Manager to secure funding as part of the Borough’s regular capital budgeting process.
Recommendation 17: Expand street maintenance tasks to include additional preventative
maintenance programs.
Transportation infrastructure maintenance is a prime example of a year-round public works
function which currently suffers due to a focus on seasonal activities. The Borough currently
maintains approximately 13.78 roadway miles of streets. Approximately 10.85 miles (79%) feature
bituminous asphalt pavement, with the remaining roadways consisting of gravel or brick/block
pavers.
The Borough does not currently utilize an active preventative maintenance program for streets,
but engages in cold patch activities to repair streets and cracked pavement. Cold patching is
performed as issues arise and staff are available. While these efforts are useful for filling potholes
and small areas of asphalt, cold patching is not effective over large surface areas and is more
susceptible to weather and wear than other patching techniques.
In order to maximize pavement life, it is important to establish a broader maintenance program
that involves more advanced, longer-lasting preventative maintenance activities. This program
work plan should be created by the Borough Engineer with input from the Streets Foreman as
part of the Department’s work planning process. The engineer should provide street condition
ratings utilizing the Pavement Condition Index (PCI) to assess the structural soundness of
pavement and its resistance to degradation.
The PCI system consists of a visual inspection of the road surface to evaluate the quantity and
severity of distresses in the pavement. This information is entered into a pavement rating program
which compares field measurements and establishes a PCI number (0-100) which is a
comparative rating to new pavement (PCI 100). The resulting information allows organizations to
quickly assess the overall condition of roadways and prioritize maintenance and repair plans.
While new pavement deteriorates slowly at first, degradation increases rapidly after approximately
seven years of age. Other factors (such as heavy use, weather, and surface treatments) may also
accelerate deterioration. The following figure illustrates typical pavement condition patterns
relative to the pavement’s age.
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Figure 11: Pavement Condition to Age Curve 3

As illustrated by the figure above, establishing preventative maintenance programs for paved
surface areas is key to extending pavement life and minimizing costs associated with
maintenance and repairs. It is generally less expensive to proactively preserve and maintain
pavement than to defer maintenance, because deferring maintenance usually results in more
expensive repairs (such as complete reconstruction) later on.
By creating a more advanced preventative maintenance program, the Department will be able to
more effectively allocate staff hours to performing preventative roadway maintenance and
maximize the useful life of repaved roadways. This will help refocus staff attention on protecting
infrastructure assets and save money over the long term. As preventative maintenance activities
are completed, they should be continually re-added to the Borough’s work plan and contracted
service plan in order to effectively budget for maintenance in future years. This will prolong the
life of the pavement and delay the need to reconstruct the street again.
It is important to note that this initiative will require an investment in both equipment and training.
The following provides an example of basic pavement maintenance equipment along with
estimated costs:

3

USDOT Pavement Preservation Compendium II, Principles of Pavement Preservation: Definitions, Benefits, Issues,
and Barriers. United States Department of Transportation.
http://www.fhwa.dot.gov/pavement/preservation/ppc06.pdf
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Table 9: Pavement Maintenance Equipment – Estimated Costs
Pavement Maintenance Equipment
Pavement Saw

Estimated Cost
$1,800

Pavement Milling Machine

$130,000

Infrared Temperature Gun

$100

Asphalt Distributor

$16,000

Asphalt Recycler/Pugmill

$60,000

Crack Seal Kettle

$22,000

Asphalt Paver

$90,000

Miscellaneous Squeegees and Brooms
Total

$2,000
$321,900

While this estimated cost serves as a useful starting point, there are opportunities for the Borough
to achieve some cost savings on pavement-related equipment. The State of Pennsylvania
Department of General Services coordinates several contract efforts which could provide cost
savings opportunities for the Borough. Foremost among these is statewide contract, which
involves the purchase of construction/heavy duty power equipment. Suppliers included in this
contract provide discounts off the list purchase price of construction equipment, including
equipment related to asphalt paving indicated above. Discounts range from 3% to 25% of the
bidder’s listed price. When procuring this equipment, the Borough should coordinate closely with
its engineer and the Department of General Services to identify the most cost-effective equipment
which will meet its infrastructure needs.
Once pavement equipment is procured, employees will require training on its proper use and the
handling of materials involved with the equipment. This training should encompass safety-related
features (as discussed in Recommendation 22), as well as professional development training on
hot patch, crack sealing, and chip seal best practices. These trainings are available through
regional and national professional associations, such as the American Public Works Association
(APWA).
Recommendation 18: Utilize Liquid Field Tax revenue to fund debt service for
transportation infrastructure repairs.
Revenue is an important consideration for any ongoing maintenance program and street
maintenance is no exception. The Borough participates in the Pennsylvania Liquid Fuels Tax
program which is a distribution of State liquid fuels tax money to counties and municipalities based
on the jurisdiction’s population and the lane mileage of roadway it must maintain. Over the past
historical analysis period, the Borough has received an average of approximately $72,600 each
year from this program. The following figure illustrates actual liquid fuels tax revenue from FY2010
to FY2015.
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Liquid Fuels Tax Revenue
$82,000.00

$80,050.12

$80,000.00
$78,000.00
$76,000.00
$74,000.00
$72,000.00

$74,838.57
$72,676.70

$71,839.22

$70,000.00

$68,562.64

$68,000.00

$67,447.03

$66,000.00
$64,000.00
$62,000.00
$60,000.00

FY2010

FY2011

FY2012

FY2013

FY2014

FY2015

Figure 12: Liquid Fuels Tax Actual Revenue, FY2010-FY2015

According to the Pennsylvania Department of Transportation (PennDOT), this revenue source
may be used by municipalities for roadway improvements, including “Bank loan and bond issues
used exclusively for highway/bridge purposes including payment of interest and sinking fund
charges.” 4 It is appropriate for the Borough to leverage these funds for roadway maintenance and
repair, and to use these funds to pay for debt service associated with such repairs, as long as
expenditures from the fund involve only acceptable roadway expenditures. PennDOT publishes
a policies and procedures manual regarding the administration of liquid fuels tax revenues, which
includes examples of acceptable and unacceptable uses of liquid fuels tax funds.
Based on these existing revenue sources, it is appropriate for the Borough to finance roadway
repairs using Liquid Fuels Tax revenues as a payment source for any bonds issued. Importantly,
these funds can be used to finance a one-time major upgrade of the Borough’s streets, which can
be sustained for many years through the regular preventative maintenance program.

Stormwater Infrastructure Maintenance
Recommendation 19: Commission a stormwater utility rate study.
The Borough is responsible for maintaining stormwater and flood control infrastructure, including
three pump houses used to remove runoff from the ridges and mountains surrounding the
community. During rain events, the pump houses remove water runoff and prevent levies from
backing up and overflowing. Maintaining the pumps and generators inside these pump houses is
critical in order for the Borough to comply with the latest floodplain maps issued by FEMA. Failure

Pennsylvania Department of Transportation. POLICIES AND PROCEDURES FOR THE ADMINISTRATION OF THE
COUNTY LIQUID FUELS TAX ACT OF 1931 and Act 44 of 2007 AND THE LIQUID FUELS TAX ACT 655 DATED 1956 AND
AS AMENDED. http://www.dot.state.pa.us/public/PubsForms/Publications/Pub%209.pdf
4
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to do so may result in significant increases in flood insurance premiums for residents and business
located on the riverfront.
While the Borough will achieve a greater understanding of its stormwater infrastructure after the
asset inventory and condition assessments are completed, it will be necessary to identify
appropriate funding sources for stormwater maintenance and repair, especially as it relates to the
Borough’s existing stormwater pump houses.
The Borough has historically pursued grant funding opportunities to maintain this stormwater
infrastructure, but this is an unpredictable revenue source for a recurring need. In order to ensure
adequate and appropriate funding for stormwater infrastructure, the Borough should consider
implementing a stormwater utility fee. This fee would provide dedicated funding for stormwater
operations, maintenance, and capital expenses, specifically including leaf collection, street
sweeping, and stormwater pump house maintenance and repairs.
Stormwater utility fees are typically computed based on the amount of impervious surface area
on a given property parcel. Impervious surface area prevents stormwater from being absorbed
into the ground and creates runoff, which increases the amount of water the stormwater system
must convey away from the community. Parcels with large impervious surface areas generate
more runoff, and thus pay a higher amount in stormwater utility fees.
A common approach for determining fee structure is to determine the average impervious surface
area on a typical residential lot, otherwise known as an Equivalent Residential Unit (ERU). The
amount of impervious area on each parcel in the community is then computed in terms of ERUs,
and a flat fee is assessed per ERU. As with other municipal utility operations, revenues received
from the stormwater utility must be dedicated to the operations and maintenance of the
stormwater system.
This system creates a reliable income stream dedicated to maintaining and improving the
Borough’s stormwater system. It will provide consistent income from year-to-year in order to pay
for stormwater operations (such as street sweeping, catch basin cleaning, and leaf collection), as
well as debt-funded improvements to stormwater-related infrastructure (such as the pump
houses).
Stormwater utility fees enacted at the Borough level in Pennsylvania are not unprecedented. The
Borough of Ebensburg in Cambria County passed a stormwater utility fee ordinance in July 2014,
which is attached to this report as Appendix A. The Ebensburg stormwater utility fee assesses a
charge to property owners based on impervious surface area, similar to the method described
above.
The Borough of Chambersburg in Franklin County also utilizes a stormwater utility fee to fund the
maintenance and management of the Borough’s stormwater infrastructure. This fee was
implemented in 2015 and uses a flat rate structure of $3 per month ($36/year) for each sanitary
sewer connection on a property. The Borough plans to implement an ERU assessment on
individual properties in future years.
Prior to implementing a stormwater utility fee, it is recommended that the Borough work with its
contracted engineer to commission a stormwater utility fee rate study. The goal of this study is to
identify the full extent of the Borough’s stormwater assets and outline a service level for
maintaining them. Once these prerequisites are defined, the rate study will examine various
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implementation methods regarding a stormwater utility fee and determine which method is most
applicable and beneficial to the Borough.
If implemented, a stormwater utility fee will provide the Borough with significant advantages,
including a dedicated funding source for stormwater improvements which is independent of
outside constraints, such as a lack of available grant funding. With a dedicated, reliable source of
income, it will be possible for the Borough to craft and implement a stormwater management plan
that protects the Borough’s infrastructure and its residents from dangerous runoff and flood
conditions and limits the potential cost impact of a permanent expansion of the 100-year flood
plain.

Fleet Management
Recommendation 20: Implement a proactive preventative fleet maintenance program.
Currently there is no set preventative maintenance program in place for Borough vehicles and
equipment. Streets Department staff currently conduct basic fleet maintenance activities as time
allows, including checks of oil and fluid levels, washing trucks, and other minor maintenance.
When vehicles break down, they are sent to an outside repair shop. This approach is
characteristic of a reactive maintenance program, where maintenance is primarily performed in
response to mechanical malfunctions.
There are significant costs associated with this approach, including increased equipment
downtime, additional expenses associated with contracting for maintenance, and inefficient use
of staff resources. Vehicles and equipment often break down when they are needed, which
interrupts staff work and may force the Department to idle or reassign workers.
While it is appropriate and commendable for staff to conduct minor maintenance activities as they
are able, the Department would benefit from a more robust, proactive preventative maintenance
program. A preventative maintenance program is a systematic method of planned, proactive
vehicle inspection along with servicing and repairs performed at specific intervals, according to
timelines specified by the manufacturer. The purpose of implementing a preventative
maintenance program is to prevent system failures and prolong the useful life of vehicles and
equipment. This approach depends on the systematic inspection, detection, and correction of
failures either before they occur or before they develop into major defects. Successful
preventative maintenance programs can extend the useful life of equipment by 20% or more and
result in decreased operating and maintenance costs over the life of an asset. As a best practice,
the Borough should target a balance of 70% preventative maintenance and 30% reactive
maintenance for all its vehicles and equipment.
A functioning preventative maintenance program requires the components listed in the table
below to be successful.
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Table 10: Preventative Maintenance Program Components
Component

Purpose

Elements

Operator Roles and
Responsibilities

Define expectations for
operators

Daily equipment checklist inspections,
safe operation of equipment

Employer
Responsibilities
Preventative
Maintenance
Scheduling
Vehicle/Equipment
Inspection and
Diagnosis
Reactive Maintenance
Processes
Fuel System
Management
Outcome and
Efficiency
Measurement
Fleet Replacement
and Life Cycle
Management

Define expectations for
employers
Create regular maintenance
touchpoints for all equipment

Provide adequate equipment training

Create logs of equipment status
and maintenance history

Regular scheduled inspection of all
major equipment systems

Streamline process for handling
equipment failure
Maximize fuel savings and
efficiency
Data collection and replacement
analysis

Service level agreements with third-party
contractors
Effective work planning and optimal
equipment performance
Records indicating equipment status,
performance, and repair costs

Evaluate equipment to
determine whether replacement
is warranted

Analysis of equipment age, utilization,
type of service, reliability, costs, and
condition

Quarterly and annual maintenance
targets

Implementing a comprehensive preventative maintenance program will require fostering a culture
oriented toward detailed recordkeeping and will require training to ensure that laborers are wellversed in mechanical maintenance and troubleshooting. As positions in the Department turn over,
it is also appropriate for the Borough to reclassify an existing Streets Laborer position as a
Laborer/Mechanic position in order to attract and retain individuals with the necessary skills to
grow and develop the internal preventative maintenance program.
Recommendation 21: Develop a contract with the current fleet contractor that defines
maintenance schedule, performance expectations, and metrics.
The Borough relies on a third-party mechanic to perform advanced vehicle repair and
maintenance services. This is an appropriate use of outside resources to secure services Borough
staff cannot provide directly and is important to ensure fleet vehicles function properly with
minimal downtime.
As the Borough expands its fleet and equipment maintenance capabilities, it is important to clearly
define the working relationship between the Borough and the existing outside maintenance
contractor. This should be done through the use of an established contract between the Borough
and the provider. The contract identifies parties to the agreement and describes terms, the scope
of work, renewal, termination, failure to perform, and fees.
In this case, the Borough should craft a contract with its current provider which addresses
elements of the preventative maintenance program which Borough staff cannot reasonably
perform on their own. This includes performing reactive maintenance and emergency vehicle
repairs, as well as any preventative maintenance recommended by the manufacturer which the
Borough is unable to accomplish. The contract should specify which assets will be submitted to
the contractor for preventative maintenance work, the specific nature of the work involved, when
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work will occur, and how much the Borough will pay for the work (e.g., labor rates). Additionally,
the agreement should require the contractor to provide the Borough with appropriate
documentation for work performed in order to maintain adequate data collection about each
asset’s maintenance history and costs.
The goal of crafting a contract with the existing contractor is twofold. First, it more clearly defines
workload and performance expectations for the contractor and helps ensure the Borough receives
quality, timely, and consistent services. Second, a contract enables the Borough to achieve
maintenance goals it cannot perform on its own. As the Borough’s staff and capabilities develop
and its maintenance needs change, the contract should be updated.

Recommendation 22: Develop a vehicle replacement assessment methodology.
The Borough currently operates with an inventory of vehicles and equipment utilized by its Public
Works Department. As a best practice, vehicle and equipment inventories should list all of the
vehicles and equipment currently owned and operated by the Borough. The inventory should
include essential information about each asset, such as its make, model, identifying numbers
(VIN, serial, etc.), year of manufacture, year purchased, mileage or run time at of the time of
purchase, and purchase price. Importantly, the Borough has determined much of this information
for its vehicle and equipment assets, as shown in the following table.
Table 11: Current Vehicle and Equipment Inventory
Model
Dodge
Ford
GMC
GMC
Chevy
Mack
Tymco
Cub Cadet
John Deere
John Deere
Case

Year
2007
2002
1998
1998
1999
2012
1996
Not Available
Not Available
Not Available
Not Available

Make
Ram 3500
F-250
Sierra 2500
Sierra 1500
Silverado
Granite
Street Sweeper
LTX 1050
445
1575
580 M Turbo Backhoe

Mileage
36,902
109,033
105,685
77,501
95,486
58,328
20,333
Not Available
Not Available
Not Available
Not Available

Run Time (Hours)
Not Available
Not Available
Not Available
Not Available
Not Available
Not Available
Not Available
496
1,230
60
2,063

In addition to the information collected above, each asset should be given a unique identifying
number for tracking purposes. After all available information about the assets has been collected
and recorded on the inventory, the condition of each asset should also be assessed. A common
approach to assessing condition is to use an index evaluation process that assigns points based
on specific equipment factors. The following table illustrates an example of rating criteria for a
vehicle and equipment condition assessment.
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Table 12: Example Rating Criteria
Factor
Age
Miles/Hours

Points
1
1
1
1
1
2

Type of Service

3
4
5

Description
Each year of chronological age
For every 10,000 Mile of usage
For every 250 Hours of usage
For every year of life
Standard duties as equipped from factory
Standard duties when used with Attachments (Sickle Bar, Backhoe,
Brush hogs)
Multiple duties based on seasons (Snow, Mowing, Leaf Collection)
Extreme Duty in harmful Conditions (Dust, Landfill, Salt Loading,
Water)
Heavy Construction including Snow Plowing and Removal

Each asset should be assigned points based on the criteria above. Points across all categories
should then be totaled to compute an overall condition assessment score. A preliminary analysis
of assets in the Borough’s current Streets inventory is illustrated in the following table.
Table 13: Preliminary Condition Analysis Scores
Model
Dodge
Ford
GMC
GMC
Chevy
Mack
Tymco
Cub Cadet
John Deere
John Deere
Case

9
14
18
18
17
4
20
Not Available
Not Available
Not Available

Mileage/Run
Time Factor
4
11
11
8
10
6
2
2
5
0

Type of Service
Factor
3
3
3
3
3
1
1
1
1
1

Total
Points
16
28
32
29
30
11
23
3
6
1

Not Available

8

1

9

Make

Age Factor

Ram 3500
F-250
Sierra 2500
Sierra 1500
Silverado
Granite
Street Sweeper
LTX 1050
445
1575
580 M Turbo
Backhoe

The total score provides an indication of the equipment’s overall condition as well as whether the
asset should be replaced. Assets which score between 0 and 17 points may be considered to be
in excellent condition and do not require replacement. Assets with scores between 18 and 22
points are in good condition and should be reevaluated within one year. Assets between 23 and
27 points are in satisfactory condition and should be replaced if budgeted funds allow. Assets with
more than 27 points may be considered in poor condition and qualify for priority replacement.
Applying this scoring standard to the Borough’s existing equipment indicates that many of the
Borough’s trucks should be replaced as soon as practicable given their age, mileage, and service
role. Additionally, the Borough’s street sweeper is nearing critical replacement age as well.
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Using the inventory and condition assessment as described above will serve as an indispensable
planning tool for Borough operations. In addition to the initial condition assessment, maintenance
and repair data for each asset should be tracked as part of a proactive maintenance program
which in turn will inform decisions about when to replace each asset. When vehicles and
equipment have achieved the end of their useful life, replacements should be added to the
Borough’s CIP during the budget process along with other capital assets.
Recommendation 23: Create a Fleet Advisory Committee to provide input on replacement
vehicles and equipment.
As equipment and vehicles age, it is important to adopt an inclusive approach to developing
specifications for vehicle and equipment replacements. While the Borough has asked some
equipment operators about their needs in the past, this practice is inconsistent and, as a result,
the Borough has purchased some vehicles and equipment that do not fully meet operator needs,
creating work process inefficiency.
To secure feedback about equipment needs and experience, the Borough should establish a Fleet
Advisory Committee consisting of front-line Streets employees and other front-line Borough staff
who utilize capital equipment and vehicles. The purpose of the Fleet Advisory Committee is to
provide feedback on potential capital vehicle and equipment purchases prior to purchase.
Staff who utilize and work on the equipment should be consulted to determine what criteria are
most important in a replacement asset. Operators should be asked whether the old equipment
met their needs, whether the equipment possessed or lacked useful features, and whether
another type of equipment would be more useful or more readily meet their needs. Mechanic staff
should be asked whether certain makes/models of equipment are prone to failure or would require
additional considerations to adequately maintain, such as specialized tools or additional work
space.
After obtaining feedback from the Committee, the Borough Manager should develop
specifications based on feedback and business needs and identify the amount of funding
necessary to procure the equipment. This should be added to the following year’s budget as part
of the usual budget process in order to ensure the equipment can be replaced in a timely manner.
By including operators in the evaluation and replacement process, the Borough is more likely to
purchase capital assets which will meet staff needs and maximize efficiencies. In general, it is
better to purchase the highest quality equipment that meets as many operator requirements as
possible. Equipment that performs well and meets the needs of operators is more likely to be
treated well in the field, thereby extending its useful operating life. Utilizing a Fleet Advisory
Committee provides employees with a way to provide feedback on the vehicles and equipment
they use each day and creates a sense of ownership over procurement decisions, which in turn
creates greater respect for new equipment purchases.

Refuse Collection
Recommendation 24: Invest in standardized trash containers and automated tipping
equipment.
Currently, the Borough conducts refuse collection for all residential units using a 20 cubic yard
rear packing truck. This truck was purchased in 2011 for $143,901 and was financed with a loan
which will be paid off in October 2016. Using this truck requires three Streets Laborers, including
one truck driver and two trash pickers. This staffing arrangement is typical of manual refuse
collection operations.
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A primary disadvantage of the Borough’s current refuse collection program involves the manner
in which trash is placed at the curb. Currently, the Borough permits residents to place four trash
bags at the curb and asks residents to purchase tags for extra bags. In practice, Streets
Department staff typically collect whatever is placed at the curb aside from bulk items. This
practice creates inefficiencies because pickers must handle bags at each stop rather than a
standardized trash can. Because some sites will have more bags at the curb than others, the
amount of time spent at each stop can vary considerably.
Additionally, the practice of lifting heavy bags and other refuse places workers at greater risk for
strain, repetitive motion, and other workplace injuries. These injuries present cost liabilities to the
Borough in terms of workers’ compensation claims, lost productivity time, and reallocation of
responsibilities to other Borough staff.
In order to reduce the likelihood of workplace injury and standardize trash service, it is
recommended that the Borough invest in a hydraulic lift assist which can be retrofitted to the
existing trash packer. This device, known as a “tipper” or “flipper,” is used to grab standard trash
carts and empty the contents into the rear of the trash packer. Workers wheel the trash cart over
to the tipper, which clasps the cart, hydraulically lifts it from the ground, and empties the contents
into the truck.
Using a tipper involves far less strain on refuse collectors by eliminating the need to lift trash bags,
cans, and other receptacles off the ground and into the refuse truck. These containers are often
full of a variety of materials and can vary significantly in weight. Rather than lifting these items,
workers simply roll a standard trash cart over to the trash truck for emptying.
Additionally, utilizing a tipper and standard carts brings greater efficiency to the overall refuse
collection process. Distributing standard trash carts means residents will have a clearly defined
trash limit each week. This can encourage residents to divert recyclable materials from the regular
solid waste stream in order to maximize available space in their trash carts. A standard trash cart
also makes it easier for Streets Department staff to differentiate between acceptable and
unacceptable solid waste when enforcing disposal limits. If extra bags are placed at the curb
without a tag indicating the resident has paid for excess trash disposal, Streets Department staff
can (and should) leave the bags at the curb.
A third benefit to utilizing an automated tipper/flipper is the ability to reduce staffing related to solid
waste services. Because the tipper/flipper does heavy lifting, it may not be necessary to assign
two staff to ride the trash truck. Instead, the refuse truck can be staffed with one driver and a
laborer, who is responsible for pulling carts to and from the loader. This arrangement may allow
the Borough to reduce trash route staffing to two workers and reassign one Streets Laborer to
other duties, saving an estimated 624 labor hours each year that can be reallocated to core
infrastructure maintenance. It is important to note, however, that ultimate staffing needs will need
to be refined based on experience implementing the program.
Cost is the primary obstacle to providing enhanced solid waste service involving standard carts
and a tipper/flipper mechanism. It is necessary to purchase and install a tipper for the existing
trash truck as well as standardized carts for every refuse stop in the Borough. These costs may
vary widely depending on the type of tipper selected, labor costs associated with retrofitting
existing equipment, and the selection of compatible trash carts.
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It is recommended that the Borough develop an RFP describing its existing equipment and
desired solution in order to secure competitive bids. It is appropriate for the Borough to rely on
the services of a qualified third party to develop this RFP, such as the existing contracted
engineer. It is important to note that this cost likely cannot be effectively absorbed until the
Borough makes progress toward decreasing its reliance on refuse fee revenue to fund general
government operations (Recommendation 1).

Safety and Training
Recommendation 25: Implement a recurring safety training program.
Training is an important component of public works operations and enables employees to conduct
their work in a safe and effective manner. Training is most valuable when it occurs on a regular
basis, as this provides employees with multiple opportunities to interact with equipment and
rehearse proper safety protocols.
Existing opportunities for Borough employees to pursue training are limited and do not occur on
a regularly scheduled basis. This creates a situation where workers are unaware of proper safety
protocols and practices, and are thus more likely to injure themselves.
It is essential to provide adequate safety training and equipment to employees in order to prevent
workplace injury, minimize workers’ compensation claims, and reduce the Borough’s overall
liability. The creation of a comprehensive safety training program should constitute a priority goal
for the Borough, which should formulate a training program that exposes all Streets employees
to the Department’s vehicles and equipment and instructs staff in the proper use of these assets.
According to the APWA, it is a best practice to include safety training information which
corresponds to Occupational Safety and Health Administration (OSHA) standards. This
information typically consists of the following elements regarding equipment safety: 5
•
•
•
•
•
•
•

Specific content as required by regulation
Manufacturer's recommendations (as applicable)
Manufacturer's operations, service, and maintenance manuals (as applicable)
Overview of employer's written safety program, practices, and policies
Specific hazards related to a process, operation, vehicle, machinery, equipment,
etc.
Evaluation of employee's ability to understand and perform their assigned tasks
Employee access to a qualified trainer to explain technical material and employerspecific requirements

Various Pennsylvania chapters of APWA provide OSHA-certified instructors to conduct training
exercises for regional APWA members. For example, in March 2016 the Western Pennsylvania
chapter of APWA provided an Auto/Truck Lift Inspection and Safety program including a
demonstration of the proper use, operation, and maintenance of vehicle lift equipment. These
chapters, along with online APWA certification courses, provide unique opportunities for Streets
Department staff to receive instruction from experienced industry professionals. The Borough
should capitalize on the opportunity to train Streets Department staff by investing in training
activities such as these.
Safety Training and the Art of Compliance. APWA Reporter. April 2006.
https://www.apwa.net/Resources/Reporter/Articles/2006/4/Safety-training-and-the-art-of-compliance
5
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The responsibility for ensuring that employees conduct themselves in a safe manner in the field
will fall to the Streets Foreman, who should report any safety violations to the Borough.
Recommendation 26: Procure personal protective equipment for Borough employees.
Though asset inventory and age data for safety equipment was not available to assess the
condition of safety equipment in the Department, the Borough does not have a recurring
replacement program for safety equipment based on projected life cycle. In addition to creating a
comprehensive training program, the Borough should also budget for and procure sufficient
quantities of personal protective equipment (PPE) to ensure that Streets Department employees
have adequate protection while performing their duties. Currently, Streets Department staff
provide much of their own PPE, including hearing and eye protection, gloves, respirators, and
masks.
In most cases, OSHA requires employers to provide PPE including gloves, foot and eye
protection, protective hearing protection, hard hats, and respirators. 6 In order to effectively meet
this standard, the Borough should purchase appropriate safety equipment in sufficient quantities
so that it can be readily replaced if damaged or lost. Alternatively, the Borough should provide
Streets employees with an appropriate stipend which covers the costs of any protective
equipment they require.
In addition, the Borough should ensure employees utilize PPE in order to enhance worker safety
and prevent workplace injury. All employees should wear appropriate PPE for the activities they
undertake during a given day, and staff should not be permitted to engage in work activities if they
are not wearing the appropriate safety equipment.
Providing appropriate PPE not only protects the Borough from workers’ compensation claims and
other liabilities, but promotes a culture of workplace safety and decreases the likelihood of serious
and repetitive injury in the workplace.
The following table illustrates estimated costs of safety equipment which should be purchased by
the Borough to protect employees. These estimates reflect quantities sufficient to cover all Streets
Department workers, with additional purchases for consumables to serve as replacements should
equipment fail, wear out, or become lost.

6

https://www.osha.gov/dte/outreach/intro_osha/7_employee_ppe.pdf
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Table 14: Example Safety Equipment and Estimated Costs
Fundamental Safety Equipment

Unit Cost

Quantity

Total Estimated Cost

Safety Glasses

$30

10

$300

Leather Work Gloves (pair)

$15

20

$300

Ear Protection (Earmuffs)

$20

10

$200

Ear Protection (Ear plugs - box of 200)

$25

1

$25

Reusable Half-Face Respirators

$25

5

$125

Disposable Respirator Cartridges (pair)

$30

10

$300

Steel-Toe Boots

$80

5

$300

Total Estimated Costs

$1,550

The equipment list above is intended to protect the user’s vision, respiratory function, and limbs
from common workplace injuries. While the costs and quantities above are approximate, the
Pennsylvania Department of General Services (DGS) offers local governments discounted
procurement opportunities through the COSTARS program. COSTARS is a cooperative
purchasing program which allows eligible municipalities to leverage contracts negotiated by DGS.
Contract #8 - Maintenance, Repair, & Operation Equipment & Supplies ("MRO") contains
approximately 59 vendors who supply safety equipment including the above listed items. Before
procuring safety equipment, the Borough should identify specific safety needs that may extend
beyond the recommended gear indicated above, and determine the most cost-effective vendor
through the COSTARS program.
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Water Department
The Ford City Borough Water Department is led by a Certified Water Treatment Operator who
oversees the Borough’s water treatment plant, along with a full-time Laborer. An additional fulltime Laborer splits time at the Water Department and Streets Department, resulting in a total
Department staffing of 2.5 FTEs, as illustrated in the following organizational chart.
Water Treatment
Plant Operator
1.0 FTE

Laborer
1.5 FTE

Figure 13: Water Distribution Organizational Chart

The Water Treatment Operator is primarily responsible for overseeing the Department’s
operations and budget, and acts as a supervisor for the other two Water personnel. The full-time
Laborer is responsible for running the plant and associated water operations on days when the
Operator is not on duty supervising the plant. The split-time Laborer assists with water plant
activities on an as-needed basis and also performs meter readings for all water customers.
The water treatment plant operates seven days a week and pumps water for eight hours each
day. Staff currently report for duty at 4:00 a.m. and leave at 2:00 p.m. during the week, and
operate the plant from 4:00 a.m. to noon on the weekends. Weekend shifts are covered using a
rotating schedule, with each staff member working every third weekend.
The current plant is approximately 100 years old and uses chemical treatment to soften and purify
water sourced from three local wells. Finished water is stored in a 1.5-million-gallon reservoir
which feeds the Borough, as well as a 100,000-gallon elevated storage tank used to pressurize
water for residents who live at higher elevations. Average daily water usage in the Borough is
approximately 400,000 gallons.
Due to the existing facility’s age and treatment process, the Borough is not currently compliant
with existing water regulations. The Pennsylvania Department of Environmental Protection has
been working with the Borough over the last several years to modernize the existing facility in
order to achieve compliance. To update the facility, the Borough secured $3.2 million in funding
through the PennVest loan program as well as approximately $750,000 in infrastructure funding
from the Pennsylvania Department of Community and Economic Development (DCED).
These funds allowed the Borough to seek bids for the construction of a new water treatment plant
which achieves regulatory compliance while introducing a number of efficiencies. The new plant
will require an estimated staff of 1.5 FTEs per shift and will be capable of treating up to 720,000
gallons per day. Additionally, the new plant will be outfitted with radio meter reading technology,
which will enable the Borough to collect meter reads from all of its customers in minutes using
radio signals. This will eliminate the need to send staff to each customer meter. While remote
reading technology requires converting touch meters to radio meters, a portion of the project’s
funding is dedicated to new water meter installation.
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In addition to replacing the existing treatment plant, the Borough will use DCED grant funds to
restore and paint the existing water storage tank and restore an existing pump station and
emergency generator. Construction on the new facility and infrastructure improvements is
anticipated to commence in August 2016.
These upgrades represent the Borough’s firm commitment to providing quality water services and
infrastructure and are a commendable sign of investment in the community. While the Borough is
poised to make significant investments in its water system, additional opportunities exist to
safeguard these investments, maximize the useful life of the Borough’s water infrastructure, and
adequately plan and prepare for maintenance operations in the future.

Analysis and Recommendations
While the Water Department will embark on a major capital initiative in 2016/2017, there are
opportunities to streamline infrastructure maintenance and capital project coordination to ensure
the most impactful, full application of limited financial resources.

Infrastructure Assessment
In the short term, constructing a new water treatment facility and rehabilitating the water storage
tank will contribute significantly to increased efficiency in the Borough’s water distribution system.
While these infrastructure elements are highly visible, water mains and distribution pipes are
buried underground and represent an equally important component of efficient and effective water
service delivery.
Recommendation 27: Conduct an asset inventory and condition assessment of the water
distribution system.
A major indicator of overall water distribution health is a system’s water loss rate. The loss rate is
determined by comparing the amount of water pumped from the source to the amount of water
billed as indicated by water meters. If these numbers are similar, most of the water being
distributed through the system is passing through a meter, resulting in a customer charge. This
indicates a minimal water loss rate. If the difference between pumped water and metered water
is significant, this indicates a high water loss rate, meaning a large portion of water distributed
through the system is not passing through a meter and thus not generating a customer charge.
Unmetered water can be the result of several factors, including the lack of an installed meter at
connection points, malfunctioning meters, or leaks in the water distribution pipes themselves.
Water that cannot be traced to an unmetered connection point, such as a public drinking fountain,
is categorized as unaccounted for or lost.
According to the Borough’s 2015 annual water supply report, total metered water usage averages
approximately 263,929 gallons per day across all customers, while total unmetered usage
averages approximately 148,439 gallons per day. Of unmetered sources, the Borough reports
five known connections including one domestic customer and four public customers (fountains
and public restrooms). Collectively, these five unmetered connections utilize an estimated
average of 250 gallons per day. This means that an average of 148,189 gallons per day are
unaccounted for and represent overall water loss. This is a significant percentage (36%) of the
Borough’s overall water usage, as shown in the following figure.
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Average Water Usage (Gallons per Day), 2015

127,670 , 31%
148,189 , 36%

27,759 , 7%
4,123 , 1%
104,627 , 25%
Domestic

Commercial

Institutional

Other

Unaccounted For Water

Figure 14: Average Water Usage

Because the average daily water loss rate is significant, it is critically important for the asset
inventory and condition assessment to identify leakage points that may exist in the water
distribution system. Water lines that are leaking or have failed should be given priority placement
on the Borough’s CIP in order to reduce water loss as quickly as possible.
The Borough’s contracted engineer has played an instrumental role in assisting with the
development of the new water treatment plant and it is recommended that the Borough rely on
this engineering firm to assist with conducting the asset inventory and condition assessment.
Leveraging this relationship to obtain an asset inventory and condition assessment will capitalize
on existing knowledge and minimize confusion regarding the Borough’s current capabilities,
needs, and goals.
The engineer should provide the Borough with a thorough inventory of all water distribution
assets, including the new water treatment plant, well pump stations, and underground mains. This
inventory should indicate the location of each asset, its estimated age, and other pertinent
information such as the material used in pipe construction, the date the asset was installed and
most recently serviced (if known), and a map showing the location of each asset in the water
distribution system.
While conducting a thorough inventory, the engineer should also score each water distribution
asset using a rating scale to assess its overall condition. This can be accomplished using several
indirect methods, including thermal imaging and acoustic analysis, as well as direct excavation
and examination of pipes. The Borough should work closely with the engineer to determine the
most cost efficient and least intrusive method for analyzing the condition of its water distribution
assets.
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Capital Planning
Recommendation 28: Develop capital repair program for water distribution infrastructure
and coordinate project timing with street infrastructure repairs.
After completing the asset inventory and condition assessment, the Borough will possess new
information regarding the condition of the water distribution system, as well an indication of assets
in need of priority maintenance. While it is important to fix any leaking infrastructure as quickly as
possible, this will frequently involve making street cuts. Because these activities are inherently
destructive to streets and pavement, it is essential to coordinate water project timing with street
infrastructure repairs.
To accomplish this coordination, the Borough should evaluate needed street and water repairs
and determine whether repairs can be made to both systems in the course of a single project.
This will allow the Borough to open a street, repair water infrastructure, close and repair the street,
and conduct roadway repaving operations in a single, seamless process.
Timing capital improvements in this manner presents several advantages to the Borough. First, it
prevents the destruction of recently completed roadway repairs in order to reach water mains
below the street surface. This extends the life of the newly applied pavement. Second, performing
maintenance on both systems simultaneously reduces overall street closure time and creates
more efficient workflow for Borough staff and/or contractors hired to make repairs.
Finally, connecting water and roadway repairs in a single project will allow the Borough to utilize
water revenue sources along with General Fund sources to complete projects. While water
revenue cannot be used solely to fund road repairs, road repairs made as a result of performing
maintenance on water mains is an acceptable use of water revenue. In effect, this reduces
budgetary pressure on the General Fund by leveraging General Fund monies only for repairs that
cannot be covered by water revenue sources. This is particularly advantageous for large projects
which require issuing debt, because the availability of water funds backed by a separate,
dedicated revenue source potentially increases the variety and favorability of financing options
available to the Borough.
The CIP Committee should carefully weigh and consider the relative urgency of street and water
infrastructure repairs, and bundle projects together where appropriate in order to maximize
efficiency. These projects should be budgeted as part of the normal CIP process and evaluated
on an annual basis.
It is important for the Borough to rely on the competency and experience of a qualified engineer
when scheduling projects and examining the cost impacts of each project. If necessary, the
Borough should work with the engineer to identify changes to the current water rate structure that
will enable large projects to be accomplished in a timely manner.
Recommendation 29: Create an implementation and funding program for water system
improvements.
After developing a capital repair program for water infrastructure assets, the Borough should work
with its contracted engineer to develop a cost estimate and implementation program. This
program should estimate the cost of water-related maintenance in future years and determine the
most effective way of paying for infrastructure improvements.
While it may be possible to pay for water asset improvements by using cash capital funds, the
Borough’s existing water revenues present a dedicated funding source for future projects. By
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relying on these funds, the Borough can transparently connect water rates to the actual cost of
water services and maintenance. Because the Borough’s water infrastructure needs may be
significant, the Borough may be able to achieve greater cost efficiency by bonding water-related
projects, as determined by the Borough engineer. If issuing bonds is necessary to finance water
infrastructure improvements, the Borough should work with its contracted engineer to determine
how much debt should be issued and whether rate adjustments will be necessary to cover debt
service. The Borough should implement any rate adjustments necessary to ensure that water
revenues adequately cover any debt obligations associated with water projects.
The ultimate goal of the implementation and funding program is to accurately estimate the overall
costs associated with water projects and to secure reliable funding sources for those projects.
This allows projects to be scheduled during the usual CIP process and reduces the likelihood that
projects will be eliminated or rescheduled due to funding constraints. By determining total costs
and any rate increases needed to cover those costs, the Borough will ensure that its water rates
accurately reflect the actual cost of water services and maintenance, and protect these assets
from future degradation.
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Police Department
The Ford City Borough Police Department has been in a prolonged state of transition. At one
point, the Department provided 24-hour, seven days per week coverage, employing 12 full-time
officers. The number of full-time officers dropped to eight and, ultimately, to three circa 2006,
although as of 2010, the Department had as many as 20 officers on its roster including part-time
officers. In 2014, a three-member committee of Council members recommended that the Borough
disband the Department in order to save approximately $500,000 per year. Although the proposal
to disband was ultimately defeated, 24-hour coverage was discontinued in January 2015. All fulltime, unionized staff left the Department, followed by a period of uncertainty and limited patrol
coverage as its future was debated.
As of April 2016, the Department employed one full-time Chief of Police and six part-time police
officers, one of whom was recently promoted to the rank of sergeant. A seventh part-time police
officer worked two days per month. As of July 2016, the Department has increased its roster to
14 sworn officers. Staffing was augmented in response to a large number of drug overdoses in
order to provide at least minimal 24-hour/7-day coverage.
Clerical support has been provided by a part-time volunteer secretary, who recently retired. The
Department has hired a paid part-time Administrative Assistant who will work 25 hours per week
and perform clerical duties, including scheduling of court appearances, filing, and preparing
Uniform Crime Reports (UCR). None of the current employees are unionized or eligible for
benefits.
The Department provides all police services, including patrol, traffic enforcement, and
investigation of crimes, to a population of 2,991 in an area of 0.8 square miles. The Pennsylvania
State Police provides assistance in major incidents and responds to calls for service when Ford
City Borough officers are not on duty. Typical coverage has been two officers during the day shift
(the Chief 8:00 a.m. to 4:00 p.m. and a police officer (10:00 a.m. to 6:00 p.m.) Monday through
Friday; one officer on the evening shift (3:00 p.m. to 11:00 p.m.) Monday through Wednesday;
two officers on the evening shift (one 3:00 p.m. to 11:00 p.m.) and one (6:00 p.m. to 2:00 a.m.)
Thursday through Saturday; and one officer on each shift (8:00 a.m. to 4:00 p.m. and 3:00 p.m.
to 11:00 p.m.) on Sunday.
The Department is in a rebuilding phase at this time. The Chief of Police, who has been a parttime officer since 2010, was appointed on March 29, 2016. He is the only full-time employee. The
sergeant was appointed on April 11, 2016, and remains a part-time employee.
The current organization chart is shown below and assumes part-time staff work approximately
20 hours per week.
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Chief of Police
1.0 FTE

Administrative
Assistant
0.6 FTE

Sergeant
0.5 FTE

Police Officer
6.0 FTE

Parking
Enforcement Officer
0.5 FTE

Figure 15: Police Department Organizational Chart

Dispatch and E911 call-taking services are provided by the Armstrong County Department of
Public Safety, which operates a Public Safety Answering Point (PSAP) responsible for answering
911 emergency calls and dispatching emergency resources county-wide. The department reports
that it responds to an average of 155 calls per month – 130 received from County Dispatch and
25 called directly to Police Headquarters. The Pennsylvania State Police responds to
approximately 25 additional calls per month when officers are not available. Coverage is provided
by Troop D, from a barracks located at 130 Parkview Drive Extension, Kittanning.
Table 15: Annual Police Department Calls for Service
Year
2013 (6 mos.)
2014
2015

Number of Calls
1,338 7
2,212
1,583

Calls within the Borough handled by the Pennsylvania State Police increased during the period,
tracking the trend in Ford City Borough Police Department calls.
Table 16: Annual Calls for Service handled by Pennsylvania State Police
Year
2013 (6 mos.)
2014
2015

Number of Calls
18 8
62
307

Under Pennsylvania law, the Mayor of a Borough “shall have full charge and control of the Chief
of Police and the police force” and “may delegate to the Chief of Police or other officer supervision
over and instruction to subordinate officers in the manner of performing their duties.” 9 The
Department’s Guidelines/Standard Operating Procedures state that “the Chief of Police has
absolute command authority, as established by the Borough, as the Chief Executive and
Commanding Officer of the Department,” 10 citing an unbroken line of authority from the Mayor to
Call data provided for 2013 is for the period June 1 through December 31.
Call data provided for 2013 is for the period June 1 through December 31.
9
Pennsylvania Consolidated Statutes, Title 8, §1123, 1.
10
Department Guidelines, §1-02, paragraph III-B.
7
8
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the Chief of Police to members of the Department. The Chief “has the authority and responsibility
for management, direction, planning, staffing, performance, and control of the Police
Department…as designated by Pennsylvania Law.” 11
In addition to the sergeant, he directly supervises the Parking Enforcement Officer, who was
recently placed under the purview of the Police Department, and the Administrative Assistant.
The Chief serves as a Field Training Officer. Since no more than one additional officer is typically
assigned during the day shift, he also responds to calls for service.
In addition to routine duties, one part-time police officer serves as the evidence/property
custodian. Several officers are temporarily detailed to work with the Armstrong County Drug Task
Force as needed to conduct narcotics investigations. Two officers are firearms instructors, and
one is designated as a bicycle patrol officer. One officer is on the Department’s roster primarily to
serve as a firearms instructor, and does not routinely perform patrol duty.
All sworn members are assigned to uniformed patrol. There are no specialized units within the
Department. Rather, all duties, including investigations, are handled by patrol officers; three
officers are designated as investigators, and will handle the more complex cases. The
Pennsylvania State Police provides assistance and additional resources for major cases, such as
homicides, but the Ford City Borough Police Department retains jurisdiction and serves as the
lead agency.
The Administrative Assistant handles clerical tasks, including scheduling of court appearances,
preparation of Uniform Crime Reports, and filing. The Parking Enforcement Officer addresses
parking violations.
Police Headquarters is located in Borough Hall at 1000 4th Avenue. The Department also has
storage space for records and non-priority evidence in an annex across the street from Borough
Hall. Firearms training is conducted at a privately owned location, the Ford City Sportsmen’s Club.
The Department operates a fleet of four vehicles: one marked sedan, a 2016 Ford Police
Interceptor, and three unmarked sedans: a 2010 Ford Taurus, a 2009 Ford Crown Victoria, and
a 2004 Ford Crown Victoria. The vehicles are maintained by a local garage, with preventative
maintenance performed based on mileage. Approximately $6,000 is budgeted annually for vehicle
maintenance. There is no set replacement cycle for vehicles; most have been purchased from
prior owners.
The Department and the Borough did not provide data regarding overtime spending. However,
since there are no full-time employees other than the Chief, who does not receive overtime, there
are currently no overtime expenditures. The part-time employees also do not accrue sick leave
or vacation.
Crime statistics for the past three years are provided below. 12

11
12

Department Guidelines, §1-02, paragraph III-A.
2014 is the most recent year for which FBI Uniform Crime Statistics are published.
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Table 17: FBI Uniform Crime Reporting Statistics, 2010-2014
Type of Crime

2010

2011

2012

2013

2014

Murder

0

0

0

0

0

Rape

0

1

0

0

1

Robbery

1

2

0

0

4

1
2

4
7

6
6

4
4

2
7

Burglary

12

6

6

2

8

Theft

47

37

39

28

55

0

3

3

2

2

Arson
Total Property Crimes (without arson)

0
59

0
46

0
48

0
32

0
65

Total Crime Incidents

61

53

54

36

72

Violent Crimes

Aggravated Assault
Total Violent crimes
Property Crimes

Motor Vehicle Theft

Crime trends are graphically represented below.

Ford City Borough Crime Trends
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Figure 16: FBI Uniform Crime Reporting Statistics, 2010-2014

Violent crime has remained relatively stable. The increase in property crime is largely attributable
to a spike in thefts after a considerable reduction from 2011 through 2013.
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Analysis and Recommendations
The initial step in a review of a Police Department is typically an assessment of its staffing level.
Determining the correct staffing level for a police department involves analyzing a combination of
hard data such as population, calls for service, crime conditions, and traffic patterns, as well as
less easily defined criteria such as the needs, desires, and tolerances of the community, demand
for specialized functions or patrols, administrative and oversight requirements within the
department, and local tradition. It is challenging, particularly in light of fiscal constraints and the
need to ensure affordability of government services in the future. Municipal officials face the
challenge of staffing, equipping, and preparing police and other emergency response agencies to
be prepared for all possibilities – while funding them for the most likely probabilities.
It is important to note that a small Department has the same administrative obligations as a police
agency of any size. It is also important to ensure that supervision is adequate and consistent,
officers are well-trained, and appropriate investigative capacity is available.
Staffing levels should be sufficient to provide adequate backup for officers on patrol, and to enable
them to effectively carry out their duties. Since there are no specialized units, officers are expected
to engage in problem solving policing, investigations, and other tasks, as well as responding to
calls for service. Many tasks, such as follow-up interviews, narcotics investigations, execution of
warrants, taking suspects into custody, response to domestic violence incidents, vehicle stops,
and other high-risk activities, require the presence of more than one officer, both for safety and
for efficacy.

Data Collection
Recommendation 30: Enhance collection of data to inform decision making regarding
staffing, deployment, and operational effectiveness.
In a small police agency, it is important to maximize the resources devoted to the department’s
core missions: proactive patrol, response to calls for service, and investigations. However, there
is a sizeable administrative burden associated with the operation of a modern police department,
the importance of which cannot be understated. Training, scheduling and documentation thereof,
statistical analysis, updating of policies, evidence management, processing and review of reports,
preparation of cases for prosecution, legal updates, research and procurement of equipment,
records management and response to public information requests, hiring and retention of
personnel, and similar tasks beyond routine patrol have continued to increase in both volume and
importance. The “back office” operation of any law enforcement agency is not insignificant,
regardless of the size of the agency, and the liability that can accrue to a municipality that operates
a police department without satisfactorily addressing its administrative obligations can far
outweigh the benefit provided by a token police presence.
Data regarding basic indicators, such as number and types of calls for service; arrests and traffic
citations; hours utilized for training, court, administrative duties, and non-patrol duties such as
community relations efforts; sick leave and overtime usage; investigative caseload and clearance
rates; and response times is invaluable. It provides police and municipal administrators an
empirical basis for evaluating performance, making staffing and deployment decisions, and
submitting budget, grant, and other funding requests that are supported by facts. It enables
elected officials and other decision makers to make informed choices, and validates to residents
and businesses the return on their investment of tax dollars.
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Unfortunately, the data that was readily available from the Ford City Borough Police Department
was limited. This report is based on the information that has been provided, much of it verbally in
the course of interviews, and is therefore subject to that limitation.
A good deal of relevant data can be collected without unduly distracting resources from
operational responsibilities. The Department should structure a data collection mechanism that
maximizes the availability of information without unduly impacting patrol availability. The recent
addition of an Administrative Assistant to the staff provides the Department with a valuable
resource for gathering and tracking this information. Performance measures and workload
indicators designed to capture data with minimal impact on staff will be discussed later in this
chapter.

Staffing and Deployment
Recommendation 31: Establish clear staffing and deployment targets.
As noted, the Department has been in a state of transition, moving from a 24-hour a day/seven
day a week operation to one that fielded limited coverage on a random basis and was on the brink
of elimination. It is now in a re-building phase, but uncertainty lingers regarding its status and
future. The recent addition of six police officers reflects the variable nature of staffing in the
Department; less than three months ago, plans to add just two officers were only in the discussion
stage.
Although the Department consists almost entirely of part-time employees – only the Chief of
Police is full-time – officers need some degree of certainty regarding the status of their jobs. Many
rely on the Department for a substantial portion of their income, or work part-time jobs with multiple
agencies to approximate a full-time law enforcement career. They are not highly paid, and in the
current national climate, policing, even on a part-time basis, requires a level of personal
commitment higher than many other professions, and certainly higher than most part-time jobs.
In light of the uncertainty that has existed for several years about the future of the Department, it
is important that the Borough provide officers with reasonable expectations regarding the future
of the Department and their continued employment by establishing clear goals concerning the
Department’s structure.
In a full-time agency, staffing levels are typically determined based on a number of factors such
as dispatched calls for service workload, officer safety considerations, and coverage
requirements. These items can be converted into a formula to determine how many officers are
needed to consistently meet the International Association of Chiefs of Police (IACP) patrol target
that calls for officers to spend an average of 33% of their time on three key patrol duties:
1) responding to calls for service; 2) completing administrative duties and report writing, and;
3) conducting proactive policing activities.
The standard IACP patrol guideline does not readily fit the Ford City Borough Police Department
since the average patrol officer has duties, such as criminal investigations, that extend beyond
the three key patrol functions and, more importantly, since the operational staff is made up
completely of part-time employees. Instead, staffing becomes primarily a matter of determining
how many hours of patrol time the current budget supports. Any augmentation of patrol would
require additional funding.
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The most recent budget (FY 2016) allocates $65,000.00 for full time salaries, $184,821.00 for
part-time salaries, and $10,145 for benefits. 13 Since the Chief of Police is the only full-time
employee, the amount available for police officer salaries other than the Chief is approximately
$184,821.00. 14 If the additional fifty cents per hour compensation paid to the Sergeant is included,
assuming 30 hours worked per week, $184,081.00 remains.
The average police officer salary is $16.00 per hour. 15 Therefore, funding is available to staff
approximately 11,505 hours annually. To staff one patrol position 24 hours per day, 7 days per
week, requires 8,760 hours. At its current funding level, the Department has funding to staff one
patrol position around the clock, in addition to the Chief of Police working eight hour shifts five
days per week, with 2,745 hours – the equivalent of 1.3 full-time officers – left to augment the
schedule, or for extra duty assignments, emergency callouts, training, and any other needs.
Determining the optimal deployment of police officers relies on many factors, including funding,
peak workload hours, nature of the workload, whether it can be done by a single officer or requires
multiple officers for safety or efficiency, and community expectations. Many schedule
configurations are possible, including:
•

•

•

•
•
•

One police officer on all shifts; the Chief of Police working day shifts, 16 or as needed, five
days per week; a second officer working a “power shift” or as dictated by the Department’s
workload, five days per week; and an additional 657 hours allocated to meet operational
needs: no additional cost.
A single officer on all shifts, utilizing the Chief of Police as the patrol officer on the day
shift, Monday through Friday: 4,673 hours would be available annually – the equivalent of
2.2 full time police officers – to be utilized for additional police officer staffing, whether as
an additional officer on selected shifts or on a power shift during peak workload hours. 17
However, this limits the Chief’s ability to devote time to the supervisory and administrative
duties required of the position.
No coverage during the overnight hours, relying on the Pennsylvania State Police for
response to calls for service; one patrol officer and the Chief on day shifts, and two officers
on evening shifts: 2,585 hours – the equivalent of 1.23 full time police officers – would be
available for deployment as needed.
Two patrol officers (not including the Chief) on day and evening shifts, with no coverage
on overnight shifts: additional cost of $2,800.00.
Two patrol officers (not including the Chief) on day and evening shifts, and one officer on
overnight shifts: additional cost of $49,520.00.
Two patrol officers on weekend shifts, 4:00 p.m. Thursday through 12:00 midnight Sunday;
one officer on all other shifts. This is an extension of the coverage frequently deployed by
the Department emphasizing Thursday through Sunday coverage. Additional cost:
$2,288.00; if the Chief is factored into the schedule as the second officer on Friday’s day
shift, there would be no additional cost, and 209 hours would be available to meet
operational needs.

The FY 2015 budget allocated $119,089.47 for full-time salaries, $65,054.70 for part-time salaries, and
$32,024.82 for benefits.
14
This does not include the $10,145 budgeted for benefits.
15
Hourly rates: entry-level Police Officer - $15.35; Police Officer over two years’ service - $16.00; Sergeant $16.50; Chief of Police - $19.23.
16
This model does not fund coverage when the Chief is on vacation or other leave.
17
This model accounts for coverage by a police officer for four weeks of vacation or other absence by the Chief of
Police.
13
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Because sufficient data is not available to statistically assess the Department’s peak workload
hours, determination of the ideal deployment model is largely a policy decision, based on financial
constraints and local judgment regarding peak workload times. At this time, we recommend the
final model cited above: two patrol officers on weekend shifts, 4:00 p.m. Thursday through 12:00
midnight Sunday, and one officer on all other shifts. If the Chief of Police is considered the second
patrol officer on the Friday day shift, this model can be implemented within the Department’s
current budget. It augments staffing during traditional peak workload hours, but is sufficiently
flexible to allow for shifting of resources as workload patterns change. Although this limits the
Chief’s ability to devote his full time to the supervisory and administrative duties required of the
position, it does so only for one shift per week, at a time when a police officer is on duty to handle
the bulk of calls for service.
Recommendation 32: Maximize supervisory coverage.
The Department currently has two supervisors: the Chief of Police and the recently promoted parttime Sergeant. Review of recent patrol schedules indicates that on most shifts, the Sergeant
works different hours than the Chief of Police. This is sound policy and should be followed in order
to maximize supervisory coverage, particularly during hours when additional officers are on duty.
Recommendation 33: Establish a recruitment and retention program.
There are advantages to staffing a police department primarily with part-time police officers. It
provides a great deal of flexibility in scheduling and minimizes benefit costs. However, there are
disadvantages that must be considered, particularly in the areas of recruitment and retention.
Prior to being hired, candidates must attend the Police Academy and become certified as police
officers on their own time and at their own expense. They are required to pass a battery of tests
and a background investigation, and upon hiring they must pay for their uniforms and equipment.
Despite the requirements for appointment and the responsibilities associated with the job, salaries
are not high, ranging from the entry level rate of $15.35 per hour to a high of $16.00 after two
years of service. Part-time employees do not accrue leave time or receive benefits. They are paid
a flat fee of $15.00 for court appearances (many agencies in the region pay a minimum of three
hours’ salary).
As a result, many part-time officers use their jobs as stepping stones to larger or better-paying
agencies. Some work at full-time jobs in the private sector, or work part-time for other police
departments. The number of departments in the area utilizing part-time officers – municipalities
in Armstrong County employ only 22 full-time police officers but 67 part-time police officers 18 –
makes it a somewhat competitive marketplace, and the instability in the Department has had an
impact on staff morale.
The Borough should consider providing incentives to entry-level officers faced with the
considerable burden of purchasing their uniforms and equipment, such as issuing basic items or
providing an allowance for their purchase and maintenance. As noted above, the cost of basic
equipment, depending on the range of quality and cost, can easily exceed $1,800.00. 19 Even if
the Borough does not assume the cost of some or all of the equipment, it can model the practice
Pennsylvania Department of Community Economic Development,
http://munstats.pa.gov/Reports/ReportInformation2.aspx?report=MuniPolice_Excel
19
Examples: 2 short sleeved shirts - $40; 2 long sleeved shirts - $50.00; 2 duty pants - $60; winter jacket - $75;
equipment belt - $40; retention holster - $205; handcuffs and case - $45; magazine holders - $40; service weapon $600; body armor - $700.
18
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of other agencies that reportedly allow new officers to pay for their equipment through payroll
deductions.
Finally, in anticipation of the turnover that is common in part-time positions, the Department’s
recruitment and retention efforts should be ongoing, with the goal of always having candidates
ready for hiring as vacancies arise.

Personal Protective Equipment
Recommendation 34: Establish standards and purchasing protocols for body armor.
Officers report wearing outdated or poorly fitting body armor. This critical piece of protective
equipment should be mandatory, and vest specifications should be set by the Department. Body
armor is typically selected based on standards established by the National Institute of Justice 20
and the Department’s assessment of the best product to meet its needs. Vests are designed to
protect against specific rounds; for example, a Threat Level IIA is designed to defeat 9 millimeter
and .40 caliber bullets, whereas a Threat Level IIIA is designed to defeat .44 caliber or 9 millimeter
submachine gun rounds. Higher threat level armor is designed for protection against rifle rounds.
Selection of body armor involves determining the level of threat likely faced by officers versus the
tolerable level of comfort for daily wear. A community in a hot, humid climate, for example, may
need to choose a lower threat level than would be tolerable in a more temperate area. Body armor
should be custom fit. 21
The standard lifecycle for a vest is five years, largely because manufacturers’ warranties typically
run for that period. The Department should participate in the United States Department of
Justice’s Bulletproof Vest Partnership (BVP), a grant program that funds half the cost of body
armor on a five-year replacement cycle. Between 1999 and January 2016, the BVP has awarded
$412,000,000 to communities for the purchase of 1,253,593 vests.
The cost of body armor can vary significantly. A level II vest bought from a mail order supplier
may retail for $600.00, while a custom fit, high threat level model may cost $1,200.00, and of
course, pricing can vary in bulk transactions. A good quality Threat Level IIA vest can be found
for approximately $900.00. Assuming that BVP grant funds cover half the cost, equipping the
Department’s current 14 officers at $450.00 each would cost approximately $6,300.00. Using the
industry standard five-year replacement cycle, the annual cost of a planned vest replacement
program (not including the unpredictable cost of equipping newly hired officers) would be
approximately $1,260.00.
Recommendation 35: Standardize firearms and ammunition authorized for on-duty use.
Police officers purchase their own firearms, which are not currently standardized. Officers
currently use various makes of weapons in varying calibers including 9 millimeter, .40 caliber, and
.45 caliber. Although officers must be authorized before they can carry these weapons, and
regulations require that only approved ammunition be carried while on duty, there is no
established standard for type and caliber of weapon and ammunition.
The National Institute of Justice publishes general background information such as Selection and Application
Guide to Ballistic-Resistant Body Armor for Law Enforcement, Corrections and Public Safety: NIJ Selection and
Application Guide-0101.06, as well as evaluations of specific vests, test results, safety notices, and recall
information.
21
Vests should be custom fit to ensure adequate protective coverage, as well as comfort to promote wear. Male
and female vests also differ in model and design. Many vendors will provide fitting as part of the purchase.
20

The Novak Consulting Group
Strengthening organizations from the inside out.

Ford City Borough
Five-Year Financial Plan

Page 77

Calibers and configurations of ammunition have different characteristics, measured in terms of
velocity, distance, and stopping power. Some ammunition expands and stops on impact; some
are designed to penetrate walls. The ultimate decision point is their appropriateness for the
particular application, such as an urban or rural setting. It is in the Department’s and the Borough’s
interest to select a standard round based on well-reasoned criteria to limit liability in the
unfortunate event of a discharge.
Many agencies purchase and issue duty firearms to officers; others require officers to purchase
their own, but specify permitted makes, models, and calibers. At a minimum, the Department
should determine a single appropriate round for use by on-duty personnel, and specify one or
more weapons that are authorized for use.
Recommendation 36: Standardize deployment of less lethal weapons.
Staff reports that police officers carry less lethal weapons, such as pepper spray and batons, at
their option. The Department’s use of force policy, Section 2-04 of the Standard Operating
Procedures, sets forth guidelines for the use of physical force, handcuffs, liquid irritant agents,
batons/impact weapons, and firearms.
Consistency is important in the application of such policies, to avoid the criticism and potential
liability that might arise from a situation in which an officer, who has access to and the ability to
use intermediate or less lethal weapons but has elected not to carry them, must resort to the use
of deadly physical force.
Much the same as firearms, these devices should be deployed based on a well-reasoned use of
force policy, after adequate training, and consistently as a matter of practice. Instructor
certifications should be maintained.
In addition, a distinct policy regarding the use and deployment of electronic control devices
(commonly known by the brand name TASER), reflecting the most current developments in the
evolving law and technology regarding the devices, should be included in the Department’s
standard operating procedures.

Technology
Recommendation 37: Upgrade Police Department computers and servers.
Police Headquarters is currently equipped with three computers: one in the Chief’s office; one
donated to the Department circa 2011; and one believed to date back to 2000 which was used by
the part-time secretary.
In recent years, technology has taken an increasingly central role in policing. In addition to the
word processing and email applications that are critical to the daily operations of both public and
private sector enterprises, there are a number of federal, state, and local systems that are
essential to everyday activities. Calls for service are logged and police reports are prepared in
records management and computer aided dispatch (CAD) systems. Federal and state networks
are used for license plate, warrant, and identity checks by officers in the field. In many agencies,
resources are dispatched by computer. All parts of policing rely to some extent on technology; in
addition, many of these systems are secure networks that must be protected. Downtime must be
kept to a minimum.
The Borough should replace antiquated equipment and upgrade serviceable equipment to keep
pace with the constantly expanding role of technology in policing. In particular, the two aging
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desktop computers should be replaced, and at least one additional workstation should be installed
to enable multiple officers to work on reports when necessary. The approximate cost for purchase
and setup would be approximately $3,500. In addition, the status of any servers under the
Department’s control that are utilized to run state and federal databases should be evaluated and
any necessary updates made. Server prices vary from approximately $500 to $1,500 depending
on the need; installation and setup, if the services of outside vendors are needed, can cost $1,500
to $2,000.
Recommendation 38: Upgrade Police Department Mobile Digital Terminals.
There are no Mobile Digital Terminals (MDTs) in police vehicles for use in the field, although they
have reportedly been used in the past.
MDTs enable officers on patrol to receive calls for service and accompanying details by computer;
to conduct license plate and warrant checks from their vehicles without tying up radio air time or
awaiting the attention of a dispatcher who may be occupied with radio traffic from other units in
the county; to obtain alerts, wanted persons messages (BOLOs) with accompanying photographs;
and they provide the tactical advantage of a means of communication other than the radio, where
messages may be overheard by criminals monitoring scanners. They also provide officers with
the ability to complete reports from patrol vehicles rather than returning to Police Headquarters,
reducing time spent off patrol. The Borough should allocate funding for the implementation of
MDT technology in patrol vehicles.
Recommendation 39: Upgrade the Records Management System (RMS).
The Department currently uses a web-based Records Management System known as “XPIDTR”
at a cost of approximately $500 per year. Although the price point may be attractive, the system
is not compatible with Armstrong County’s Computer Aided Dispatch and Records Management
Systems (CAD/RMS). County dispatch sends information regarding calls to officers by means of
text message. The CAD/RMS entry must be created by the assigned officer, who does not have
access to a mobile computer. In addition to requiring double entries regarding the same call, this
delayed data entry affects the accuracy of recording the times of receipt and disposition of calls,
and limits the ability to retrieve useful and accurate data regarding important performance
measures such as response time, service time, and disposition of calls.
The Borough should allocate funding for migration to a system that interfaces with the County
CAD/RMS and more effectively meets the Department’s needs.

Training
Recommendation 40: Ensure that adequate training is funded and conducted.
§203.52 of the Pennsylvania Code establishes in-service training requirements mandating that
police officers pass an annual firearms qualification, maintain first aid and CPR certification, and
complete at least 12 hours of academic training as determined yearly by the Municipal Police
Officers Education and Training Commission (MPOETC). Much of the academic training is done
online.
Records were not provided to allow for a full assessment of the Department’s in-service training
program. Anecdotally, however, it was reported that training opportunities beyond the minimum
requirements were generally not available due to funding and staffing constraints. That is
supported by a review of the Department’s historical expenditures for FY 2010 through FY2015,
which reflect no spending in the “Police Training” line.
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It is critical, as a matter of risk management, that all sworn personnel receive their annual
mandated training. It is also important, as a matter of staff development and operational
effectiveness, that an appropriate level of training beyond the baseline requirements is made
available.
The Borough and the Department should ensure that adequate funding is not only made available,
but that it is spent to provide training that not only meets annual requirements but contributes to
the development of a well-trained and motivated workforce.

Community Relations
Recommendation 41: Implement and document a proactive community relations program.
It appears that formal community relations efforts are limited to an annual “Bike Day” and station
tours for children in the Head Start program. There is no indication of anything other than a
positive relationship between the Department and the community. However, regardless of the
size of the community and the Police Department, formalized community outreach is a priority in
the current climate.
The Department should ensure that it engages in a proactive community relations program, and
that its efforts in that area are tracked and documented. Formal programs like “Coffee with a Cop,”
outreach to senior citizens’ organizations, school visits, crime prevention surveys, and assisting
in forming neighborhood watch organizations can be valuable means of promoting interaction with
the community. Less formal activity such as periodic foot patrols or “Park, Walk, and Talk”
assignments can provide valuable and appreciated high visibility patrol.
The Department should also ensure that all members receive recurring training regarding the use
of force and the importance of eliminating bias from policing. In the current national climate, it is
in the Department’s interest to ensure that training in this area is done and documented on a
continuing basis. Training can be developed within the agency or an independent facilitator can
be used – many social or religious organizations offer programs. Whatever the source, training
should be an ongoing practice.
Tracking community relations activity is a valuable means of documenting the Department’s
relationship with its community, and its ongoing efforts to maintain and improve that relationship,
should it be called into question.

Police Regionalization
Recommendation 42: Explore consolidation or contract services with regional police
departments.
Merger of small agencies, or entering into inter-municipal agreements for police services, is not
uncommon in the Commonwealth of Pennsylvania. The nearby Borough of New Bethlehem, for
example, provides services to eight other boroughs. There are efficiencies to be gained from
consolidation of services.
A smaller Department bears the same administrative burdens as its larger counterparts.
Consolidation offers an opportunity to combine administrative tasks – training, scheduling,
evidence management, etc. – into one functional area, and to combine patrol resources in a way
that maximizes staffing and enhances coverage and emergency response capacity. Merger of
small departments can provide a level of supervision that cannot be sustained in separate smaller
agencies. It also provides an opportunity to consolidate personnel and equipment.
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Under a contracted services model, a Borough essentially disbands its police department and
negotiates a desired level of service and an associated fee with the providing municipality. The
fee normally includes all associated costs, factoring in salary, vehicle and equipment expense, an
appropriate portion of training and other administrative expenses, and an administrative fee. The
benefit to the contracting community would be reduction of the costs and elimination of the
workload associated with the operation of a police department in return for a set level of service.
For the service provider, the arrangement should at a minimum break even, but realistically should
be negotiated so that some revenue or other benefit accrues to the municipality.
For a contracted services model to work effectively, the providing jurisdiction’s resources have to
be increased as necessary to meet the demands of the negotiated agreement, enabling it to
maintain or increase its current level of service to its residents while supplying the agreed upon
level of service to the contracting party. Within that framework, the contracted services model may
take almost any form acceptable to the parties.
There are clearly potential benefits to this arrangement, and it has been successful in many areas.
While cost savings are not always as extensive as anticipated, operational efficiencies can be
achieved and local government can be streamlined. Of course, this is a major change for a
township or borough, and like consolidation, requires strong support from elected officials and the
community.
Contracting for police services provides an opportunity for individual towns to streamline their
police operations without the creation of a full regional police department, potentially generating
savings but, more importantly, enhanced administration and operational efficiencies.
If Ford City Borough were to take the lead in regionalization, as it expands it may be necessary
to reconsider its staffing model. The Borough has made a policy decision to rely exclusively on
part-time personnel. As indicated in the discussion of recruitment and retention, there are
advantages to a part-time staff; it provides considerable savings in salary and benefit costs as
well as great flexibility in scheduling. However, there are advantages to having a core of full-time
officers, supplemented as needed by part-time officers. A core of full-time employees brings a
degree of permanence to a department and promotes retention not only by having a group whose
primary long-term employment will be with the Department, but also by providing an incentive to
part-timers who may aspire to full-time positions. It reduces scheduling conflicts by reducing
conflict between officers’ part-time jobs and their primary employment or other part-time work.
Full-time employees, who may be with the agency for the long-term rather than moving on to other
opportunities, are more likely to merit the investment in a higher level of training.
Being the lead agency in a regional police department, and especially being the provider of
contract services in a contract model, offers an opportunity for increasing the number of full-time
staff by sharing costs with the participating municipalities. It also increases the importance of
having that permanent full-time cadre. Cost sharing and service levels must be negotiated and
explicitly spelled out in inter-municipal agreements that create the regional or contract
arrangement.
Several potential candidates for consolidation/contract services have been suggested, including
Cadogan Township, Ford Cliff Borough, Bethel Township, Burrell Township, and Manorville
Borough. All have limited or no local police coverage, or have reduced or suspended coverage
due to financial concerns.
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The Borough should begin discussions with nearby jurisdictions to determine their level of interest
and to evaluate the potential for enhancing coverage and controlling cost through consolidation
or contract services. In addition, the Borough should consider applying for phase II EIP grant
funding to support a police regionalization study and implementation plan.
Recommendation 43: Pursue accreditation of the Police Department.
Accreditation – a process by which an outside agency evaluates and certifies an agency’s
compliance with specific operating standards – is a valuable tool for validating the proper
operation of a police department. It can also serve to reduce an agency’s insurance premiums
and can assist in defending against liability in civil litigation. The accreditation process provides a
framework to ensure that the Department is, and remains, in compliance with best practices in a
series of standards that cover critical operational and administrative areas. Periodic
reaccreditation assessments ensure ongoing compliance.
The Pennsylvania Law Enforcement Accreditation Program, administered by the Pennsylvania
Chiefs of Police Association, provides an opportunity for municipal departments to become
accredited at minimal cost. The Commission on Accreditation for Law Enforcement Agencies
(CALEA) offers the premiere nationwide accreditation program. Its standards are extensive and
there is somewhat more expense associated with the program.
Obtaining accreditation can be a challenging task for a police department, and requires leadership
and perseverance on the part of the Police Chief and key staff, as well as the support of the
Borough’s administration. In light of the current staffing level of the Ford City Borough Police
Department, it is not realistic to expect the Department to become accredited at this time.
However, as the Department completes its period of transition and begins to grow, particularly if
it expands by consolidating with or offering contract services to other agencies, accreditation
should remain as an agenda item for future action.
The accreditation standards published by the Pennsylvania Law Enforcement Accreditation
Program are a valuable tool even if the Department finds itself unable to formally pursue
accreditation. Since they provide comprehensive criteria for the operation of a law enforcement
agency, they should be used to guide the Department’s update of its standard operating
procedures, and periodically evaluating compliance with the standards is an effective way to
ensure that the Department is operating within sound and up-to-date guidelines.
Recommendation 44: Update the Police Department’s Standard Operating Procedures
Manual.
A review of the Department’s Standard Operating Procedures (SOPs) indicates that its rules and
procedures are comprehensive and address most major procedural areas. However, the current
version of the manual was adopted on March 20, 2008. It is due for an update to ensure that it
reflects current developments in law enforcement. While completing this task with its limited staff
is clearly a challenge, updating the Department’s policies, rules, and procedures is important to
the efficiency of daily operations; to protect the Borough, the Department, and its members from
legal liability; and to lay the groundwork for becoming an accredited agency at the appropriate
time.
Whether an agency is accredited or not, one tool to evaluate the quality of a department’s
procedures is to ensure that they meet relevant accreditation standards. Those standards are
extensive. The Pennsylvania Law Enforcement Accreditation Program has 132 standards,
although smaller agencies that do not perform certain functions are required to comply with less
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than 100 standards. They form a policy framework for a well-structured agency and can be used
as a tool to informally assess the Department’s status. As the Department reviews its existing
SOPs, priority should be given to implementing or updating the procedures listed in the table
below, which do not appear to be in place.
Table 18: Priority procedures for implementation/updating
Procedure

Key Guidelines

Mission Statement

•

A concise Mission Statement sets an overall tone for the agency

Arrest Processing
Guidelines
Body Armor

•
•
•

Driving Under the Influence (DUI) procedures and testing
Procedures and requirements for body cavity searches
Policy regarding mandatory wearing of body armor

Evidence Collection

•
•

Collection of DNA evidence
Seizure and preservation of computer evidence

Internal Investigations

•
•

Recording and investigating complaints of misconduct by members of
the Department
Recording and investigating civilian complaints of discourtesy
Employees' rights in internal investigation and during questioning

Child Welfare

•
•
•

Investigation of complaints of missing children
Child abuse/endangered child investigations
Child Protective Services laws and procedures

Legal Process

•

Service of civil processes

Response Guidelines

•
•

Responses to emotionally disturbed persons
Responses to motor vehicle accidents

Social Media

•
•

Guidelines for official department use
Guidelines for off duty/personal use

Mutual Aid

•

Proper procedures for providing and requesting assistance from other
agencies

Confrontation Situation
Guidelines

•

Identification procedures for police officers not in uniform

Domestic Violence

•
•

Enforcement of out-of-state protective orders
Investigation of incidents involving police officers

Secondary/Off-Duty
Employment
Fiscal/Cash
Management

•

Guidelines related to other concurrent employment

•

Accounting guidelines related to the proper use and disposition of
Borough financial assets

Freedom of Information

•

Overview of Freedom of Information Act (FOIA) and Right-to-Know
laws; procedures for responding to requests for information

Bias in Policing

•

Guidelines for elimination of bias in policing

Training

•
•
•

Training requirements for recruits
In-service training requirements for full-time and part-time officers
Maintenance of training records

Electronic Control
Devices (ECDs)

•

Deployment and use of electronic control devices (e.g., TASER). The
Borough utilizes a procedure for other less lethal devices, but ECDs
are not included in this procedure. As a best practice, ECDs should
have a distinct procedure relating to their use.
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Procedure

Key Guidelines

Use of Force

•

Requirements to obtain medical treatment for subjects of use of force

Records Maintenance

•
•
•

Recording incident reports and criminal complaints
Records management system
Records retention schedule

National Incident
Management System
(NIMS)

•
•
•

Compliance requirements
Training requirements
Adoption of NIMS and Incident Command System (ICS)

Victim/Witness
Assistance

•

Responsibility under the Pennsylvania Crime Victims Act

This is not intended to be a comprehensive list of all procedures required either for operational or
accreditation purposes. It is a recommendation regarding procedures that should be prioritized in
order to address potential gaps in policy, while also assisting the Department in meeting future
requirements for accreditation. All of them involve key aspects of police operations, and reflect
the significant administrative responsibility of contemporary policing that was discussed earlier.
Recommendation 45: Implement a performance measurement and reporting process.
As noted early in this chapter, the collection of data and performance measurements is important
to the success of any business or government entity, provided that the information tracked is
relevant to the operation of the organization. The Department should track the following indicators,
which will provide information that will facilitate informed decision making regarding funding,
staffing, deployment, performance of individual officers, and overall performance of the
Department:
Table 19: Example Performance and Workload Measures
Measure
Category
Calls for
Service

Specific Measure

Frequency

•

Total by category

Monthly

Response
Time
Service Time

•

Monthly

Narcotics
Activity

•
•
•
•
•
•
•
•
•

Average time from call receipt to the arrival of an
officer on scene
Average time spent on a call from receipt through
disposition
Total complaints received
Total investigations opened
Total arrests
Total seizures
Total filed
Total cleared
Total referred for investigation
Total criminal investigations initiated
Total traffic investigations initiated

Criminal
Complaints
Criminal
Investigations

•

Monthly
Monthly

Scope
Departmentwide and by
individual
Officer
Departmentwide
Departmentwide
Departmentwide

Monthly

Departmentwide

Monthly

Departmentwide and by
individual
Officer
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Specific Measure

Scope

•
•
•
•
•
•
•
•
•
•

By arrest
Unfounded
All investigative avenues exhausted
Exceptional clearance/other
Total criminal arrests
Total juvenile arrests
Total traffic arrests
Total DUI arrests
Total summonses issued
Total warnings issued

Monthly

Departmentwide and by
individual
officer

Monthly

Departmentwide and by
individual
Officer

Monthly

•
•
•
•
•
•
•

Total complaints
Accidents investigated
Accident injuries
Accident fatalities
Patrol Mileage
Total time assisting other departments
Total overtime hours (if full-time employees are
hired)
Call outs for emergency incidents
Hours at court hearings
Total sick days utilized (if full-time employees are
hired)
Number of events sponsored/attended
Number of meetings conducted/attended

Monthly

Departmentwide and by
individual
Officer
Departmentwide

•
•
•
Community
Outreach

Frequency

•
•

Monthly

Departmentwide

Monthly

Departmentwide

Monthly data should also be summarized annually. This provides the ability to assess
performance and identify both short-term and long-term trends. Data can also be collected by
requiring officers to complete a monthly activity report summarizing their activity in key areas,
such as vehicle stops and public contacts, for the previous period.
As a whole, these performance indicators will present a comprehensive picture of the
performance of the Department, as well as of individual police officers, in areas relevant to Ford
City Borough.
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Conclusion
The purpose of the Early Intervention Program is to establish short-term and long-term financial
and managerial objectives that will strengthen the fiscal capacity of the Ford City Borough
government. The Borough is fortunate to have a solid foundation upon which to develop additional
best practices and strategic priorities to maintain its firm footing.
It is important to note that the Borough government is to be commended for the significant value
that it has delivered to Borough residents under constrained budgets and steady reduction of
staffing resources. Staff involved in this review were committed to providing quality service to the
residents and business owners of the community and that commitment shows in the work that
they perform on a daily basis.
There are many areas across the Borough where the government performs well. The fact that the
Borough decided to undertake this study represents a strong commitment to learning and
improving. Using this report as a guide, Ford City can now further improve its operations and
services.
The recommendations included in this report were developed to build on the Borough’s foundation
of service to the community and further enhance the level of service and the efficiency and
effectiveness of operations. Implementation of these recommendations will take time and hard
work to be successful. The challenge to the Borough is to make the decision to implement needed
changes and to complete implementation. Given the Borough’s resource constraints, prioritization
of these recommendations and thoughtful, planned implementation are needed to ensure
resources are expended prudently.
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Attachment A: General Fund Revenue and Expense Projections
FY16 Budget

FY17
Projected

FY18
Projected

FY19
Projected

FY20
Projected

FY21
Projected

Taxes and Fees

672,320

681,120

690,272

699,790

709,689

719,984

License, Permits, and Fines

153,142

153,142

153,142

153,142

153,142

153,142

130

130

130

130

130

130

82,960

82,960

82,960

82,960

82,960

82,960

468,800

468,800

468,800

468,800

468,800

468,800

96,948

96,948

96,948

96,948

96,948

96,948

1,474,300

1,483,100

1,492,252

1,501,770

1,511,669

1,521,964

FY16 Budget

FY17
Projected

FY18
Projected

FY19
Projected

FY20
Projected

FY21
Projected

General Governmental

252,878

251,032

254,518

258,076

261,708

265,475

Public Safety

358,870

374,372

381,306

388,379

395,593

402,953

Streets/Sanitation

151,925

154,450

155,967

157,515

159,093

160,702

Street Department

334,756

250,632

255,065

259,588

264,203

268,910

Recreation-Culture

19,382

19,784

20,194

20,613

21,040

21,476

Community Development

50,225

34,276

34,966

35,669

36,387

37,119

Debt Service

31,740

-

-

-

-

-

Revenue Category

Investment
Federal, State, and Local
General Governmental
Other Revenue
Total General Fund Revenue
Expenditure Category
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Total General Fund Expenditure
Annual Surplus/(Deficit)
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279,213

282,870

287,526

292,280

297,132

302,085

1,478,989

1,367,416

1,389,543

1,412,119

1,435,155

1,458,720

(4,689)

115,684

102,709

89,651

76,514

63,244

Attachment B: Public Utility Fund Revenue and Expense Projections
Public Utility Fund Revenue
Water Revenue
Sewer Revenue
Sanitation Revenue
Landfill Revenue
Total Projected Revenue

Public Utility Fund Expense Category
Admin. Support Salaries and Benefits
Water Salaries and Benefits
Water Non-personnel
Water Debt Service
Sewerage Transfer Out
Sanitation Transfer Out
Landfill Transfer Out
Total Projected Expenses
Public Utility Fund Annual
Surplus/(Deficit)

FY16 Budget

FY17 Projected

FY18 Projected

FY19 Projected

FY20 Projected

FY21 Projected

754,130
641,500
440,000
9,000

774,590
641,500
440,000
9,000

774,590
641,500
440,000
9,000

774,590
641,500
440,000
9,000

774,590
641,500
440,000
9,000

774,590
641,500
440,000
9,000

1,844,630

1,865,090

1,865,090

1,865,090

1,865,090

1,865,090

FY16
Budget

FY17
Projected

FY18
Projected

FY19 Projected

FY20
Projected

FY21
Projected

64,794
193,297
288,150
200,600
640,500
440,000
9,000

70,492
190,545
291,180
200,827
640,500
440,000
9,000

71,902
194,360
294,270
201,058
640,500
440,000
9,000

73,340
198,252
297,420
201,295
640,500
440,000
9,000

74,806
202,222
300,633
201,536
640,500
440,000
9,000

76,303
206,271
303,908
201,783
640,500
440,000
9,000

1,836,341

1,842,544

1,851,090

1,859,807

1,868,697

1,877,765

8,289

22,546

14,000

5,283

(3,607)

(12,675)
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Attachment C: Minor Governmental Funds Financial Projections
FY16
Budget

FY17
Projected

FY18
Projected

FY19
Projected

FY20
Projected

FY21
Projected

Revenue

62,102

63,282

64,486

65,713

66,965

68,243

Expenses

62,102

62,102

62,102

62,102

62,102

62,102

Projected Surplus/Deficit

-

1,180

2,384

3,611

4,863

6,141

Cumulative Surplus/Deficit

-

1,180

3,564

7,175

12,038

18,179

FY16
Budget

FY17
Projected

FY18
Projected

FY19
Projected

FY20
Projected

FY21
Projected

Revenue

61,050

62,271

63,516

64,787

66,082

67,404

Expenses

61,050

61,050

61,050

61,050

61,050

61,050

Projected Surplus/Deficit

-

1,221

2,466

3,737

5,032

6,354

Cumulative Surplus/Deficit

-

1,221

2,466

6,203

5,032

11,387

Landfill Fund

FY16
Budget

FY17
Projected

FY18
Projected

FY19
Projected

FY20
Projected

FY21
Projected

Revenue

9,005

9,005

9,005

9,005

9,005

9,005

Expenses

9,005

9,005

9,005

9,005

9,005

9,005

Projected Surplus/Deficit

-

-

-

-

-

-

Cumulative Surplus/Deficit

-

-

-

-

-

-

Street Lighting Fund

Fire Equipment Fund
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Highway Aid Fund

FY16
Budget

FY17
Projected

FY18
Projected

FY19
Projected

FY20
Projected

FY21
Projected

Revenue

91,055

93,149

95,292

97,483

99,726

102,019

Expenses

1,380

1,380

1,380

1,380

1,380

1,380

92,435

94,529

96,672

98,863

101,106

103,399

FY16
Budget

FY17
Projected

FY18
Projected

FY19
Projected

FY20
Projected

FY21
Projected

Revenue

50,960

50,960

50,960

50,960

50,960

50,960

Expenses

53,597

54,723

55,872

57,045

58,243

59,466

Projected Surplus/Deficit

(2,637)

(3,763)

(4,912)

(6,085)

(7,283)

(8,506)

Cumulative Surplus/Deficit

(2,637)

(6,400)

(4,912)

(10,997)

(7,283)

(15,789)

FY16
Budget

FY17
Projected

FY18
Projected

FY19
Projected

FY20
Projected

FY21
Projected

Revenue

27,740

27,740

27,740

27,740

27,740

27,740

Expenses

25,103

25,630

26,168

26,718

27,279

27,852

Projected Surplus/Deficit

2,637

2,110

1,572

1,022

461

(112)

Cumulative Surplus/Deficit

2,637

4,747

1,572

2,594

461

349

Projected Surplus/Deficit
Cumulative Surplus/Deficit

Police Pension Fund

Borough Pension Fund
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Attachment D: 1-1 Meeting Framework
ROUTINE 1-1 MEETINGS
Purpose:

The primary purpose is to have dedicated time for intentional dialogue between
the Borough Manager and his/her direct reports.

Frequency:

Will vary – weekly, bi-weekly, some perhaps only monthly – has to fit manager’s
style

Method:

In person

Attendees:

The Borough Manager and key program staff/managers

Time:

Vary by department size and frequency: 60 to 90 minutes

Agenda 22 Framework:
Operational Performance
• Operational Issues
• Accomplishments
• Horizon – what lies ahead
Employee Performance
• Vacancies
• Employee performance issues
Financial Performance
• Discussion about notable expenditures or revenues (i.e. cost of recent snow removal,
storm clean-up, special event overtime, etc.)
• Revenue review (where appropriate)
Customer
• Citizen complaints/requests for service
• Follow-up items from elected body
• CMO referrals/Miscellaneous
Key Projects:
• Review projects assigned to the department, status, milestones, etc.
• Anything else

22

Note the department head is responsible for agenda preparation and note-taking
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Appendix A: Ebensberg, Pennsylvania Stormwater Utility
Ordinance
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BOROUGH OF EBENSBURG
ORDINANCE #612
AN ORDINANCE OF THE BOROUGH OF EBENSBURG, CAMBRIA COUNTY,
PENNSYLVANIA ESTABLISHING A FEE FOR SUPPORT OF A
STORMWATER MANAGEMENT SYSTEM
WHEREAS, the Borough of Ebensburg has constructed, owns, operates, and maintains,
and will continue to construct, own, operate, and maintain, an extensive public stormwater
management system to collect and manage stormwater to protect the health, safety and welfare
of its citizens; and
WHEREAS, the Borough desires to assess an equitable fee for all developed properties
that are connected with, use, are serviced by, or are benefited by such stormwater management
system to provide a dedicated funding source for the ongoing expenses associated with the
Borough's stormwater management system; and
WHEREAS, the Borough commissioned a Stormwater Conveyance System Analysis
Report, compiled by L.R. Kimball and dated September 2013; and
WHEREAS, the Borough commissioned a Stormwater Utility Rate Analysis Report,
compiled by L.R. Kimball and dated June 2014.
NOW THEREFORE, BE IT ORDAINED AND ENACTED by the Council of the
Borough of Ebensburg, County of Cambria and Commonwealth of Pennsylvania, and it is hereby
Ordained and Enacted:
Section 1. Title
This chapter shall be known and may be cited as the "Borough of Ebensburg Stormwater
Management System User Fee Ordinance."
Section 2. Statement of Findings
A.
The Borough of Ebensburg incurs costs to maintain an extensive public
stormwater system. The Borough's stormwater system includes underground pipes, conduits,
inlets, outfalls, culverts, catch basins, reservoirs and lake, flood control structures, gutters,
ditches, channels, detention ponds, public best management practices, public streets, curbs,
conveyances, appurtenances and drains (collectively the "Stormwater Management System").
B.
Inadequate management of accelerated stormwater runoff throughout a watershed
increases flood flows and velocities, contributes to erosion and sedimentation, overwhelms the
carrying capacity of existing streams and storm sewers, greatly increases the cost of public
facilities to convey and manage stormwater, undermines floodplain management and flood
mitigation efforts in upstream and downstream communities, reduces groundwater recharge and
threatens public health and safety.
C.
Inadequate planning and management of stormwater runoff throughout a
watershed can harm surface water resources by changing the natural hydrologic patterns,
accelerating stream flows (which increase scour and erosion of stream beds and stream banks
thereby elevating sedimentation), destroying aquatic habitat, and elevating aquatic pollutant
concentrations and loadings such as sediments, nutrients, heavy metals and pathogens.
D.
A comprehensive program of stormwater management is fundamental to the
public health, safety, welfare and the protection of the residents of the Borough of Ebensburg,
their property, resources and the environment in order to control items such as flooding, erosion
and pollution.

E.
Federal and State regulations (including those found at 40 CFR Part 122) require
the Borough of Ebensburg to implement and properly maintain a program of stormwater
controls. The Borough of Ebensburg is required to obtain a permit for stormwater discharges
from their separate storm sewer system under the National Pollutant Discharge Elimination
System (NPDES) permit. In compliance with such Federal and State Regulations, the Borough
enacted its Stormwater Management Ordinance, Ordinance No. 576, in June 2010.
F.
In an urban environment such as the Borough of Ebensburg, each property uses or
is in some fashion connected with, serviced by or benefited by the public Stormwater
Management System.
G.
Impervious surface is a primary characteristic of a property's generation of
stormwater and usage of the Stormwater Management System.
H.
The Borough of Ebensburg desires to establish fair and equitable user charges to
assure that each lot, developed parcel, building, and recipient of services within the Borough of
Ebensburg will pay its proportionate share of the costs of operation, maintenance, repair,
regulatory compliance, administration, replacement and improvement related to the Stormwater
Management System and stormwater services provided or paid for by the Borough of Ebensburg.
I.
The charges as determined herein are fair and equitable and are based upon the
following facts.
1.
A minimum fee per residential unit is reasonable; the basis for the
equivalent single-household detached residential unit of 2,830 square feet of impervious
surface was based on a statistical sampling of properties in the Borough of Ebensburg.
2.
The requirement that a property have a minimum 400 square feet of
impervious surface to be assessed a fee is reasonable based on the use of aerial
photography to determine impervious surface.
3.
The use of aerial photography and Geographic Information Systems (GIS)
analysis provides an accurate measurement for impervious surface.
4.
The standard charge for single-household detached dwellings is based on
the fact that there is not a great deal of variation in size and that on larger commercial and
institutional properties (non-single household detached properties), the opportunity to
control runoff in a meaningful way does exist and should be encouraged and
acknowledged.
Section 3. Definitions
A.
Words and terms used in this Ordinance and not given specific definition shall be
defined as set forth in applicable statutes of the Commonwealth of Pennsylvania or Ordinances
of the Borough of Ebensburg, if any, and shall otherwise be given their ordinary and common
meaning.
B.
For purposes of this Ordinance, the following words and terms shall be defined as
set forth below:
The Authority – The Ebensburg Municipal Authority
Developed Parcel - A parcel altered from a natural state that contains impervious surface
equal to or greater than 400 square feet. Excludes parcel adjoining a Single-Household Detached,
owned by the same owner, on which the only development is an impervious surface(s) that is an
appurtenant residential use that would customarily have been created on the adjoining SingleHousehold Detached parcel had the adjoining lot not existed and been owned by the same owner;
i.e. a garage, driveway, shed, pool, patio, etc. Also excludes cemeteries for human remains.
Equivalent Residential Unit (ERU) - The measure of impervious ground cover for a
typical single-household detached residential property used in assessing the fees for each parcel
of developed property, and which has been determined to be 2,830 square feet.
Impervious Surface - A surface that prevents or retards the infiltration of water into the
ground in a manner that such water entered the ground under natural conditions pre-existent to

development. Impervious surface (or area) includes, but is not limited to: roofs, additional
outdoor living spaces, patios, garages, storage sheds and similar structures, parking or driveway
areas (including pavement, concrete, pavers, brick, compacted aggregate), and any private streets
and sidewalks. Any travel areas proposed to initially be gravel or crushed stone shall be assumed
to be impervious surfaces.
Non-Single Household Detached (NSHD) - Any developed parcel not fitting the
definition of single-household detached. NSHD shall include, but not be limited to, attached
single-family houses, multi-family houses, townhouses and condominiums, apartments, boarding
houses, hotels and motels, churches, industrial properties, commercial properties, manufactured
home or mobile home parks, commercial and office buildings, storage areas, parking lots and
other impervious areas, parks, recreation properties, public and private schools and universities,
hospitals and convalescent centers, office buildings, government properties, and mixed-use
properties.
Operation and Maintenance - The associated costs of equipment and facilities, energy,
manpower, materials, transportation and services required to collect, convey, detain, pump and
transport stormwater; keep equipment, infrastructure, and facilities functioning satisfactorily and
economically; administer the Stormwater Management System; and shall include sums paid to
defray costs of the Borough of Ebensburg' s improvements to the Stormwater Management
System.
Owner - Any person, firm, corporation, individual, partnership, trust, company,
association, government agency, society or group owning real property in the Borough of
Ebensburg.
User Fee - Sums assessed, imposed and to be collected from each developed lot, parcel,
building or portion thereof which uses, benefits from or is serviced by the Stormwater
Management System or which discharges stormwater, directly or indirectly, into the public
Stormwater Management System, for the use of and the service rendered and improvement of
such system.
Replacement - The associated costs of obtaining and installing equipment, infrastructure,
accessories or appurtenances which are necessary during the service life of the Stormwater
Management System so as to maintain the capacity and performance for which said system was
designed and constructed and shall include costs associated with improvements to the
Stormwater Management System.
Single-Household Detached (SHD) - Developed parcel containing one (1) structure
which contains one (1) or more rooms with a bathroom and kitchen facilities designed for
occupancy by one (1) family and shall include single family houses, single family units,
manufactured homes, and mobile homes located on individual lots or parcels of lands.
Developed parcels may be classified as ' single-household detached' despite the presence of
incidental structures associated with residential uses such as garages, carports or small storage
buildings. 'Single-household detached' shall not include developed land containing: structures
used primarily for non-residential purposes; manufactured homes and mobile homes located
within manufactured home or mobile home parks; or other multiple unit residential properties
such as apartments, condominiums and town homes.
Stormwater Management System - The system of collection and conveyance, including
underground pipes, conduits, mains, inlets, culverts, catch basins, gutters, ditches, manholes,
outfalls, reservoirs and lake, flood control structures, stormwater best management practices,
channels, detention ponds, public streets, curbs, drains and all devices, appliances, appurtenances
and facilities appurtenant thereto used for collecting, conducting, pumping, conveying, detaining,
discharging and/or treating stormwater.
Stormwater - Water from a rain or snowfall event that flows across the land and
eventually into rivers, creeks, lakes, ditches and canals resulting in debris, sediment, pollutants,
bacteria and nutrients from sidewalks, streets, parking lots, and other impervious surfaces
washing into gutters, through storm drains, and eventually flowing into creeks and rivers.

Undeveloped Parcel - A parcel that does not meet the definition of developed parcel.
Includes cemeteries for human remains.
User - Any person, firm, corporation, individual, partnership, company, association,
government agency, society or group using, benefiting from or being served by the public
Stormwater Management System.
Section 4. Statutory Authority
A.
The Borough of Ebensburg is empowered to regulate these activities by the
authority of the Act of October 4, 1978, 32 P.S., P.L. 864 (Act 167), 32 P.S. Section 680.1 et
seq., as amended, the "Storm Water Management Act", and the Borough Code, Title 53 P.S
Section 35101 et. seq.
B.
The Borough of Ebensburg is also empowered to regulate land use activities that
affect stormwater runoff and stormwater management systems by the authority of the Act of July
31, 1968, P.L. 805, No. 247, The Pennsylvania Municipalities Planning Code, as amended. See
also, Environmental Protection Agency, Region III, Funding Storm Water Programs, January
2008, EPA 833-F-07-012.
C.
The Borough of Ebensburg, through its duly created municipal authority, is also
empowered to undertake stormwater planning, management and implementation by the authority
of the Act of May 2, 1945, 53 Pa. C.S. (Act 164), The Pennsylvania Municipal Authorities Act,
as amended. See specifically Act 68 of 2013, July 9, 2013, P.L. 569, No. 68.
Section 5. Imposition of User Fees
For the use of, benefit by and the services rendered by the Stormwater Management
System, including its operation, maintenance, repair, replacement and improvement of said
system and all other expenses, user fees are hereby imposed upon each and every developed lot,
parcel of land, building or portion thereof that is connected with, uses, is serviced by or is
benefited by the Borough of Ebensburg’s Stormwater Management System, either directly or
indirectly, and upon the owner(s) of such developed lots, parcels of land or buildings. Such user
fees shall be payable to the Borough of Ebensburg by and collected from the owners of such
developed lots, parcels of land or buildings as hereinafter provided, and shall be determined as
set forth below.
A.
Single-household detached residential dwellings shall be charged for one (1) ERU
for each individual dwelling unit. The charge per ERU shall be set at $4 per month ($48.00
annual basis) effective September 1, 2014. Beginning on January 1, 2016 the charge shall
increase to $8 per month ($96.00 annual basis). Thereafter, the charge per ERU may be adjusted
from time to time as determined by Borough Council.
B.
The charge for all other developed non-single household detached parcels within
the Borough of Ebensburg shall be based upon the number of square feet of measured
impervious surface, as determined through aerial photography and surface feature evaluation
processes, expressed in whole ERUs by rounding to the next highest half ERU. The charge for
said properties shall be computed by multiplying the number of ERUs for a given parcel by the
unit rate established by the Borough of Ebensburg as set forth in subsection A above. In no event
shall any such parcel be charged less than one ERU, nor shall any such parcel be charged more
than thirty (30) ERUs.
C.
Notwithstanding the foregoing, public streets, considered a part of the Stormwater
Management System, shall be exempt from user fees under this Ordinance.
Section 6. Uniform Application of User Fees
User Fees shall be assessed, imposed, liened and collected as to all owners, lots, parcels,
buildings units and users.

Section 7. "User" and "Owner" Distinguished
References in this Ordinance to "use," "user," "unit" or portion of a lot, parcel or building
with respect to the calculation and assessment of user fees shall not be construed to modify or
alter the fact that the fees imposed by this Ordinance are assessed to the owner of each developed
lot, parcel, building and such owner shall be and remain liable for payment of the same, whether
or not such owner occupies the property or directly uses the Stormwater Management System.
Nothing in this Ordinance shall be construed to prohibit or limit an owner's ability to collect by
lease or contract sums due by a tenant or other occupier of the owner's property, but such lease or
contract shall not bind the Borough of Ebensburg or limit in any way the Borough of
Ebensburg's authority to impose, assess, lien and collect stormwater user fees.
Section 8. Billing and Collection of User Fees
The User Fees fixed and established by this Ordinance shall be effective as to all lots,
parcels, buildings or portions thereof that use, are served or are benefited by the Stormwater
Management System existing as of the effective date of this Ordinance, and shall be effective to
all other lots, parcels, buildings or portions thereof that use or are so served or benefit subsequent
to the effective date of this Ordinance. The billing pursuant to this Ordinance shall be performed
in the same manner and at the same frequency as is performed for water and wastewater utilities.
Section 9. Stormwater Management System Rules & Regulations
The Ebensburg Municipal Authority shall adopt, by resolution, rules and regulations
governing the Stormwater Management System. Borough Council, as manager of the system,
shall enforce the rules and regulations as adopted by the Authority. Said Rules and Regulations
shall include right of inspection, rules relative to connection, maintenance and repair, billing,
payments, rates and fees, and penalties.
Section 10. User Fees Constitute Lien on Property
In accordance with the Municipal Claims Act, 53 P.S. § 7101, et seq. (as amended), all
rates and charges, penalties, interest, collection fees, lien filing and satisfaction fees and other
charges imposed for failure to pay promptly shall constitute a lien upon and against the subject
property and its owner from the date of their imposition and assessment.
Section 11. Credits Applicable to Stormwater Charges
The Borough shall establish a Credit Policy and develop a manual documenting the credit
process. Credits against user fees are an appropriate means of adjusting user fees, and under
some circumstances, to account for applicable mitigation measures. Upon adoption by Council,
credit mechanisms shall be incorporated herein as the Borough of Ebensburg Stormwater User
Fee Credit Manual, which may be updated or revised as needed at Council's discretion. No
exception, credit, offset, or other reduction in user fees shall be granted based on age, race, tax
status, economic status or religion of the customer, or other condition unrelated to the demand
for and cost of services provided by the Borough of Ebensburg.
Section 12. Appeal Procedures
Any owner who believes the provisions of this Ordinance have been applied in error may
appeal in the following manner and sequence.
A.
An appeal of the rate and charge must be filed in writing with the Borough
Manager or his/her designee within thirty (30) days of the charge being mailed or delivered to
the property owner. Any appeal must state the reasons for the appeal.
B.
Using information provided by the appellant, the Borough Manager (or his/her
designee) shall conduct a technical review of the conditions on the property and respond to the
appeal in writing within thirty (30) days. In response to an appeal, the Borough Manager may

adjust the user fees applicable to the property in accordance with the provisions of this
Ordinance and related policies and procedures.
C.
Any person aggrieved by the decision of the Borough Manager may request and
shall then be granted a hearing before the Ebensburg Borough Council; provided, he files with the
Ebensburg Borough Council within 10 days after notice of the Borough Manager’s decision, a
written petition requesting such hearing and setting forth a brief statement of the grounds therefore.
The hearing shall commence not later than 30 days after the date on which the petition was filed
unless postponed for sufficient cause. After such hearing the Ebensburg Borough Council shall
sustain, modify or overrule the action of the Borough Manager.
Section 13. Policies and Procedures Authorized
A.
The Borough of Ebensburg may by resolution adopt such policies and procedures
as it deems appropriate to ensure collection of rates and charges assessed and imposed pursuant
to this Ordinance. Without limitation, collection procedures may include referral of delinquent
accounts to a collection agency; filing of liens; scire facias sur municipal lien proceedings to
collect filed liens; and any and all other measures or combination thereof which the Borough
may deem appropriate.
B
All costs of such collection procedures, including but not limited to fees for filing,
perpetuation and satisfaction of liens, collection fees, attorney's fees, court costs, litigation
expense, charges for service of documents, shall upon being incurred by the Borough of
Ebensburg be imposed as a charge for nonpayment and added to the balance due on said owner's
account.
C.
No lien shall be satisfied, nor shall any collection proceeding be discontinued
until all amounts due on an account, including user fees, penalties, interest, collection fees,
attorney's fees, court costs and other charges are first paid in full to the Borough of Ebensburg in
the discretion of the Borough.
Section 14. Stormwater Management System Fund
The funds received from the collection of the user fees authorized by this Ordinance shall
be deposited into the Borough of Ebensburg Stormwater Management System Fund, a fund
dedicated to the operation, administration, maintenance, repair and improvement of the
Stormwater Management System.
Section 15. No Warranty or Action
Nothing in this Ordinance or in the design, operation or maintenance of the Stormwater
Management System shall be deemed to constitute a warranty, express or implied, nor shall it
afford the basis for any action seeking the imposition of money damages against the Borough of
Ebensburg, its officers, employees, or agents. The Borough of Ebensburg expressly reserves the
right to assert all available immunities and defenses in any action seeking to impose monetary
damages upon the Borough of Ebensburg, its officers, employees and agents arising out of any
alleged failure or breach of duty or relationship as may now exist or hereafter be created.
Section 16. Severability
If any section, subsection, sentence, clause, phrase or portion of this Ordinance or its
application to any person, property or circumstances is for any reason held invalid or
unconstitutional by any court, such holding shall not be construed to affect the validity of any of
the remaining provisions of this Ordinance or its application, for such portion shall be deemed as
a separate, distinct and independent provision from the remaining provisions which shall be and
remain in full force and effect. It is hereby declared the legislative intent that this Ordinance
would have been adopted had such invalid or unconstitutional provision of its application not
been included therein.

ENACTED AND ORDAINED this 28th day of July 2014.
EBENSBURG BOROUGH COUNCIL

ATTEST:

_________________________________
Doug Tusing, President

____________________________
Daniel L. Penatzer; Manager
Approved this 28th day of July 2014.

_________________________________
Randy S. Datsko, Mayor

