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WORK SESSION

Retreat

The Mayor, City Council and City staff of the City of Norfolk, Nebraska met on Thursday, April
25,2019, beginning at 3:00 p.m. in the Administration Training Room, 309 N 5th Street,
Norfolk, Nebraska.

The following elected officials were present: Mayor Josh Moenning (3:47 p.m.) and
Councilmembers Shane Clausen (3:38 p.m.), Corey Granquist (3:49 p.m.), Gary Jackson, Jim
Lange, Rob Merrill (3:43 p.m.), Thad Murren, Dick Pfeil (3:21 p.m.) and Fred Wiebelhaus.
Absent: None.

Staff members present were City Administrator Andy Colvin (3:43 p.m.). City Clerk Beth Deck,
Finance Officer Randy Gates (3:28 p.m.), Public Safety Director Shane Weidner, Public Works
Director Steve Rames (3:44 p.m.) and City Attorney Danielle Myers-Noelle.

Notice of the meeting was given in advance by publication in the Norfolk Daily News, and
notice of the meeting was given to the Mayor and all members of the Council prior to the
meeting.

Council President Jim Lange called the meeting to order at 3:00 p.m. The Mayor presided and
the City Clerk recorded the proceedings.

The Mayor informed the public about the location of the current copy of the Open Meetings Act
accessible to members of the public.

Colvin said the retreat is an opportunity for elected officials to discuss possible goals and
priorities for the community as well as provide direction for staff.

Financial Information - Finance Officer Randy Gates reviewed the long-term financial plan with
elected officials and said the long-term financial plan shows a need for property tax increases
each year for the next ten (10) years since budgeted expenditures are growing at a 3% inflation
rate but the largest revenues aren't growing at that same rate. Sales tax (30% of the General Fund
budget) has been growing at about 2%; NPPD (21% of the General Fund budget) hasn't been
growing and projections are flat for several years; property tax (14% of the General Fund
budget) historically grows about 4% but from 2010 to 2014 assessed valuations did not grow;
however, property tax did grow at 8.1% in 2018 and 6% in 2017. The long-term financial plan
assumes that the largest revenue sources aren't growing and includes about an annual 1 cent levy
in projections. Property tax rates would go from 25.55 cents in 2018-2019 to 35.67 cents in
2028-2029. Gates indicated several items in the model look better than previous models mainly
because the three largest revenue sources had some positive impact in this fiscal year. Gates said
the City of Norfolk is now third lowest in property tax rates (municipal portion only) of all first
class cities in Nebraska. Gates said the construction season helped with sales tax revenue. Gates
assumes Norfolk is beginning to see an increase in sales tax because of Internet sales tax
collection as well. Gates "expects sales tax revenue to continue being good; NPPD lease revenue
is doing good even though there isn't an increase in rates."

Pronertv Tax Summarv - Gates said the City will still need to increase property taxes. Gates
reviewed the property tax summary of projected levy rate increases based on all of the
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assumptions. The City's current property tax levy is .255511. The projected property tax rates
to sustain expenditures would be .289192 in 2019-2020; .308988 in 2020-2021; .317812 in FY
2021-2022; and increases out to FY 2028-2029 which would then be .356716. The first year of
the LTFP always shows a significant levy rate increase as the Plan gets revenue

General Fund Balance Adeouacv - Gates explained the Government Finance Officers
Association (GFOA) recommends a minimum General Fund unrestricted cash reserve of 16% of
expenditures. The City of Norfolk is at 13.08%.

Keno Proiections - Gates said the Keno fund balance is being drawn down because of the list of
projects. Several large keno fund expenditures are Johnson Park renovation, $2,700,000; North
Fork of the Elkhom River renovation, $3,011,061; and YMCA, $625,000.

Occupation Tax - Gates said the food and beverage occupation tax increased 8% and lodging tax
increased 16%. Projections show the last occupation tax collection for the recreational
improvements should be in November 2021.

Council Prioritv Dollars - Gates explained $400,000 is collected annually for council priorities.
The flmds have been used to service debt on the Administration building; Park Division staff;
annexation study; and the park located west of the YMCA. There is about $110,000 per year of
discretionary money to use for projects but only about $26,000 of that hasn't been committed.
The Capital Improvement Program (CIP) has $75,000 budgeted for next fiscal year for the
ballfield turf at Memorial Park.

Clausen said council priority dollars available will significantly decrease with 3% inflation if
spending continues. Clausen would like debt service and personnel costs to be "worked back
into the budget" so coimcil priority dollars can be used for specific projects.

Gates said "that can be looked at but there are a lot of needs in the budget." Gates worries that
Keno revenue "is getting spent 3-4 times." Gates said the Debt Service Fund would need a
property tax increase to service the Administration Building debt payments. Gates cautioned
elected officials that money isn't plentiful and "the City is still showing a levy rate increase for
the foreseeable future." Gates said that once the recreational bonds are paid, a vote of the people
would be necessary to continue/implement collection of the tax.

Merrill requested a "refresher on flmding for the YMCA."

Gates explained elected officials promised $625,000 to the YMCA in FY 2021 and keno funds is
the best source for the project and it would meet community betterment criteria. Staff "made an
argument that all of the work west of the YMCA (soccer fields, parking and splash pad) were
also benefiting the YMCA but elected officials agreed to an additional amount of $625,000. The
YMCA original request was for $1.2 million.

Pfeil understood the park improvements west of the YMCA was the only donation the City was
providing.

Nebraska Public Power District fNPPDJ - Andy Colvin said the current agreement between the
City of Norfolk and NPPD is in place until 2030 (The City of Norfolk owns the community's
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electric distribution system and leases it to NPPD); however, NPPD and the City are working on
commimity solar and battery storage projects and NPPD wants an additional agreement with the
City for sustainability of the projects in case "we can't come to an agreement for the longer
term." The City would then be responsible for the solar and battery storage projects. NPPD has
approached the City of Norfolk with a new lease agreement, referred to as the enhanced
Professional Retail Operations (PRO) agreement. Several key components of the proposed
agreement are:

•  Provides for community renewable energy projects capped at ten (10) percent of the annual
peak load. In Norfolk's case, this limit is currently 8.5 megawatts which is the proposed
commimity solar project and would utilize the entire renewable limit under the proposed
PRO agreement. Staff is working vwth NPPD to negotiate a provision that would ̂ low more
partnership opportimities for renewable energy projects without a cap.

•  A Miscellaneous Municipal Rider (MM-R) that applies to public agencies within the service
area. This would require public entities to pay the lease payment similar to residents and
businesses.

•  An increase of 2% to the lease payment would apply to all customers. The current
agreement is for 12% and would increase tol4% under the proposed PRO agreement. The
increase would be implemented over a four-year period with a half-percent annual increase.

Moenning said the NPPD agreement discussion was "prompted in relation to the community
solar project and we wouldn't be addressing the agreement now otherwise." Moenning feels this
"can be an opportunity to see about getting more benefits for the community."

Colvin understand the NPPD agreement still requires the purchase of wholesale power by the
City. Colvin feels the City "could buy electrical power and operate the system."

Gates explained the purchase of wholesale power will expire by the time the NPPD agreement
with Norfolk expires in 2030.

Moenning said there are significant changes to consider under the new long-term contract with
NPPD, including: the limit on renewables because the City would be at a disadvantage as
technology and access to wind, solar and other forms of renewable energy become more efficient
and convenient; the 2% increase would be an increase in revenue to keep property taxes low and
"would equate to enhancements in services such as street maintenance, parks and recreation and
public safety." There would be some cause for confrontation if public agencies in the
community are required to pay the MM-R; however, the school district, community college and
county have a much larger property tax base than the City of Norfolk. The MM-R is an "all or
none" proposition because no one can be exempted.

Wiebelhaus said "if we do that, it would take care of the three items out of council priority
dollars."

Colvin said the additional NPPD lease revenue could be used to lower property taxes as well.
Colvin said the City of Kearney is collecting the additional 2% revenue already. "The City is
already expected to do a lot with limited revenue." If the City "wants more economic
development, park enhancements, sports field, etc. it costs more." This (NPPD) is a utility fee
and the City could be collecting the revenue if it operated the electrical system. Colvin said the
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annual lease revenue increase of the FYE 9-30-2019 budget with the proposed NPPD additional
revenue is projected at $265,518 at 12.0% and $1,070,426 at 14.0%.

Gates reminded elected officials that the City of Norfolk would also be impacted by the MM-R
at approximately $64,121 annually.

Clausen said elected officials "have been talking forever about what to do when sales tax
revenue decreases" and raising property taxes is a small amount of the City's budget. Clausen
said "NPPD has all of the control in the lease."

Moenning said elected officials need to look at what "is the best thing to do moving forward."

Rames said the City of Norfolk would be able to offset some of the increased costs to allow
entities to buy shares in the solar project.

Moenning said "renewables aren't just about renewables, which have some economic impact.
NPPD power is purchased at about $56-$58 per hour but solar is about $36 per megawatt hour
and wind power is about $20. Moenning said NPPD is limiting the City of Norfolk to 10%
renewable energy and "that doesn't make sense for the next 20 years." Moenning said NPPD
has a lot invested in coal production. Moenning feels the City has "some leverage in renewing,
or not renewing, the long-term NPPD contract."

Colvin said "that is what staff is talking with NPPD about right now" and staff would like to
know how to proceed forward since there "may be major heartburn to get public entities paying
the fee."

Murren feels it is worth continuing conversations with NPPD.

Merrill "understands the concern but they need to be prepared as governmental entities to have a
common sense discussion about the fee and they need to understand why the City should do it."

Lange feels the "the dollar amount over the entire amount is a small percentage of the electrical
bill."

Rames said the total electric load for all City of Norfolk accounts is 4.3 kilowatt hours. Rames
explained the solar project "will have minimal, if no, impact on the NPPD lease payment to the
City."

Colvin feels NPPD is considering removing the 10% renewal energy cap, which "seems to be the
biggest issue now." NPPD's PRO agreement is "really good and the City could probably take a
levy decrease with better projections in the future."

Shane Clausen left at 5:06 p.m.

Economic Development - Colvin said "economic development in Nebraska, as well as all
Midwest States, is the lack of people." Norfolk has lots of jobs available with about 500-600 job
openings in the area. Many industries and companies are hurting because of the labor shortage
and "the strategy is now to get people to come here by providing a place to live, something to do.



WORK SESSION Retreat APRIL25.2019 Page 5 of 10

a nice environment." Coivin said housing is also a priority. Colvin "recommends looking at
economic development as the tool to recruit people and not necessarily industiy." Colvin said
the focus will be smaller and on a more specialized scale to bring in people for a variety of
paying jobs.

Business Park - Colvin said the City Coimcil "invested $300,000 to help buy land for a business
park with most of the funding coming from the Chamber Foundation." No debt service is being
carried on the land. The "Foundation is considering three proposals for master planning of the
site", which is in the 500 year flood plain so no basements are allowed but a majority of the 140
acre site is ready for development. Colvin said "we need to get back to being actively involved"
with the Foundation.

Merrill questioned Colvin as city administrator vs economic development director. "We can't
ignore the fact that there are not enough workers to go around and there is a need to look at
people moving into the community."

Colvin feels there are benefits with the arrangement of being city administrator and economic
development director, especially with developing relationships to increase interest in Norfolk and
"it works well." Colvin said City staff all step forward on economic development in varying
degrees.

Merrill "is comfortable with the situation but it would be beneficial if there could be a little more
information shared with elected officials on what is going on with economic development."

Colvin said general updates can be provided to elected officials.

Moenning said economic development is a team effort and various staff work on those efforts.
However, with more "demands on the city administrator efforts, this becomes a resource
specialization question." Moenning said Candace Schmidt is "almost a full time grant writer"
for the City.

Colvin said Sioux City "has a person dedicated to full time grant writing."

Moenning questioned whether there should be more effort put into retail recruitment.

Colvin said retail "is very structured/layered." Some companies guarantee results for retail but
they are very expensive. Colvin said, "we do need to try to recruit retail but it is now about
going for an experience (something to do after shopping) now at a mall more than just
shopping."

Pfeil questioned whether the gap in available housing in Norfolk is closing.

Colvin reviewed housing projects with elected officials.

Murren questioned whether "the Foxmdation" can get involved with demolitions in the
community.

Colvin said "they maybe could."
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Myers-Noelle said, "Staff is going more aggressively against property owners of dilapidated
structures. Most will need to be demolished and the City will need to do that. Asbestos
remediation is expense." Myers-Noelle said legislation has stalled on the land bank bill which
could have helped.

Parks & Recreation - Colvin said parks and recreation add quality of life issues and "we need to
give a boost to the City's Parks and Recreation budgets." The Parks Division is structured as
part of the Public Works Street Department. Colvin and Rames have discussed this issue and
"would like to see how the City can boost parks and recreation in the community, but this will
come at a cost." The City also needs to "communicate well with the sports associations. There
also may be opportunities to shift priorities and see what can be done without increasing the
overall budget." Colvin said "we need a plan on what it will look like, whether using existing
staff to fill such a position or hire outside but it is time for the City to have a Parks and Rec
Director." Colvin "sees enabling an individual to lead that can take top visionary ideas and help
implement." Colvin would like the person to develop a 5-10 year plan and "put numbers on
paper to see what resources are needed. The person needs to sell recreation, flm, sports and
quality of life."

Merrill said "personnel and administration costs are about 80%of the City's budget but we don't
want that to increase. We need to look at how existing staff can be maximized."

Granquist said some parks look great, especially Skyview and Memorial Parks but Ta-Ha-Zouka
"seems to be left behind with maintenance." Granquist understands resources are limited and it
is difficult to get summer and seasonal help. Granquist feels "they do well with what they
have."

Wiebelhaus said "North Platte is huge on part-time employees from April to September in all
divisions." Wiebelhaus feels a Parks & Rec Director is a good idea.

Merrill feels the person will also "probably need to work with the Visitors Bureau and Sports
Council. Maybe a facilities manager."

Colvin would like to see the Visitors Bureau and Sports Council get more involved and work
with sports groups. They should be an advocate to help the City manage all of the events and
help with tournaments, etc."

Murren said "if people want to use the City facilities more, they need to pay more. It costs more
in Kearney, Grand Island and Sioux City to use city facilities and teams rent the fields. The City
is giving Memorial Field away. The college, schools and clubs should be paying more as well."

Granquist agrees with Murren.

Rames said "one of the first things done last year was to move the Park Superintendent
supervision under the Public Works Director to provide more direct conversation on needs."
There are probably more things that can be done but identifying "how those things are funded is
the challenge." Rames said staff is using Asset Management software to track streets, assets,
general maintenance, etc. but this hasn't been used by the Parks Division. The Park Division
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budgeted $125,000 last fiscal year for park enhancements and some of the dollars still need to be
spent. There are specific staff identified for maintaining each park but more staff could be used
at Ta-Ha-Zouka. Rames would like the parks to open earlier - hopefully mid-March in the
future. Rames "agrees with Andy about a Park and Rec Superintendent." Rames "is looking at
hiring about twelve seasonal staff." Rames "is having some conversation on how to increase
salaries since they can work for $2-$3 more elsewhere." Rames is "engaged with all
departments in terms as to getting seasonal staff in place" and bringing in seasonal and summer
staff may create some interest in full time employment eventually.

Lange questioned whether outsourcing has been discussed as an option. Lange questioned
whether hiring a landscape company to mow is an option, as well as park clean up.

Rames has looked into outsourcing "on the street side but not the parks side." The operations
manager position may be filled again but, affer visiting with staff, there may be more of a need to
have someone for electrical work throughout the city divisions. Rames is looking at contracting
out street sealing and pavement marking. "Every street needs to be looked at individually and
modified accordingly." Rames said "snow removal is a priority and staff will continue to
review."

Moenning suggested integrating community services as an option. Moenning feels the snow
removal changes were good "but it was not a real snow heavy winter."

Local Option Sales Tax - Colvin said "the community likes to have a start and end date to sales
tax and also like to know what they are paying for. Approaching a sale tax ballot issue in the
right way by engaging the community and identifying a project are key components." The
earliest a question could be on the ballot is the primary election in 2020. The question "could be
crafted to be a community issue and not an election issue. Streets need to be included." Another
item to consider is an indoor aquatics center/community center since the YMCA is not doing an
indoor pool. However, Colvin said "the City could partner with the YMCA on doing some
things." Colvin said a "list of things to do needs to be created, get a citizens' steering committee
to identify priorities, and have town hall meetings to discuss." Colvin feels "there will be
community support for the right project." However, Colvin said "infi-astructure management and
maintenance at the YMCA facility is an issue right now" and the City doesn't "want to bite off
too much."

Lange said street ballot issues have failed several times and feels it was because of "disinterest
and mistrust."

Merrill said the City "could get a company to tell the City where problems lay and then put as an
issue on the ballot."

Moenning said parks and street improvements "should have an appeal if done in the right way."

Colvin said "street conditions are kind of a crisis right now" especially since the recent flood.

Wiebelhaus said a lot of streets are gravel and questioned whether armor coating could be done
instead of paving and assessing the property owners.
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Rames said staff "need to think about how to move forward with hard surfaced streets.

Washington Avenue is a high priority because of truck traffic." Rames has considered
"mechanical concrete" as an experiment. Mechanical concrete uses cut up old tires as a base
then the area is filled in with an aggregate.

Pipe Plant Project - Colvin briefly discussed an industry that is considering location on the
former OCT Pipe Plant property. The project would increase in size and use the entire site. If
the project happens, there would be a huge impact on the City of Norfolk with additional jobs
and revenue but also some concerns with increased traffic, truck traffic, and public safety.

Johnsons Park and Riverfront Projects - Colvin said a fundraising campaign will be used for the
Johnson Park, riverft^ont restoration and 1st Street bridge replacement projects. The total
estimated costs are: North Fork River Restoration Project is $3,172,800; Johnson Park,
$2,800,000; and 1st Street Bridge, $2,810,000 for a grand total of $8,782,800. The total amount
committed to date is City Keno fimds, $1,231,701; City Highway Allocation Funds (CHAF),
$326,000; LENRD, $1,031,701; Sanitary Improvement District, $250,000; CCCFF planning
grant, $15,000 or a tot^ of $2,854,402.00. Colvin said "we need to rely on fund raising and
grants for these projects."

Murren understands "the projects won't start without fundraising."

Rames said "we won't go to construction without full funding of the projects." Rames "intends
to get a build grant, as well as a water trail grant for about $250,000."

Wiebelhaus feels "it would be good to get the property by Johnson Park" and questioned whether
eminent domain can be used.

Moenning said "that property is a natural continuation of Johnson Park and the property defines
a lot of peoples' view of the area. The Riverfront group is very excited and engaged because the
City is willing to move forward to raise money to pay for this." However, "a lot depends on
private fundraising and grants, which it should." Moenning feels "raising $5 - $7 million is
attainable." Moenning wants "to attract young people and hopes to spur private development in
the area."

Myers-Noelle said "the problem with eminent domain is the need to have the money to pay for
the property once the appraisers make a determination."

Moenning said "some of the funds raised could go towards property acquisition."

Weidner said property also needs to have a public purpose and the property can't be encumbered.

Rames feels a public/private partnership could be used for development of the property.

Gates said the Community Development Agency (CDA), which consists of the eight council
members, can acquire property through eminent domain and also raise funds through a property
tax of up to 2.6 cents. Redevelopment projects "envision transferring to someone else and not
being retained by the CDA.
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City Administration HVAC System - Colyin said the Administration building needs to upgrade
the HVAC systems and replace windows. The parking lot is also in need of repair. This will be
discussed further at budget time.

Trail System on South 37th Street - Rames said Madison County graded the trail from Omaha
Ayenue to south of Warren Garage Door and the coimty is prepared to grade to the Cowboy
Trail. The cost is approximately $35,000 for grading and $26,000 for an asphalt or aggregate
trail surface. Rames said the Benjamin Ayenue trail isn't going to get done this fiscal year and
those funds could be used for this trail and re-budgeted next fiscal year for the Benjamin Ayenue
trail. Rames said grading could be done and then the trail could be surfaced in the future.

Granquist feels the grading will deteriorate too much if not surfaced. Granquist said the right
thing to do "is to make it useable."

Rames agreed and said "the right thing to do is grade and put on a surface.

Moenning said the funds should be taken out of the Benjamin Ayenue trail and used for this
project.

Stormwater Pollution Preyention Handout - Rames said engineering staff prepared a pamphlet
on stormwater pollution preyention which will require the City to implement a stormwater fee
charged to persons connected to the municipal water and/or sanitary sewer systems. The
information will be mailed with utility bills. There will also be a news release and the
information is posted on the City's web site.

Norfolk Arts Center - Wiebelhaus said Arts Center representatiyes contacted elected officials
about money issues and requested the City proyide $25,000 annually for their ongoing expenses.
Wiebelhaus suggested the Arts Center do a 2-year fundraising.

Colyin explained that the Arts Center was one of the entities that receiyed oyer $540,000 from
the Power of Partnership (POP) from the City's NPPD 2% lease payment. The Arts Center said
the POP funds would be used to pay off debt and, therefore, free up funding ongoing expenses of
the Arts Center.

Gates said the understanding from the POP agreement is that none of the four entities would
come back to the City for additional funds.

Merrill requested information on the Power of Partnership to share with Arts Center
representatiyes.

Miscellaneous Discussion

Rames - Ta-Ha-Zouka master plan and acquiring additional property for park expansion
Jackson - Platforms along the Riyerwalk for yendor set-up "to get people to use the area"
Merrill - parking on grass "makes the commimity look trashy"; would like to reyisit the issue.
Merrill - City acquisition of the airport. Gates said state statutes doesn't allow airport
acquisition "as long as they haye debt."
Merrill - "feels Norfolk could be a leader in an effort to get offenders out of the City - more
prisons may not be the answer."
Merrill - flexible hours for City staff and "more eyening meetings that may draw more people to
serye on the City Council." Colyin said most staff that attend meetings are salaried and expect to
attend meetings. Also, more eyening meetings would cut into family time/actiyities.
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There being no further discussion, the Mayor declared tfe ineetmg adjourned at 8:30 p.m.

2'^
Josl^oenning
M^tyor
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