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DATE:  March 17, 2015 
 
TO: Brian Carlson, Director of Public Works 

Eric Holmes, City Manager 
CC:  

 
FROM:  Bill Whitcomb, Manager Public Works Finance and Asset Management,   
 
RE: March 23, 2015 Council Workshop – Additional Background Information 

 
The purpose of this memo is to provide additional details supporting the presentation that has 
been prepared for the Council Workshop scheduled for Monday, March 23, 2015.   
 
The primary objective of the presentation is to obtain Council direction on options to best fund our 
community’s street system to meet the City’s adopted policy. 
 
 
Introduction 
 
For over 20 years, the City has been struggling to develop a long-term approach to provide 
sustainable and predictable funding for our street program. As Vancouver has grown, the need 
for funding operations, maintenance, repair, replacement and capital improvement also has 
grown. Twenty years ago, the City embarked on a strategy to issue bonds for capital 
construction, and those dollars were leveraged to accomplish over $250 million dollars in capital 
construction.  And while ongoing revenues for operations, maintenance and pavement 
management have increased over the years, funding has not kept pace with our community’s 
needs, particularly in pavement management and proactive replacement of assets at the end of 
their life cycle. Pavement reconstruction is a key example of a growing, unfunded need.  
 
This was the backdrop for the Council’s 2012 goal of addressing long-term street funding needs, 
which provided the extensive analysis and evaluation of the City’s street system infrastructure, 
programs and needs in the years that followed. In addition to studies and reports, staff has 
presented information to Council in workshops and in a mobile workshop tour of City streets. In 
2015, the Council affirmed this goal of addressing the City’s long-term street funding needs and 
its importance to the community. As the next step toward achieving this goal, staff is now looking 
to the Council for policy direction as we (1) refine operations, maintenance and capital programs 
moving forward, (2) develop strategies for the use of existing revenue sources, and (3) explore 
options for developing new funding sources. 
 
The presentation for March 23, 2015, is organized to confirm the guiding, groundwork policies 
that staff has used in developing financial needs and initial priorities. That is followed by a 
discussion of options associated with available funding tools, both councilmanic and voted options, 
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to meet the City’s current policies. Finally, staff hopes for a robust Council discussion to inform next 
steps, which is expected to include a wider community conversation. 
 
Objectives of the Presentation 
 
Staff will be looking to Council for 
feedback on a number of important issues 
that will influence the community 
conversation going forward. The two 
issues which have the most significant 
impact financially are (1) the desired level 
of service for our pavement management 
program and (2) the pace that we 
execute capital projects. While other 
issues may not have the same level of 
financial impact, they are also important 
to the community. Two such specific issues 
include asset replacement programs for bridges, signals and street lights, and implementation of 
capital programs to improve mobility, accessibility, safety and livability.   
 
Council’s Stated Goal  
 
On March 2, 2015, Council reaffirmed its 
goal to address the City’s long-term 
transportation infrastructure needs. In order 
to meet this goal, both a work plan and a 
financing plan must be developed. The work 
plan and its priorities should reflect the 
community values and demonstrate the 
investment targets in system preservation, 
safety and capacity. The financing plan 
reflects the policy and strategy to provide 
resources over the long-term to execute the 
work plan. The development of the work 
plan cannot be accomplished independent of the financing plan or vice-versa. It is an integrated 
and iterative process to achieve balance that will reflect the “needs” of the system and ability to 
pay. In addition, a successful overall plan will require important characteristics, including equity, 
accountability and transparency. 
 
Taking Care of What You Have And Sustaining System Functionality 
 
Council policies have established priority to 
“taking care of what you have”. The primary 
activities to implement these policies include 
routine repair and maintenance of 
infrastructure and pavement management. In 
addition, many of the operations and 
maintenance activities such as signing, striping, 
vegetation management, snow and ice control, 
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signal coordination, and more, are necessary to sustain the functionality and safety of the system.   
Unfortunately, we do not currently have active, ongoing programs that address the proactive 
replacement of assets near or at the end of their useful lives. This includes reconstruction of 
pavements, and replacement of bridges, signal components and street lights. Asset management 
best practices include all these aspects.  
 
Currently, the City has four main sources of 
baseline ongoing funding for ongoing street 
activities. Those include General Fund, Motor 
Vehicle Fuel Tax (the Gas Tax), Business License 
Surcharge and Real Estate Excise Tax (REET). 
The Motor Vehicle Fuel Tax is a state-shared 
revenue source. In general, the first three 
sources are fairly stable, but REET is dependent 
on the real estate market and has been quite 
volatile over the past decade. The numbers 
shown are an average of the amounts for these 
revenue items in the 2015-2016 budget. 
 
In addition to operations and maintenance and 
pavement management, first call on these 
resources are the debt payments for capital 
funding debt issued over the past 20 years. 
 
Pavement Management Analysis 
 
In the chart illustrating baseline ongoing 
expenditures, staff’s estimate of additional funding required to maintain or improve existing 
pavement condition is also provided. These numbers were developed following extensive analysis. 
Prior studies recommended that the City obtain a more robust pavement management program 
specifically designed to investigate the long term condition impacts of various funding levels and 
ranges. Staff engaged a pavement consulting firm to assist in the selection of a program and 
initial analysis. Staff has the program and s continued to perform analysis to refine the results.   
 
The summary of results is as follows: 
If current funding levels are 
continued, it is expected that 
pavement condition will continue to 
deteriorate over the next 20 years.  
To maintain condition at 2015 levels, 
an additional $4 million is needed.  
A number of scenarios were then 
evaluated to mirror the range of 
condition targets of other local 
agencies in Washington. In general, 
the additional dollars needed to 
meet these targets ranged from $5 
million to $8 million, in addition to 
the $7 million currently being spent. 
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System Improvement – The Capital Program 
 
The current Council policy direction clearly identifies 
Pay-As-You-Go financing as a more desirable 
approach than debt for capital construction. The 
City also has a number of policies that together 
identify the transportation service characteristics to 
be provided by our street system. The adopted 
Vancouver Comprehensive Plan has a total of 15 
policy statements relating to the transportation 
system. The complete listing of these policy 
statements is included as Attachment A. In this 
March 23 presentation, staff will be highlighting those policies that speak to a complete system, 
multi-modal characteristics, accessibility, safety and livability. These relate directly to 
Transportation Improvement Program (TIP) Ongoing Programs. 
 
Since the budget baseline ongoing revenues 
and expenditures are nearly equal, there is no 
revenue remaining for capital purposes on a 
Pay-As-You-Go basis. The impact of this is 
significant. Competitive grant sources have 
historically been a critical source for capital 
funding. In order to tap into these and other 
sources, typically local unrestricted match 
money is required.   
 
Staff has estimated that approximately $4 
million to $5 million annually is needed on a 
pay-as-you-go basis to fund the capital 
program. This would allow completion, on 
average, at a rate of one project every 12-18 
months. Again, this timing is average and 
potential timing issues related to grant funding. 
In addition, environmental processes or right-of-
way acquisition could impact the timing of a 
specific project. In addition, it would provide 
reasonable funding to re-establish ongoing 
programs to improve mobility, accessibility, safety and livability. Currently, the Neighborhood 
Traffic Management Program is the only one of those in the TIP that is funded. Other programs 
such as bicycle facilities, safe walkways, citywide safety program, etc., are currently in the TIP but 
listed as unfunded. 
 
There is one potential program that requires additional information and further discussion with 
Council: a City sidewalk program. The first step toward a more comprehensive sidewalk program 
was approved in a 2015-2016 budget decision package, which will complete a preliminary 
sidewalk and curb ramp inventory in 2015. The purpose of this inventory is to simply gather 
information as to where the facilities exist and where they are currently missing. In 2016, the 
funding is designed to complete a pilot program to refine the inventory with more detailed 
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physical and condition information in one section of Vancouver. The objective is to develop an 
approach that can then be expanded to the rest of the city.  
 
Potential Funding Sources Close the Gap 
 
In order to begin the discussion of potential funding approaches to deal with the funding gap, 
staff prepared the following slide. Routine operations and maintenance activities are not 
anticipated to be affected by the funding decisions being considered. In the event that higher 
levels of service are desired for routine maintenance and operation in the future, this could be 
expected to require additional resources.   
 
The potential outcomes were created in to try to “paint the picture” of our street program under 
the different funding scenarios.  
 

  
 
Next Steps 
 
At the conclusion of the workshop, it is anticipated that the objectives stated at the beginning will 
have been met.  Staff will then have the opportunity to engage the community in a meaningful 
conversation and gather information to aid Council in the critical decisions going forward. 
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Attachment A 

Vancouver Comprehensive Plan 

Transportation Related Policies 






