


Question #1 

The application is looking at some consolidation. However, the application is based on 
the Program Policies which uses the approach of Efficiency and Shared Services. 
 
As to efficiency, the study will look at combining two library branches into one, and 
study the possibility of consolidating the two-floor operation at the main library into a 
one-floor operation. Shared Service delivery will also be explored by sharing computer 
center and training lab facilities with the Shaker Heights City Schools, an additional 
partner that has become interested in the project in order to share a variety of spaces.   

The Shaker Schools hired a new superintendent in July 2013, and he has proposed a 
Family Learning Center for the second floor of the main library. The Personalized 
Learning for All Center will provide an innovative learning environment for students, 
staff, and the community. Shared services, such as a computer center, training lab, and 
classroom space will be established. The schools have applied for a “Straight A” grant 
to establish the learning center in 13,000 square feet on the second floor of the main 
library. The learning center will initially accommodate up to 90 students who are 
currently enrolled in alternative learning at the North Coast Academy or other charter 
school operations. It will also house a teacher-training program with John Carroll 
University, and a high school AP program, computer classes, GED classes, continuing 
education, or other enrichment programs for the community. 
 
The facility and feasibility study will evaluate: consolidating library operations from two 
branches to one; consolidating library operations from two floors to one; sharing 
services between the library and schools for school classes, adult learning, computer 
center, and other community programs. Therefore, the study will demonstrate both 
efficiency and shared services. 
 
A partnership with the Shaker Schools was established after we submitted our LGIF 
grant application. 

 

Question #3   

Attached, please find an additional page 15 to outline the 3-year forecast program 
expenses not included in the original application. The return on investment was altered 
based on the revised programs forecasts, which, in turn altered the magnitude factor.  

Expected Return on investment 
$998,675 / $13,775,475 x 100 = 7.249% (Less than 25%)  



 
Magnitude of project 
.07249 x 998,675 / 1000 = 72 (Project has a Magnitude factor of 50 or above)    YES 
Our magnitude factor is now lower because we were not able to count the initial savings 
from staff reduction planned for 2014 as some of it occurs in preparation for the project. 
 
Question #4: 

Budget projections were based upon the following assumptions: 

 Our program budget is based on the General Operating Budget for the Library as 
our project relates to library operations. 

 Traditional sources of income will increase slightly over the next three years and 
the Public Library Fund from the State of Ohio can only increase slowly until the 
economy of the state shows growth. 

 Expenses must decrease to keep the library in the black as $200,000 from real 
estate taxes was lost due to a decrease in property values, and expenses have 
increased by $100,000. 

 Efficiencies in staffing must be found because it is the area of greatest expense 
for the library and the only area in which cuts can be made that are significant 
enough to bring the budget under control. The first reductions will be 
implemented 12-29-13 and will result in a savings of $300,000.  

 Other expenses are assumed to remain stable with judicious and careful 
monitoring of the budget. 

 Further reductions must be made to allow the library to provide services at the 
current level. 

 Once the study is completed, changes to the facility will take until mid 2015 to 
complete. 

Based on information from our Maintenance Services Supervisor, the Library will 
experience a 15% reduction in utility costs from renovations in HVAC, insulation, 
windows and lighting.  These renovations will allow for increased efficiency and lower 
costs. Additionally, with improved sight lines resulting from building renovations, one 
adult and one young adult librarian will no longer be needed, and maintenance staff can 
be reduced by one. This represents a savings of $145,000 a year. 

Our income is based on a partnership with the Shaker Heights City Schools which 
seeks to rent the Library’s second floor to create a Personalized Learning for All Center. 
The Center is designed to provide an innovative learning environment for students, 
staff, and the community. Shared services, such as a computer center, training lab, and 
classroom space will be established. 



 Income from the partnership with the schools will begin in 2014 as the school 
starts to occupy the Library’s second floor. We anticipate increased school 
occupancy and use in 2015 and 2016.  Projected figures begin with $100,000 in 
rental income for the space the schools will use. This will increase by $50,000 for 
the following two years as they phase in their Learning Center and share our 
Library space.  

 



 
Website: http://development.ohio.gov/cs/cs_localgovfund.htm   

E-mail: LGIF@development.ohio.gov  

 Phone: 614 | 995 2292 
 
 

 

LGIF: Applicant Profile 

Lead Agency  

Project Name  

Type of Request  

Request Amount  

JobsOhio Region  

            Political Subdivision Type 
Choose one that best descripes your organization 

 

Project Type  

Project Approach  

 

Round 7: Application Form 

Financial 
Measures

Significance 
Measures

Success
Measures

Collaborative
Measures

Step One: Fill out this Application Form in its entirety. 

Step Two: Fill out the online submission form and submit your application materials. All supplemental application materials 
should be combined into one file for submission. 
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Type of Request

Yes No

Yes No

Yes No

Email Address: Phone Number: 

Instructions
• Make sure to answer each question appropriately in the space provided, not exceeding the space allowed by the 
answer box.

• Examples of completed applications are available on the LGIF website, found here:
 http://development.ohio.gov/cs/cs_localgovfund.htm 

C
ontacts

Section 1

Single Applicant
Is your organization applying as a single entity?

Population
Does the applicant (or collaborative partner) represent a 
city, township or village with a population of less than 

20,000 residents?
List Entity

Does the applicant (or collaborative partner) represent a 
county with a population of fewer than 235,000 residents List Entity

In what county is the lead agency located?
Ohio House District:

Email Address: Phone Number: 

Fiscal Agency:
Please provide information for the entity and individual serving as the fiscal agent for the project. 

Mailing 
Address: Street Address:

City:
Zip:

Lead Applicant Round 7
Project Name

Fiscal Officer: Title:
Fiscal Agency:

Ohio Senate District:

Mailing 
Address:

Street Address:
City:
Zip:

Name: Title:

Lead Agency

Mailing 
Address:

Project Contact
Please provide information about the individual who should be contacted  regarding this application.

Name:
Street Address:
City:
Zip:
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Type of Request

Lead Applicant Round 7
Project Name

Yes No

Nature of the Partnership 
As agreed upon in the signed partnership agreement, please identify the nature of the partnership with an explanation of 

how the lead agency and collaborative partners will work together on the proposed project.

Collaborative Partners
Does the proposal include collaborative partners?

Applicants applying with collaborative partners are required to show proof of the partnership with a signed partnership 
agreement and a resolution of support from each of the partner's governing entities. If the collaborative partner does not 

have a governing entity, a letter of support from the partnering organization is sufficient. These documents must be 
received by the end of the cure period in order for each entity to count as a collaborative partner for the purposes of this 

application.

Section 2
C

ollaborative Partners
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Type of Request

Lead Applicant Round 7Project Name

Collaborative Partner # 2

Mailing 
Address:

Name:
Street Address:
City:
Zip:

List of Partners
Please use the following space to list each collaborative partner who is participating in the project and is providing 

BOTH a resolution of support for the Local Government Innovation Fund application and has signed the partnership 
agreement.

Collaborative Partner # 1

Mailing 
Address:

Name:
Street Address:
City:
Zip:

Collaborative Partner # 4

Mailing 
Address:

Name:
Street Address:
City:
Zip:

Collaborative Partner # 3

Mailing 
Address:

Name:
Street Address:
City:
Zip:

Collaborative Partner # 6

Mailing 
Address:

Name:
Street Address:
City:
Zip:

Collaborative Partner # 5

Mailing 
Address:

Name:
Street Address:
City:
Zip:

Section 2
C

ollaborative Partners
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Type of Request

Lead Applicant Round 7
Project Name

Collaborative Partner # 8

Mailing 
Address:

Name:
Street Address:
City:
Zip:

Collaborative Partner # 7

Mailing 
Address:

Name:
Street Address:
City:
Zip:

Collaborative Partner # 10

Mailing 
Address:

Name:
Street Address:
City:
Zip:

Collaborative Partner # 9

Mailing 
Address:

Name:
Street Address:
City:
Zip:

Collaborative Partner # 13

Mailing 
Address:

Name:
Street Address:
City:
Zip:

Collaborative Partner # 12

Mailing 
Address:

Name:
Street Address:
City:
Zip:

Collaborative Partner # 11

Mailing 
Address:

Name:
Street Address:
City:
Zip:

C
ollaborative Partners

Section 2
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Type of Request

Lead Applicant Round 7
Project Name

Project Information

Provide a general description of the project, including a description of the final work product derived from the grant study 
or loan implementation project. This information may be used for council briefings, program and marketing materials. 

Project Inform
ation

Section 3
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Type of Request

Lead Applicant Round 7
Project Name

Has this project been submitted for consideration in previous LGIF rounds? Yes No
If yes, in which round(s)?
What was the project name? 
What entity was the lead applicant?

Applicant demonstrates Past Success Yes No

Applicant demonstrates a Scalable project Yes No

Project Information

Project Inform
ation

Section 3

Past Success
Provide a summary of past efforts to implement a project to improve efficiency, implement shared services, 

coproduction or a merger (5 points).

Scalable

Provide a summary of how the applicant's proposal can be scaled for the inclusion of other entities (5 points).
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Type of Request

Lead Applicant Round 7roject Name

Applicant demonstrates a Replicable project Yes No

Applicant demonstrates Probability of Success Yes No

Section 3
Project Inform

ation

Replicable
Provide a summary of how the applicant's proposal can be replicated by other entities. A replicable project should 

include a component that another entity could use as a tool to implement a similar project (5 points). 

Probability of Success

Provide a summary of the likelihood of the grant study recommendations being implemented. Applicants requesting an 
implementation loan should provide a summary of the probability of savings from the loan request (5 points). 
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Type of Request

Lead Applicant Round 7
Project Name

Prior Performance Audit or Cost Benchmarking Yes No

Applicant demonstrates Economic Impact Yes No

Economic Impact
Provide a summary of how the proposal will promote a business environment through a private sector partner (5 points) 

and/or provide for community attraction (3 points). 

Section 3
Project Inform

ation

Performance Audit/Cost Benchmarking
If the project is the result of recommendations from a prior performance audit provided by the Auditor of State under 

Chapter 117 of the Ohio Revised Code, or is informed by a previous cost benchmarking study, please attach a copy with 
the supporting documents. In the section below, provide a summary of the performance audit findings or cost 

benchmarking study results (5 points). 
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Type of Request

Lead Applicant

Applicant demonstrates Response to Economic Demand Yes No

Section 3
Project Inform

ation

Response to Economic Demand
Provide a summary of how the project responds to substantial changes in economic demand for local or regional 

government services. The narrative should include a description of the current and future expected service level needs 
(5 points). 
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Financial Inform
ation

Budget Information

 General Instructions

• Both the Project Budget and Program Budgets are required to be filled out in this form.                               

•Consolidate budget information to fit in the form. Additional budget details may be provided in the budget narrative.
 

Section 4

• The Project Budget should detail expenses related to the grant or loan project.

• The Project Budget justification must be explained in the Project Budget Narrative section of the 
application. This section is also used to explain the reasoning behind any items on the budget that 
are not self explanatory, and provide additonal detail about project expenses.  

• The Project Budget should be for the period that covers the entire project. The look-back period for 
in-kind contributions is two years. These contributions are considered a part of the total project 
costs. 

• For the Project Budget, indicate which entity and revenue source will be used to fund each expense. 
This information will be used to help determine eligible project expenses.

• Total Sources must equal Total Uses. Include staff time and other in-kind matches in the Total Uses 
section of the budget.

Project Budget:

• Use the Program Budget to outline the costs associated with the implementation of the program in 
your community.

• Six years of Program Budgets should be provided. The standard submission should include 
three years previous budgets (actual) and three years of projections including implementation of the 
proposed project. A second set of three years of projections (one set including implementation of 
this program and one set where no shared services occurred) may be provided in lieu of three 
years previous if this does not apply to the proposed project. 

• Please use the Program Budget Narrative section to explain changes in expenses and revenues, 
and to defend the budget projections. If the budget requires the combining of costs on the budget 
template, please explain this in the narrative.

Program Budget

• A Return on Investment (ROI)calculation is required, and should reference cost savings, cost avoidance 
and/or increased revenues indicated in Program Budget sections of the application. The ROI should 
be calculated over a three-year period. Use the space designated for narrative to justify this 
calculation, using references when appropriate.

Return on Investment:

• Using the space provided, outline a loan repayment structure.

• Attach three years of prior financial documents related to the financial health of the lead applicant 
(balance sheet, income statement  and a statement of cash flows). 

For Loan Applications only:
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Type of Request

LGIF Request:

Source:  
Source:  
Source:  
Source:  

Source:  
Source:  
Source:  

Total Match:
Total Sources:

Amount Revenue Source
Consultant Fees:

Legal Fees:

Total Uses:

Local Match Percentage:

Uses of Funds

Project Budget

Use this space to outline all sources of funds and the uses of those funds. Both sections should include all funds related to the 
project, including in-kind match contributions. Use the project budget narrative on the next page to justify the project budget. 

Indicate the line items for which the grant will be used. 

Local Match Percentage = (Match Amount/Project Cost) * 100 (10% match required)
     10-39.99% (1 point)            40-69.99% (3 points)           70% or greater (5 points)

Other:___________________
Other:___________________
Other:___________________
Other:___________________

* Please note that this match percentage will be included in 
your grant/loan agreement and cannot be changed after 

awards are made.

Other:___________________
Other:___________________
Other:___________________
Other:___________________

Lead Applicant
Project Name

Round 7

Cash Match (List Sources Below):

In-Kind Match (List Sources Below):

Sources of Funds

Section 4
Financial Inform

ation
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Type of Request
Lead Applicant
Project Name

Round 7

Project Budget Narrative: Use this space to justify any expenses that are not self-explanatory.

Section 4
Financial Inform

ation
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Lead Applicant
Project Name Type of Request

Actual____ Projected____ FY_________ FY _________ FY _________

Expenses Total Program Expenses Total Program Expenses Total Program Expenses

Salary and Benefits        

Contract Services    

Occupancy (rent, utilities, maintenance)    

Training & Professional Development    

Insurance    

Travel    

Capital & Equipment Expenses    

Supplies, Printing, Copying & Postage    

Evaluation    

Marketing    
Conferences, meetings, etc.    

Administration    

*Other -___________________________    

*Other -___________________________    
*Other -___________________________

TOTAL EXPENSES       

 Revenues Revenues Revenues

Contributions, Gifts, Grants & Earned Revenue

Local Government: ___________________________            

Local Government: ___________________________          

Local Government: ___________________________          

State Government          

Federal Government          

*Other - _________________________          

*Other - _________________________
*Other - _________________________          

Membership Income          

Program Service Fees          
Investment Income       

TOTAL REVENUES       

Round 7

Program Budget
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Lead Applicant
Project Name Type of Request

Round 7

Actual____ Projected____ FY _________ FY _________ FY _________

Salary and Benefits          

Contract Services          

Occupancy (rent, utilities, maintenance)          

Training & Professional Development          

Insurance          

Travel          

Capital & Equipment Expenses          

Supplies, Printing, Copying & Postage          

Evaluation          

Marketing          
Conferences, meetings, etc.          

Administration          

*Other -___________________________          

*Other -___________________________          
*Other -___________________________       

TOTAL EXPENSES       

Contributions, Gifts, Grants & Earned Revenue

Local Government: ___________________________          

Local Government: ___________________________          

Local Government: ___________________________          

State Government          

Federal Government          

*Other - _________________________          

*Other - _________________________          

*Other - _________________________
Membership Income          

Program Service Fees          
Investment Income       

TOTAL REVENUES       

Revenues Revenues Revenues

Expenses Total Program Expenses Total Program Expenses Total Program Expenses

Program Budget
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Lead Applicant
Project Name Type of Request

Round 7

Use this space to justify your program budget and/or explain any assumptions used for the budget projections. These projections should be based on research, case studies or industry 
standards and include a thoughtful justification.

           (3 points) Applicant provided complete and accurate budget information for at least three fiscal years.

           (1 point) Applicant provided complete and accurate budget information for less than three fiscal years. 

Section 4: Financial Information Scoring

Program Budget

           (5 points) Applicant provided complete and accurate budget information and narrative justification for a total of six fiscal years.
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Do you expect cost avoidance from the implementation of your project/program?

Expected Return on Investment is: 

  

100 =      

Less than 25% (5 points) 25%-75% (10 points) Greater than 75% (15 points)

Questions about how to calculate ROI? Please contact the Office of Redevelopment at 614-995-2292 or 
lgif@development.ohio.gov

Total Program Costs

Use this formula: 
Total Cost Avoided

* 100 = ROI
Total Program Costs

Financial Inform
ation

Use this formula: 
Total $ Saved

* 100 = ROI

Do you expect increased revenues as a result of your project/program?

Use this formula: 
Total New Revenue

Lead Applicant Round 7
Project Name                                                                              Type of Request

Return On Investment

Return on Investment (ROI)is a performance measure used to evaluate the efficiency of an investment. To derive 
the expected ROI, divide the net gains of the project by the net costs (for a three-year period). For 

these calculations, please use the implementation gains and costs, NOT the project costs (the cost of the feasibility, 
planning or management study)--unless the results of this study will lead to direct savings without additional 

implementation costs. 

Return on Investment Formulas:

Consider the following questions when determining the appropriate ROI formula for your project. Check the box of 
the formula that you are using to determine your ROI. These numbers should refer to savings/revenues illustrated in 

projected program budgets, and should reflect a three-year period.

Do you expect cost savings from efficiency from your project? 

Section 4

* 100 = ROITotal Program Costs

Do you expect some combination of savings, cost avoidance or increased revenue as a result of 
your project/program? (Total Gains combines $ Saved, Costs Avoided and New Revenue)

Use this formula: 
Total Gains

* 100 = ROITotal Program Costs

Expected Return on Investment = *
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Lead Applicant Round 7Project Name Type of Request
Section 4

Financial Inform
ation

Return on Investment Justification Narrative: In the space below, describe the nature of the expected ROI 
 calculation providing justification for the numbers presented in the ROI calculation. This calculation should be 

based on the savings, cost avoidance or increased revenues shown in the program budgets on the preceeding 
pages.  Use references when appropriate to justify assumptions used for cost projections. 

Page 18 of 21Page 18 of 21



Lead Applicant Round 7
Project Name Type of Request

ROI% X =

Project has a Magnitude Factor of 50 or above Yes No

Applicant demonstrates Cost Savings Yes No

Project affects Core Services of the Lead Applicant Yes No

Section 4
Financial Inform

ation

Cost Savings
This project will decrease specific line items in the exisiting budget. The specific line items should be evidenced by an expected 
decrease in specific line items for the next three years. In the space below please list the specific line item in the Program  

Budget section and the total dollar amount saved in the next three years (5 points).

Magnitude of Project
If the project has an expected ROI of 74.99 percent or less, complete the following calculation. Projects with a Magnitude Factor 

of 50 or above score (5 points.) 

Core Services
Does the project affect core services in your community? Explain how this project meets the basic needs of your community by 

providing services for which the lead applicant is primarily responsible (5 points).

Savings Amt
1000

Magnitude Factor
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Lead Applicant
Project Name Type of Request

Round 7

Applicant clearly demonstrates a 
secondary repayment source (5 points)

Applicant does not have a secondary 
repayment source (0 points)

Applicant demonstrates a viable repayment source to support loan award. Secondary source can be in the form of 
a debt reserve, bank participation, a guarantee from a local entity or other collateral (i.e. emergency, rainy day or 

contingency fund, etc).

Please outline your preferred loan repayment structure. At a minimum, please include the following: the entities 
responsible for repayment of the loan, all parties responsible for providing match amounts and an alternative 
funding source (in lieu of collateral). Applicants will have two years to complete their project upon execution of the 
loan agreement, and the repayment period will begin upon the final disbursement of the loan funds. A description 
of expected savings over the term of the loan may be used as a repayment source.

Loan Repayment Structure 

Section 4
Financial Inform

ation
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Lead Applicant
Project Name Type of Request

Collaborative Measures Description Max Points  Self Score

Population

Applicant's population (or the population of the area(s) served) falls within one 
of the listed categories as determined by the U.S. Census Bureau.  Population 
scoring will be determined by the smallest population listed in the application.  
Applications from (or collaborating with) small communities are preferred.

5

Participating Entities 
Applicant has executed partnership agreements outlining all collaborative 
partners and participation agreements and has resolutions of support.   

5

Past Success 
Applicant has successfully implemented, or is following project guidance from a 
shared services model, for an efficiency, shared service, coproduction or 
merger project in the past.

5

Scalable Applicant's proposal can be scaled for the inclusion of other entities. 5

Replicable Applicant's proposal can be replicated by other local governments. 5

Probability of Success 
Applicant provides a documented need for the project and clearly outlines the 
likelihood of the need being met.

5

Performance Audit 
Implementation/Cost 

Benchmarking

The project implements a single recommendation from a performance audit 
provided by the Auditor of State under Chapter 117 of the Ohio Revised Code 
or is informed by cost benchmarking.

5

Economic Impact
Applicant demonstrates the project will promote a business environment and 
will provide for community attraction.

5

Response to Economic 
Demand

The project responds to current substantial changes in economic demand for 
local or regional government services.

5

Financial Information 
Applicant includes financial information  (i.e., service related operating budgets) 
for the most recent three years and the three-year period following the project.

5

Local Match
Percentage of local matching funds being contributed to the project.  This may 
include in-kind contributions.

5

Expected Return 
Applicant demonstrates as a percentage of savings  (i.e.,  actual savings, 
increased revenue or cost avoidance ) an expected return.  The return must be 
derived from the applicant's cost basis.  

15

Magnitude Factor
Applicant demonstrates a magnitude factor of 50 or above, based on the ROI
percentage and the dollar amount of project gains estimated in the ROI 
calculation.

5

Cost Savings
Applicant demonstrates specific line items in the current budget that will 
decrease as a result of this project.

5

Core Services
Applicant demonstrates that the project affects core services provided in their 
community.

5

Repayment Structure      
(Loan Only)

Applicant demonstrates a viable repayment source to support loan award. 5

Round 7

Total Points 

Section 4: Financial Measures

Scoring Overview
Section 1: Collaborative Measures

Section 2: Success Measures 

Section 3: Significance Measures
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LGIF: Shaker Heights Public Library Facilities Assessment and Feasibility Study Grant 

Attachments 

1. Partnership Agreement 

2. City Ordinance Number 13‐70 

3. Library Resolution 

4. Library Strategic Plan 

5. Mayor’s Financial Task Force Report 





















 

      

Recommendations 

Of The Mayor’s 

Financial Task Force 

 

 
Martin R. Kolb, Chair 

John J. Boyle 

Todd Campbell 

Paul H. Carleton 

Christopher Hunter 

Matthew D. Lehman 

Carolyn Milter 

March 26, 2012 



2 
 

Introduction 

The Mayor’s Financial Task Force was initially appointed by Mayor Earl M. Leiken in 
October 2009.  At that time the community was experiencing unprecedented challenges 
as it approached its centennial in 2012.  These included a lack of economic growth in 
Cleveland and within the region, stiff competition for residents from outer ring suburbs 
and significant financial challenges in maintaining the quality of community life.  The 
Task Force was asked to review financial challenges facing the Shaker Heights 
community and to make specific recommendations to address them.  The Task Force 
jointly concentrated on both the City of Shaker Heights and the Shaker Heights School 
District.  For the benefit of all Shaker residents and taxpayers, the financial challenges 
for both entities required a concerted and coordinated approach.  After an extensive 
review and analysis the Task Force submitted their findings and recommendations to 
Mayor Leiken in October 2010.   The full report is available on the Shaker Heights 
website at http://shakeronline.com/.  

Despite the best efforts of the City and the School District to address these issues, 
unfortunately the fiscal challenges for Shaker Heights have continued to grow.  With the 
approval of the State of Ohio 2011-2013 biennial budget, beginning in July 2011, State 
funding for cities and school districts has been significantly decreased or eliminated 
entirely.  Specifically for the City, reductions in the Local Government Fund, reductions 
in the Commercial Activity Tax and the elimination of the State Estate Tax will reduce 
revenues by $6.5 million annually, reaching the full impact by 2014.   This equates to a 
16% revenue loss for the City based on 2011 total revenue.  The calculation is based on 
the average annual estate tax receipts over a 10 year period from 2002 to 2011, the loss 
of one-half of 2010 local government support and the loss of the commercial activity 
tax.   For the School District, reductions in State foundation and other sources of fiscal 
support are already reducing annual revenues by $4 million.  

The fiscal implications of declining revenues and State funding reductions, together with 
continued regional economic challenges, have placed further pressure on the Shaker 
community.  Because of this financial situation and its potential negative effect on 
quality of life in Shaker Heights, Mayor Leiken asked the Task Force to review these 
financial issues and propose solutions in late 2011.  

  

http://shakeronline.com/
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The charter of this Task Force effort: 

1. Evaluate City operations with a focus on  
a. Improving department productivity and efficiency 
b. Reducing operating costs, while minimizing impact on key services 
c. Maintaining quality of services and quality of life for Shaker residents 

2. Make fiscal recommendations to the School District and Library 
3. Complete this evaluation before the end of the 1st quarter of 2012 

 

City Cost Reduction Actions 

The City of Shaker Heights has been very proactive in reducing costs and achieving 
operating efficiencies over the last several years.  Three significant economic changes 
have mandated a need to address operating costs in Shaker Heights: 

1. Population losses -- Since 1970 Shaker Heights population has declined by 21.6%.  
Cleveland population has declined by 47.1%.    The Cuyahoga County population 
has declined by 25.6%.  The result is a loss of the tax base.   

2. Economic downturn -- The result is stagnant income tax revenues, reduced 
property tax values and reduced interest income on reserves and investments. 

3. Collapse of the housing market -- The result is a reduction in property values and 
a reduction in property taxes.   

To put the impact of these economic changes into perspective, since 2007 general fund 
operating revenue for Shaker Heights has declined from $36.9 million to $35.1 million in 
2011 and $34.3 million forecast for 2012. 

This revenue decline necessitated an aggressive review and reduction in operating 
expenditures.  During the period 2008 through 2011, total full-time and part-time 
personnel across all City departments were reduced from 360 to 312 employees.  This is 
a reduction of 48 employees or 13% of the employee level in place at the beginning of 
2008.  The savings from these workforce reductions equate to over $3.9 million in 2012 
dollars.  In addition, several other cost-savings initiatives have yielded an additional $1.6 
million in benefits.  These include self-insurance of worker’s compensation, 
renegotiation of union contracts to eliminate wage increases, lower non-bargaining 
employee wage increases, increased employee health care contributions and the 
elimination of directors’ bonuses.  The total of these combined savings from reduced 
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employment and lower compensation/benefits is over $5.5 million since the beginning 
of 2008.   

These reductions were achieved with little noticeable impact on services to residents.  
While these cost reduction actions are very significant, the recent reduction in State 
funding of $6.5 million together with ongoing operating pressures result in an 
unacceptable and unsustainable financial outlook for the City of Shaker Heights.  The 
2012 Shaker Heights City general fund budget shows an operating deficit of $2.4 million 
(compared to a $0. 1 operating surplus in 2011).  If unchecked, this deficit grows to $4.0 
million in 2013, $6.3 million in 2014 and $7.2 million in 2015.  The financial forecast 
clearly shows that the current reduced revenue projection cannot cover expenditures, 
resulting in an operating deficit.  In addition to completely eliminating Shaker’s 
operating reserve, this forecast will lead to a severe reduction in City services and the 
community’s quality of life, and have serious and negative implications on the City’s 
bond rating and ability to attract new commercial and growth investment.    

 

Financial Task Force Process 

Beginning in December 2011 and continuing through February 2012, this Task Force 
reviewed all 15 City operating departments.  The goal, as outlined earlier in this report, 
was to evaluate further opportunities for improving department productivity and 
reducing operating costs, while minimizing any impact on essential services.  The 
discussions with each department director focused on the role of the department, cost 
reduction actions over the last 4 years, opportunities and recommendations for 
additional cost reduction actions, together with the resulting service implications of 
these potential actions to residents.   A large amount of operating data and financial 
information was presented by each department to facilitate the evaluation and ultimate 
recommendations.  The Shaker Heights Mayor, Chief Administrative Officer, Chief 
Financial Officer together with the department director participated in these meetings.  
It should be noted that this cooperative process with department directors and the 
opportunity to dissect department operations in this manner proved very valuable to all 
involved, particularly given the financial challenges facing City operations.   

Because of the previous aggressive cost reduction actions by the City highlighted earlier 
in this report, the opportunities to further reduce costs without compromising current 
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services or quality of life for Shaker residents was challenging.  However, this Task Force 
believes that immediate, although limited, cost savings opportunities are available and 
further opportunities for future savings also exist. 

 

Financial Task Force Cost Reduction Recommendations 

Department  Annual Savings ($000)  Rationale  

Police  $130  Eliminate open position, reclassify another 

Fire  $195  Eliminate open positions, backfill with overtime 

Neigh. Revitalization  $139  Remove some work, do not fill open positions 

Law  $69  Reconfigure outside counsel role  

Community Life  $208  New lighting, contracted savings, reassign roles 

Public Works  $62    Eliminate apartment bldg. dumpster pick-up 

       Total $803 

 

These recommendations total $803,000 annually or 2.5% of 2011 operating 
expenditures for the City.   It is our strong belief that essential services will not be 
impacted by these cost actions.   

Combining these cost reduction recommendations with the cost saving actions the City 
has previously undertaken totals nearly $6.4 million in expenditure reductions since 
2008.   This enormous amount of cost actions by the City indicates strong fiscal 
management and accountability.  Nonetheless, the significant immediate and long term 
operating deficit problem continues, which will erode the quality of services and 
community life, unless further dramatic actions to reduce costs and services and/or 
increase the revenue base are taken.  

The Task Force also considered further actions to reduce City expenditures.  These 
included eliminating back yard trash pick-up ($400,000 savings), eliminating the health 
department ($100,000 net savings), eliminating crossing guards ($190,000 savings), 
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eliminating senior transportation ($90,000 savings), eliminating custodial support for 
the Shaker Family Center ($120,000 savings), and eliminating operating support for the 
Shaker Youth Center ($70,000 savings).  While these combined actions might generate 
an additional $970,000 in annual savings, our opinion is that eliminating these services 
would significantly impact residents’ quality of life.  We therefore do not recommend 
this because of the adverse effect they would cause, while still leaving Shaker with a 
massive budget gap of $4.7 million ($6.5 million lost State of Ohio revenue, less $1.8 
million in recommended and non-recommended cost reductions). 

To further illustrate the magnitude of this problem, in order to close the lost revenue 
shortfall only through additional cost reductions, Shaker would need to eliminate at 
least 50 more employees, including a significant number of police officers, fire fighters 
and public works employees, as well as entire departments such as Housing Inspection 
and Neighborhood Revitalization.  These drastic actions would imperil safety, EMS 
response time, snow removal, trash pick-up and quality of life throughout Shaker, 
especially in our most vulnerable neighborhoods.  We do not recommend pursuing this 
extreme route which would seriously compromise or eliminate existing key services and 
programs.    

In order to retain the quality of services and life in Shaker, it is essential to generate new 
revenue. 

 

Actions to Restore Revenue Base:  Income Tax Increase Essential 

Although significant cost reduction opportunities are recommended in this report, 
Shaker’s budget gap cannot be solved through these measures alone.  This Task Force is 
very sensitive to the already high level of taxation in this community.  Today in 2012, 
however, is an extraordinary time in Shaker’s history due to the significant lost revenues 
from the State.  To preserve Shaker, additional immediate sources of revenue are 
required.  In order to recover the amount of lost revenues, we recommend a 0.5% 
income tax increase ballot issue for 2012.  This level of income tax rate increase from 
1.75% presently to 2.25% is estimated to generate $6 million in new revenue annually.  
We believe the additional revenues provided from this tax increase are essential to 
maintain the quality of life in Shaker Heights.  The last income tax increase in Shaker 
Heights was over 30 years ago in 1981.  
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However, to think that the City could undertake future periodic income tax increases to 
cover operating expenses is unrealistic and is not sustainable in Shaker Heights.  
Therefore this recommended 2012 ballot issue must be a one-time event and solution, 
with no expectation of further increases for many years as a means to balance the City 
budget.  Essential to this long term financial management plan are continued expense 
reductions and belt tightening.  This is a way of life in the private sector and it must 
continue to be a way of life in Shaker as well. 

We also recommend that the City not defer this income tax increase ballot initiative 
beyond 2012.  Doing so would create a more troubling situation in Shaker during the 
next 3 years.  Without immediate additional revenue the City will face an even deeper 
hole to recover from. 

 

Financial Task Force Recommendations for Additional Revenue and Cost Savings  

The City has benefited from strong leadership and management by the Mayor and City 
Council to address problems in the economy as noted above.   This same proactive and 
strong leadership will continue to be just as critical in the future, even if the community 
passes a tax increase.   

In that respect, the Task Force has additional recommendations for generating revenue 
and reducing costs: 

Revenue Generating 

1. The fee structures should be reevaluated and updated in all departments and 
especially in Community Life, Health, EMS, Building and Housing Inspection. 

2. An active pursuit of gas drilling opportunities on City property can provide an 
additional source of income. 

3. Continuing the impressive economic development initiatives currently underway 
in Shaker are essential to foster a vibrant commercial base.  Recent examples like 
the Shaker LaunchHouse, the Van Aken district plan, together with improvements 
on Chagrin Boulevard and Shaker Towne Center all help enhance our commercial 
footprint.  In addition, the vacated Office Max space, filled by University 
Hospitals, is a tremendous asset for our community.  We recognize that it is a 
long term process to build successful businesses in the Shaker community, 
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including those owned and operated by Shaker residents, but these are essential 
to improving revenues and supplementing our homeowner’s tax base. 

Cost Savings and Productivity 

1. Use the federally funded Energy Conservation Master Plan prepared in November 
2011 as a benchmark and develop a detailed funding and operating model to gain 
the key energy savings opportunities highlighted. 

2. Implement red light and speed control cameras from a public safety and police 
efficiency perspective.  Placing cameras on Shaker streets will promote traffic 
safety and free up police officer time to focus on neighborhood safety.  According 
to the Police Chief the number one complaint to the department from residents 
involves traffic violations.   

3. Evaluate the use of computer desktop printers in the City (81 presently).   
Reducing the number of desktop printers and using building network printers 
saves paper and maintenance/service cost. 

4. Evaluate the use of joint police dispatch possibilities with other communities. 
5. Evaluate the cost of contracting for custodial service across all properties. 
6. Arrange for an independent assessment of the Housing Inspection Department 

systems and operations, with a focus on improving productivity in this labor 
intensive and manual data input department.  The City should also evaluate if 
there are some activities performed that can be eliminated or deferred. 

7. Consider combining certain departments that have similar charter or roles, such 
as Neighborhood Revitalization and Housing Inspection, and Planning and 
Economic Development.  While the cost saving opportunities may be very 
modest, if any, streamlining the organization will yield productivity gains. 

8. Evaluate the use and cost of school crossing guards.  Determine if there are 
feasible examples from other communities that may lessen the current $190,000 
annual cost without compromising student safety. 

9. Explore opportunities for increased involvement between the Health Department 
and the Cuyahoga County Public Health Cooperative to reduce costs while 
maintaining vital services.   Due to federal budget cuts, grants to local public 
health departments will almost certainly decline in future years.   

10. With interest rates the lowest in several decades, we are pleased to note that the 
City Finance Department has begun the process to restructure and refinance the 
Tax Investment Funding bond payments.  This will result in interest savings of 
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$1.3 million through the 2031 bond maturity even after the cost of processing the 
refinancing package. 

11. Evaluate opportunities for joint City-Schools facilities management (fields, 
parking lot snow plowing, etc.). 

12. While the Municipal Court operates independently from the City of Shaker 
Heights, we encourage the Court to continue efforts to reduce operating costs. 

Compensation and Benefits 

1. An employee Wellness Plan has been developed and implemented with 
incentives for non-bargaining employee participation.  This plan should be 
extended to bargaining employees as well.  An effective Wellness Program will 
also likely achieve worker’s compensation self-insurance program savings. 

2. An independent audit of employee-dependents’ medical insurance coverage 
should be undertaken, with significant consequences for any employee abusing 
this benefit. 

3. The City should implement a new health care provision for working spouses of 
employees.  Similar to what the School District has already enforced, if the 
working spouse has a health care insurance option offered by their employer, 
they must use it rather than be part of the City plan. 

4. Employee payments for health care premiums should be set at 20% compared to 
the current 5% and 10% levels.  Every 5% change in employee medical premium 
contributions amounts to a savings of $225,000 annually. 

5. Medical payment co-insurance should be increased to 20% from the current 10% 
level. 

6. The City implemented a 2% wage increase for many employees in 2012, after 
employees had given up previous increases and accepted freezes and furloughs 
with reductions in pay.  With a city-wide cost of $300,000 annually for every 1% 
employee salary increase, the City should seek to avoid wage increases in 
collective bargaining contracts and for non-bargaining unit employees for the 
next several years.  We appreciate that this is difficult for City employees; 
however Shaker Heights cannot support further wage increases and/or health 
care cost increases at this time. 

A combination of additional cost savings and generating new revenue is very much a 
necessity for the long term financial health of Shaker Heights.  Every effort to further 
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reduce operating expenses, including compensation/benefits and health care costs, 
must continue to be evaluated and implemented. 

 

Greater Cleveland’s Future:  Regionalism 

Shaker Heights is not alone in facing the economic challenges spelled out in this report.  
In order to hold down the cost of government, while maintaining essential services, 
communities throughout Cuyahoga and surrounding counties are exploring new ways of 
providing these services. 

This Task Force has taken note of the fact that Shaker Heights has already joined 
regional initiatives including: 

1. The Police Department participates in the Northern Ohio Law Enforcement Task 
Force and EDGE, an agreement in which five suburbs share personnel and 
resources in providing SWAT Team services. 

2. The Fire Department has mutual aid and automatic response agreements with 
other communities, Joint Fire Dispatch, Chagrin Southeast Haz-Mat reciprocal 
agreement and Heights Area Special Rescue Team agreement. 

3. Signed the county “no poaching” economic development agreement. 
4. Through a grant from the Cleveland Foundation, a consulting firm is helping 

Shaker Heights and University Heights determine if a merger of fire departments 
is economically attractive and more efficient, while maintaining response time. 

5. In addition, the Police Department is exploring joint dispatch opportunities with 
EDGE communities. 

Undoubtedly, support for regional collaboration will be important for the long term 
future of Shaker Heights and the Greater Cleveland area.  We encourage further 
participation in regional initiatives to improve efficiency and reduce government costs. 
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Schools and Library Operations 

Shaker Heights will celebrate its centennial this year.  This unique community has 
enjoyed remarkable success in maintaining the quality of its homes and parks, attracting 
a highly educated, affluent and diverse population, providing excellent municipal 
services, maintaining high quality and nationally-recognized Schools, and supporting a 
high standard Library system.  The City, School District and Library have a long history of 
working together to support our residents while following separate financial paths.   
From a citizen perspective however, Shaker Heights is one community with a tax cost 
structure that places it at the high end of this region and in the State of Ohio.  The City 
provides municipal services with an annual budget of approximately $40 million, the 
Schools provide public education service with a budget of approximately $90 million, 
and the Library provides their service with a budget of approximately $5 million.  Never 
in our 100 year history has it been more important for each of the three taxing entities 
to be more cognizant of the unprecedented financial pressures facing this community 
and cautious with their financial planning and spending.  As such, there is significant 
value in taking a coordinated approach to planning and evaluating spending options, 
particularly in times like the present which are extremely economically challenging for 
all three entities and for our residents.  While this Task Force did not specifically 
examine the operations of the School District and the Library, we have included 
recommendations for both that support a coordinated city-wide financial and tax plan.  

This Task Force encourages both the Schools and the Library to undertake a similar in-
depth, independent and detailed financial analysis of their operations with the focus on 
reducing operating costs and improving productivity.   Engaging the citizen resources of 
the community to evaluate the School and Library product and services, as the City has 
done, offers unique and non-political insights and instills confidence with Shaker 
residents. 

We commend the School District for the significant cost savings that have previously 
been achieved.  These difficult actions were important and will help our community.  
We are encouraged to learn that the School District is deferring their next operating levy 
until 2014, a full 4 years since the most recent tax levy in 2010.   This interval between 
levy requests is a full year longer than their previous financial plan indicated.  In the 
October 2010 Task Force report, a stated recommendation was that the Schools 
“develop a financial plan with clear goals which extend the period between levies well 
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beyond three years with millage under 10 mills for each levy.”   We are pleased that the 
School District is attempting to address this recommendation.  To this point we also 
recommend that the School District tie its strategic plan to a resource-based spending 
plan, so that priorities are established and expenses are based on available resources or 
those that can be reasonably expected in the future.  

The Library should develop a financial forecast that seeks no additional tax increases.  If 
the operational outlook with this constraint is not feasible within the present funding 
level, the Library should look at other options that reduce the tax burden on residents of 
Shaker Heights.  One such alternative would be to evaluate a merger with the Cuyahoga 
County Library system, which is a more economical tax option for Shaker residents. 

 

Community Outlook 

While these recommended actions are difficult and may not be popular among all 
residents and stakeholders, the fiscal pressure in our community requires tough actions 
and adherence to a coordinated city-wide financial and tax plan.  A key necessity for 
Shaker Heights is to attract and retain income and tax-producing residents and 
businesses to assure a funding level which supports top-quality City services and safety, 
high-quality Schools and a good Library system.  The community’s ability to attract and 
retain these taxpayers is dependent on the perception that the City, the Schools and the 
Library have much to offer without unduly burdening residents financially. 

Shaker has done a remarkable job of maintaining high quality City, School and Library 
operations in the face of significant challenges.  This is a testament to our citizens and to 
the quality of people who have served in office in Shaker over a period of many years.  
Our community continues to have unique assets which make us optimistic about the 
future -- high quality housing stock, the physical beauty of our parks and walking trails, 
attractive neighborhoods and a highly educated and diverse population.  These assets 
make us attractive and give promise to a bright future for Shaker.  The best way to 
assure this future is by adjusting to our changing economic circumstances and by 
following a sound and disciplined financial approach.  It is essential that all three taxing 
entities -- City, Schools and Library -- have a coordinated and connected financial plan 
that attempts to minimize the tax burden to residents, while preserving quality.  Good 
fiscal management is the bedrock of any sound, sustainable community.   
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Summary of Recommendations 

A. City 
 
1. Immediately implement the cost reduction actions outlined in this report. 

 
2. Prepare a 0.5% income tax increase ballot initiative for this year.   The City’s 

revenue and expenditure plan must eliminate the forecasted operating 
deficits and maintain a general fund operating reserve of at least 15% of 
annual expenditures.   

 
3. There is a key necessity to continue the City’s capital investments, formerly 

funded by the State estate tax.  Investment in infrastructure, streets, parks 
and recreation facilities is critical to maintaining a vibrant Shaker Heights.  
Essential to this is a general fund budget that fully supports ongoing capital 
improvements and debt service of $4.5 million annually.  

 
4. Develop a detailed plan around the additional revenue generating, cost 

savings and employee compensation/benefit productivity opportunities 
presented in this report. 

 
B. Schools 

 
1. Using the City example, undertake a similar in-depth, independent analysis of 

operations with a focus on reducing costs, without compromising quality or 
the educational experience. 
 

2. Develop a resource-based strategic plan so that priorities are established and 
expenses are based on available resources or those that can reasonably be 
expected in the future. 
 

3. Barring an unforeseen elimination or depletion of a major funding source, 
defer any potential tax increases, whether for operating expenses or capital 
needs, until 2014 at the earliest and reduce requested millage below the 10 
mil level. 
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C. Library 
 
1. Using the City example, undertake a similar in-depth, independent analysis of 

operations with a focus on reducing costs and improving productivity. 
 

2. Develop a financial plan that seeks no additional taxpayer funding. 
 
3. Evaluate the tax savings to Shaker residents and the benefits of joining the 

Cuyahoga County Library system.  
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The Mayor’s Financial Task Force 

 
Martin R. Kolb, Chair:   

• Chair, Mayor’s Financial Task Force of 2010 
• Retired General Manager, General Electric Company 
• Past member, Shaker Heights Board of Education and Board President 
• Member, City Council Finance Committee 
• Member, Finance & Audit Committee Shaker Heights City School District 
• Three adult sons, all Shaker City School graduates 

 
Jack Boyle: 

• Senior Fellow & Special Assistant to the President, Capital Planning, Maxine 
Goodman Levin College of Urban Affairs, Cleveland State University 

• Retired VP Business Affairs & Finance, Cleveland State University 
• Retired Chief Financial Officer, United Agencies, Inc. 
• Former Mayor, City of Cleveland Heights 
• Member, Shaker Planning & Zoning Appeals Board 
• Master’s degree, Urban Planning, Design & Development; BS Finance 
• 4 adult children; 6 grandchildren in Shaker City Schools 

 
Todd Campbell: 

• Portfolio Administration Group Manager, KeyBank  
• Past Board member, Fund for the Future of Shaker Heights 
• Member, City Council Finance Committee 
• Two children in Shaker City Schools 

 
Paul Carleton: 

• Managing Director, Carleton McKenna & Co., LLC, strategic & financial consulting 
firm 

• Member, Business Advisory Council of Baldwin Wallace College 
• Chair, Board of Trustees – Baldwin-Wallace College 
• Chair, Executive Committee – Baldwin-Wallace College 
• Member, Finance & Audit Committee Shaker Heights City School District 
• Four adult children attended and/or graduated from Shaker City Schools 
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Christopher Hunter: 

• Associate General Counsel – Intellectual Property, Parker-Hannifin Corporation 
• Past member, Family Connections (previously Shaker Family Center), and Board 

President 
• Past member, City Council Finance Committee and Neighborhood Revitalization 

Committee 
• Three children in Shaker City Schools 

 
Matt Lehman: 

• Mobile Business Leader, Progressive Insurance 
• Past Member, City Council Finance Committee 
• Member, Board of Trustees, Shaker Schools Foundation 
• Member, Board of Trustees, Shaker Youth Center 
• Member, Board of Trustees, Shaker Youth Hockey Association  
• Shaker City Schools graduate  
• Two children in Shaker City Schools 

 
Carolyn Milter: 

• Retired Manager, Communications & Public Affairs, Cuyahoga County 
Department of Health and Nutrition 

• Past member, Shaker Heights Board of Education and Board Vice President 
• District Administrator for Cong. Dennis Eckart when he represented the Heights 

area 
• 30-year Ludlow resident, former Ludlow PTA President, Board member Ludlow 

Community Association 
• Three adult children, all Shaker City School graduates 
• Now resides in Cleveland portion of Shaker School District  
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	As agreed upon in the signed partnership agreement please identify the nature of the partnership with an explanation of how the lead agency and collaborative partners will work toegether on the proposed projectRow1: The City of Shaker Heights seeks to collaborate with Shaker Library on a Facilities Assessment and Feasibility Study to develop comprehensive maintenance and building plans which will allow the Library to operate in the most efficient and cost-effective manner while continuing to deliver excellent library service to the community and to continue to serve its partners and collaborators.

The City, which owns the Main Library building and leases it to the library, seeks to find creative ways to hold the line on taxation for its residents as well as to help its public library find ways to continue to provide high levels of service to the community. A review of the library facilities and an assessment of projected costs will help to pave the way for the library's future. The Library is currently a strong anchor in the city's governmental/commercial quadrant and to lose its presence would be a great loss to the city. The Library's many partners have a vested interest in the outcome so it is important to seek their commitments to the project.

The Library will serve as the fiscal agency for the project. The Library will evaluate and select the  consultant to conduct the Facilities Assessment and Feasibility Study. The Library will enter into a contract with the consultant and handle all oversight and payment. The Library will submit invoices to the City for payment of the grant funds to the Library or consultant. During the process, the consultant will meet regularly with the City and Library to review findings, and the partners will help the consultant obtain the necessary information to complete an informed assessment, which will include an analysis of the two existing library buildings including staffing levels, operating costs, building upgrades, and space occupied. Strengths and weaknesses of the current buildings will be identified. At the conclusion of the Facilities Assessment and Feasibility Study, the Library will provide the City with recommendations so they can plan together.
	Collaborative Partner 1 Name: Shaker Heights Public Library
	Collaborative Partner 1 Address: 16500 Van Aken Boulevard
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	Collaborative Partner 3 Name: 
	Collaborative Partner 3 Address: 
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	Collaborative Partner 4 Zip: 
	Collaborative Partner 5 Name: 
	Collaborative Partner 5 Address: 
	Collaborative Partner 5 City: 
	Collaborative Partner 5 Zip: 
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	Collaborative Partner 6 Zip: 
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	Collaborative Partner 13 Zip: 
	Provide a general description of the project including a description of the final work product derived from the grant study or loan implementation project This information may be used for council briefings program and marketing materialsRow1: The City of Shaker Heights seeks to collaborate with the Shaker Library on a Facilities Assessment and Feasibility Study of its public buildings to develop comprehensive maintenance and building improvement plans, which will allow the Library to operate in the most efficient and cost-effective manner while continuing to deliver excellent library service to the community.

A Facilities Assessment of the aging structures of both the Main Library and the Bertram Woods Branch will help to determine and project maintenance needs over a 10-year period. The resulting plan will identify major building and structural issues and provide estimated costs and a prioritized time schedule for each identified liability over the next decade. The Feasibility Study will examine options and make recommendations for both library facilities that could lower operational costs while maintaining current library service levels.

The Facilities Assessment will describe in detail the existing conditions of the Main Library and Bertram Woods Branch while the Maintenance Plan will provide itemized cost information and prioritized recommendations for improvement. These documents would then be supplemented by a Feasibility Study evaluating options for renovations, expansion, and new construction. The study would also describe the impact of each action on library collections, services, and staffing efficiency. Preliminary budget information and time lines would be developed for each of these options so the Library can make an informed decision about the future of its facilities.

The final work product is the Facilities Assessment and Feasibility Study. These studies will help in the City's strategic planning efforts. The Main Library building is owned by the City and serves as an anchor in the commercial/governmental section of the city. The building and the Library's presence in its current location have significant and profound ramifications for city development. The studies will help to set direction and provide the raw data needed to make critical decisions.

A branch library or bookstore-type library could complement the city's Van Aken District redevelopment project and add to the appeal of this public space and help to enhance the location as a vital community space. The City's redevelopment project is a $75 million dollar project which turns existing strip shopping centers into a vibrant, mixed-use district. The transformation begins with $18.5 million in roadwork and intersection improvements in 2014.
	Previous LGIF Rounds: No
	If yes in which Rounds: 
	What was the project name: 
	What entity was the lead applicant: 
	Provide a summary of past efforts to implement a project to improve efficiency implement shared services coproduction or a merger 5 pointsRow1: In 1983, Shaker Library joined CLEVNET, a consortium of 44 library systems across 12 counties in Northeast Ohio, which provides their patrons with shared access to more than ten million items, exclusive online subscription resources, and a rich collection of downloadable media. The Library Board meets with other area independent libraries to compare service models that could be mutually beneficial. Self-check out was implemented at both libraries. In 2011, the Library hired Orange Boy to provide demographic analysis and library usage data which were used to establish strategic directions for the institution. As a result, the Library has consolidated services into a new centralized area and implemented self-service check out at both locations.
In 2012, the City hired a consultant to conduct a Cooperative Services Feasibility Study of two municipalities' (Shaker Heights and University Heights) fire departments funded by a grant from the Cleveland Foundation. The study was completed and the City and University Heights are negotiating a merger of the fire departments. Shaker Heights Police Department participates in the Northern Ohio Law Enforcement Task Force and EDGE, an agreement in which five suburbs share personnel and resources in providing SWAT team services. Shaker Heights Fire Department has mutual aid and automatic response agreements with other communities, Joint Fire Dispatch, and the Chagrin Southeast Haz-Mat reciprocal agreement. These are examples of successful shared services and mergers.
	Past Success: 5
	Provide a summary of how the applicants proposal can be scaled for the inclusion of other entities 5 pointsRow1: The primary focus in evaluating the feasibility of various efficiencies for Shaker Library's buildings will be to determine the appropriate facility size, location, and cost of renovation or construction to service city residents. The study will also recommend the scale and number of libraries needed for dense, inner-ring communities taking into account access to the community on foot or by public transportation.

In evaluating the requirements for enhanced facilities, all community partners who have a stake in the library will be consulted to ensure the library meets its current ability to provide and deliver services. Te ensure that their needs are understood and met, we will solicit their input since many of these organizations require space in the library to support their operations or programs.

The study will be shared so that the methodology can be replicated by other libraries in older, historic buildings, that seek ways to retrofit them for modern library operations. As a member of the CLEVNET consortium, the Library can share the information with its 44 member libraries. As a member of the American Library Association, the information can also be shared with libraries throughout the U.S.
	Scalable: 5
	Provide a summary of how the applicants proposal can be replicated by other entities A replicable project should include a component that another entity could use as a tool to implement a similar project 5 pointsRow1: The City's project is not unique. Shaker Heights is not the only city with a library that has had to adapt to changing budgets and increased costs for the delivery of city services. The City will share its results with other communities who face similar challenges. The methods of data analysis should be similar from one community to the next. The final product of a Facilities and Maintenance Plan can be made available for other independent library models. 

The study can be shared and the methodology replicated for other libraries in older, historic buildings, that seek ways to retrofit them for modern library operations.
	Replicable: 5
	Provide a summary of the likelihood of the grant study recommendations being implemented Applicants requesting an implementation loan should provide a summary of the probability of savings from the loan request 5 pointsRow1: Shaker Library is currently operating at a deficit. It is critical to evaluate the current situation to determine cost savings and to determine if the number of libraries located within the city should be reconfigured, reduced in scope, or combined into a single facility.

In 2011, the Library implemented recommendations of its strategic plan. The Plan provides demographic analysis and library usage data which it used to establish strategic directions for the institution. As a result, the Library has consolidated services into a new centralized area and implemented self-service check out at both locations. This resulted in a 90 hour reduction in staff time per week. The Library has also responded to recommendations of other past studies.

Time constraints make the probability of success high. The City and the Library recognize they cannot maintain the status quo. They need to work together to provide needed library services and to reduce costs whenever and wherever possible. The Facilities Assessment and Feasibility Study will be the catalyst for them to look to a more cost-efficient way to deliver library services to the community.

Additionally, Library development would provide an opportunity to complement the city's Van Aken District redevelopment project and could add to the appeal of this public space and help to enhance the location as a vital community space. Reimagining a satellite library building has many exciting possibilities (e.g. bookstore-browsing library with a coffeehouse component or computer lab.)
	Probability of Success: 5
	If the project is the result of recommendations from a prior performance audit provided by the Auditor of State under Chapter 117 of the Ohio Revised Code or is informed by a previous cost benchmarking study please attach a copy with the supporting documents In the section below provide a summary of the performance audit findings or cost bench marking study results 5 pointsRow1: The Library's annual reports are presented in a format consistent with the preesnation reuqirements of the Governmental Accounting Standards Board Statement No. 34, as applicable to the Library's cash basis of accounting.
The Library's project is informed by the 2012-2014 Balanced Scorecard Strategic Plan 2012-2014 (See attached copy). This study benchmarks various financial and operational levels with the objectives of reducing costs and exploring the feasibility of a new facility. Additionally, it is informed by the 2012 Mayor's Financial Task Force Report, which advised the Library to undertake an in-depth, independent analysis of operations with a focus on reducing costs and improving productivity. The City completed the Mayors Financial Task Force Report which states that the Library's operation causes a strain on the limited tax base. (Report attached)
Main Library and Bertram Woods branch buildings require repair and maintenance and current costs of operating both buildings is becoming critically problematic. The inefficient design of both buildings requires more staff to manage them. Due to flat State funding and decreased property tax collections, Shaker Library is faced with cost reductions, and is currently unable to operate within its approved budget due to the age, inefficiencies, and maintenance requirements of its current buildings. Operationally, the main building does not meet library standards and requires more personnel than other facilities of its size. Additionally, the buildings require major capital project (e.g., HVAC systems, waterproofing, replacement windows, and floor coverings.)
	Performance Audit/Cost Benchmarking: 5
	Provide a summary of how the proposal will promote a business environment through a private sector parter 5 points andor provide for community attraction 3 pointsRow1: The City of Shaker Heights has pursued economic and community development to increase its tax base. In 2010, City Council adopted an Economic Development plan with recommendations that significantly increase the City's ability to diversity its tax base and generate the density required to support the types of amenities - restaurants and retail - that our community wants.

The Shaker Library supports local business. A refurbished Shaker Library would increase partnerships with local private sector businesses and organizations. The Library's Community Entrepreneurial Office (CEO) offers office space rental, copy, and faxing services, and complements the City's private sector partner, LaunchHouse. The Career Transition Center (CTC), a library partner located within the CEO serves job seekers by offering workshops, a jobs club, and individual job counseling. Since its opening in 2011, the CTC has helped more than 1,000 job seekers and has plans to replicate its model in other library communities.

A satellite library building (e.g. bookstore-browsing library with a coffeehouse component or computer lab) in the city's Van Aken District would complement the development project and attract community members as well as outsiders to the area. (in 2012, Shaker libraries were visited by 540,371 people.)

	Economic Impact: 0
	Provide a summary of how the project responds to substantial changes in economic demand for local or regional government services The narrative should include a description of the current and future expected servce level needs 5 pointsRow1: Every city government is experiencing budget cuts and expects future funding to decline. But demand for city services remains high and the Library is an important quality of life component as the City seeks to attract and retain residents who already bear a heavy tax burden.

The Library's main building was built in 1926 as an elementary school. The City and Library renovated it in 1993 as a library. While serving as an anchor in the city's commercial quadrant, the library does not own the current building, which is costly and inefficient to operate. The City owns the Main Library. The branch library is owned by the library and was built in 1960 with subsequent additions.

Both library buildings are expensive to maintain and the library Board feels the current model is not sustainable and the library will not be able to operate within its budget due to inefficiencies of the current facilities. The study will explore possibilities at the main Library including service on one floor, which will reduce expenses; renting office space on the second floor for community and business uses; and a reduction or relocation of the branch. These actions will reduce costs but maintain current service levels.

Continued service is desired at the Main Library location as it serves the entire community and is located within walking distance of the city's poorest neighborhoods. In addition, relocating the branch library to the city's Van Aken District development project could add to the appeal of this public space.
	Economic Demand: 5
	LGIF Request: 45000
	Source 1: 
	Source 1 Amount: 
	Source 2: 
	Source 2 Amount: 
	Source 3: 
	Source 3 Amount: 
	Source 4: 
	Source 4 Amount: 
	Source 5: Shaker Heights Library
	Source 5 Amount: 5000
	Source 6: City of Shaker Heights
	Source 6 Amount: 1200
	Source 7: 
	Source 7 Amount: 
	TotalMatch: 6200
	TotalSources: 51200
	Consultant Fees Amount: 45000
	Consultant Fees Source: LGIF
	Legal Fees Amount: 
	Legal Fees Source: 
	Other Use 1: Maintenance
	Other Use 1 Amount: 
	Other Use 1 Source: 
	Other Use 2: Supervision
	Other Use 2 Amount: 3000
	Other Use 2 Source: Shaker Heights Public Library
	Other Use 3: Administration
	Other Use 3 Amount: 1000
	Other Use 3 Source: Shaker Heights Public Library
	Other Use 4: Review
	Other Use 4 Amount: 1000
	Other Use 4 Source: Shaker Heights Public Library
	Other Use 5: City Review
	Other Use 5 Amount: 1200
	Other Use 5 Source: City of Shaker Heights
	Other Use 6: 
	Other Use 6 Amount: 
	Other Use 6 Source: 
	Other Use 7: 
	Other Use 7 Amount: 
	Other Use 7 Source: 
	Other Use 8: 
	Other Use 8 Amount: 
	Other Use 8 Source: 
	Total Uses of All Sources: 51200
	Local Match Percentage: 0.12109375
	Local Match: 1
	Project Budget Narrative Use this space to justify any expenses that are not selfexplanatory: The Facilities Assessment and Feasibility Study will cost $45,000. Since the City and the Library are dealing with the financial challenges of maintaining aging building and housing stock with declining State funds and property tax collections, the grant will provide both entities with raw data and critical information to plan for the future. This research is invaluable for City and Library planning. A review of the library facilities and an assessment of projected costs will help to pave the way for the library's future.

The Main Library building is currently a strong anchor in the city's governmental/commercial quadrant and to lose its presence would be a great loss to the city. Additionally, it is within walking distance to the city's poorest neighborhoods and borders part of the City of Cleveland. (According to recent census data, 25.4% of residents in the Main Library's 44120 zip code were below the poverty level.) Conveniently located on bus and rapid transit lines, the Library's current location is easily accessible.

A Facilities Assessment of the aging structures of both the Main Library and Bertram Woods Branch will help to determine and project maintenance needs over a 10-year period. The resulting plan will identify major building and structural issues and provide estimated costs and a prioritized time schedule for each identified liability over the next decade.

The Feasibility study will examine options and make recommendations for both library facilities that could lower operational costs, through reduced staff, while maintaining current library service levels. One option is to close the branch building and open a smaller, bookstore-like browsing library and coffee shop within the proposed Warrensville/Van Aken redevelopment area. Another option is to reduce the Main Library from a 2 level operation to a single level.

the Feasibility Study will help the City, the Library, and its partners identify and prioritize the library's fiscal strengths and liabilities while re-imagining its physical presence in the community. It will also provide significant operation cost savings over the current library model.
	Budget1: Yes
	Occupancy YR 3: 270,100
	FY: 2011
	FY_2: 2012
	FY_3: 2013 Est
	Salary and Benefits YR 1: 3.359.501
	Salary and Benefits YR 2: 3,394,851
	Salary and Benefits YR 3: 3,563,035
	Contract Services YR 1: 274,604
	Contract Services YR 2: 264,140
	Contract Services YR 3: 298,290
	Occupancy YR 1: 224,906
	Occupancy YR 2: 382,620
	Training and PD YR 1: 19,867
	Training and PD Year 2: 7,213
	Training and PD Year 3: 16,300
	Insurance YR 1: 24,158
	Insurance YR 2: 25,181
	Insurance YR 3: 26,501
	Travel YR 1: 922
	Travel YR 2: 1,498
	Travel YR 3: 1,026
	Capital Equipment YR 1: 109,474
	Capital Equipment YR 2: 166,443
	Capital Equipment YR 3: 113,000
	Supplies YR 1: 71,013
	Supplies YR 2: 70,631
	Supplies YR 3: 72,000
	Evaluation YR 1: 0
	Evaluation YR 2: 0
	Evaluation YR 3: 0
	Marketing YR 1: 21,446
	Marketing YR 2: 28,797
	Marketing YR 3: 20,000
	Conferences YR 1: 12,732
	Conferences YR 2: 10,843
	Conferences YR 3: 9,000
	Administration YR 1: 
	Administration YR 2: 
	Administration YR 3: 
	Other Expense 1: Library Materials
	Other Expense 1 YR 1: 518,948
	Other Expense 1 YR 2: 554,541
	Other Expense 1 YR 3: 530,700
	Other Expense 2: 
	Other Expense 2 YR 1: 2,384
	Other Expense 2 Yr 2: 3,678
	Other Expense 2 YR 3: 1,500
	Other Expense 3: Transfers
	Other Expense 3 YR 1: 59,133
	Other Expense 3 YR 2: 14,200
	Other Expense 3 YR 3: 200,000
	Total Expenses YR 1: 4,699,448
	Total Expenses YR 2: 4,924,636
	Total Expenses YR 3: 5,121,452
	Local Government 1: Real Estate/Property Tax
	LG 1 YR 1: 2,913,920
	LG 1 YR 2: 2,886,278
	LG 1 YR 3: 2,678,000
	Local Government_2: 
	LG 2 YR 1: 
	LG 2 YR 2: 
	LG 2 YR 3: 
	Local Government_3: 
	LG 3 YR 1: 
	LG 3 YR 2: 
	LG 3 YR 3: 
	State Government YR 1: 1,905,593
	State Government YR 2: 1,802,487
	State Government YR 3: 1,788,527
	FederalGovernment YR 1: 
	Federal Government YR 2: 
	Federal Government YR 3: 
	Other Revenue 1: 
	Other Revenue 1 YR 1: 75,537
	Other Revenue 1 Yr 2: 78,224
	Other Revenue 1 YR 3: 76,000
	Other Revenue 2: 
	Other Revenue 2 YR 1: 
	Other Revenue 2 YR 2: 
	Other Revenue 2 YR 3: 
	Other Revenue 3: Transfers In
	Other Revenue 3 YR 1: 20,000
	Other Revenue 3 YR 2: 11,200
	Other Revenue 3 YR 3: 0
	Membership Income YR 1: 
	Membership Income YR 2: 
	Membership Income YR 3: 
	Program Service Fees YR 1: 141,785
	Program Service Fees YR 2: 148,150
	Program Service Fees YR 3: 149,000
	Investment Income YR 1: 2,859
	Investment Income YR 2: 3,167
	Investment Income YR 3: 2,600
	Total Revenues YR 1: 5,057,692
	Total Revenues YR 2: 4,929,506
	Total Revenues YR 3: 4,694,157
	Budget2: No
	FY_4: 2014
	FY_5: 2015
	FY_6: 2016
	Salary and Benefits YR 4: 3,213,035
	Salary and Benefits YR 5: 3,213,035
	Salary and Benefits YR 6: 3,063,035
	Contract Services YR 4: 280,000
	Contract Services YR 5: 280,000
	Contract Services YR 6: 280,000
	Occupancy YR 4: 250,000
	Occupancy YR 5: 250,000
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	Training and PD YR 4: 16,000
	Training and PD YR 5: 16,000
	Training and PD YR 6: 16,000
	Insurance YR 4: 27,500
	Insurance YR 5: 28,000
	Insurance YR 6: 28,500
	Travel YR 4: 1,000
	Travel YR 5: 1,000
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	Capital Equipment YR 5: 125,000
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	Supplies YR 4: 73,000
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	Supplies YR 6: 73,000
	Evaluation YR 4: 
	Evaluation YR 5: 
	Evaluation YR 6: 
	Marketing YR 4: 20,000
	Marketing YR 5: 20,000
	Marketing YR 6: 20,000
	Conferences YR 4: 9,000
	Conferences YR 5: 9,000
	Conferences YR 6: 9,000
	Administration YR 4: 
	Administration YR 5: 
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	Other 4: Library Materials
	Other 4 YR 4: 540,000
	Other 4 YR 5: 545,000
	Other 4 YR 6: 550,000
	Other 5: 
	Other 5 YR 4: 2,000
	Other 5 YR 5: 2,000
	Other 5 YR 6: 2,000
	Other 6: Transfers
	Other 6 YR 4: 200,000
	Other 6 YR 5: 200,000
	Other 6 YR 6: 200,000
	Total Expenses YR 4: 4,756,535
	Total Expenses YR 5: 4,762,035
	Total Expenses YR 6: 4,617,535
	Local Government_4: 
	LG 4 YR 4: 2,680,000
	LG 4 YR 5: 2,682,000
	LG 4 YR 6: 2,682,000
	Local Government_5: 
	LG 5 YR 4: 
	LG 5 YR 5: 
	LG 5 YR 6: 
	Local Government_6: 
	LG 6 YR 4: 
	LG 6 YR 5: 
	LG 6 YR 6: 
	State Government YR 4: 1,812,000
	State Government YR 5: 1,871,000
	State Government YR 6: 1,900,000
	Federal Government YR 4: 
	Federal Government YR 5: 
	Federal Government YR 6: 
	Other Revenue 4: 
	Other Revenue 4 YR 4: 77,000
	Other Revenue 4 YR 5: 78,000
	Other Revenue 4 YR 6: 79,000
	Other Revenue 5: 
	Other Revenue 5 YR 4: 
	Other Revenue 5 YR 5: 
	Other Revenue 5 YR 6: 
	Other Revenue 6: 
	Other Revenue 6 Yr 4: 
	Other Revenue 6 YR 5: 
	Other Revenue 6 YR 6: 
	Membership Income YR 4: 
	Membership Income YR 5: 
	Membership Income YR 6: 
	Program Service Fees YR 4: 150,000
	Program Service Fees YR 5: 152,000
	Program Service Fees YR 6: 153,000
	Investment Income YR 4: 2,650
	Investment Income YR 5: 2,700
	Investment Income YR 6: 2,800
	Total Revenues YR 4: 4,721,650
	Total Revenues YR 5: 4,785,700
	Total Revenues YR 6: 4,816,800
	Program Budget Narrative: Bidget predictions were based upon the following assumptions:

1.) Program budget is the General Operating Budget for the Shaker Heights Public Library as this project relates to the library's operation.

2.) Income increases will be moderate over the next three years.

3.) The Public Library Fund from the State of Ohio can only increase slowly until the economy of the state shows great growth.

4.) Expenses must decrease to keep the library in the black because $300,000 from the real estate tax was lost due to a decrease in property values.

5.) Efficiencies in staffing must be found because it is the area of greatest expense for the library and the only area in which cuts can be made that are large enough to bring the budget under control.

6.) Other expenses are assumed to remain stable with careful control of the budget.
	Program Budgets: 5
	Radio Button4: Yes
	Gains: 01228251
	Return on Investment Percentage: 0.0868875125078655
	Costs: 14136105
	Return on Investment: 5
	Return on Investment Justification Narrative In the space below describe the nature of the expected return on investment providing justification for the numbers presented in the ROI calculation This calculation should be based on the savings cost avoidance or increased revenues shown in the program budgets on the preceeding pages  Use references when appropriate to justify assumptions used for cost projectionsRow1: The return on investment will be $1.2 million. In each of the first two years $350,000 will be saved by tighter scheduling of staff and an additional $500,000 will be saved in the third yard with implementation of the recommendations of the study. This can be done with reconfigured spaces allowing for efficiency in staffing.

Also, the project cost to maintain two aging buildings continues to increase. The study will help to prioritize the Library's maintenance needs and to make suggestions for the future. This will enable the library to hold back increased costs of maintenance in the coming years. And with greater utilization of space, portions of the current buildings could be mothballed.

The City and the Library seek to evaluate how the Library can continue to deliver quality services to the community while containing costs. The return on investment of a comprehensive, thoughtful study will help both entities formulate a plan to continue to deliver high quality services to its community in a cost-effective manner.
	Magnitude Factor Explanation: .0869 x $1,228,251 ÷ 1,000 = 106.7
	Magnitude Factor: 5
	This project will decrease specific line items in the exisiting budget The specific line items should be evidenced by an expected decrease in specific line items for the next three years Please list the specific line item in the Program Budget section and the total dollar amount saved in the next three years 5 pointsRow1: It is projected that $1,228,251 will be saved over three years with a reduction of personnel expenses. Additional savings will accrue when the study is completed and the recommendations are implemented. Amounts are difficult to forecast because the recommendations will not be known until the study is complete. Large savings are expected in maintenance and utilities costs.
	Cost Savings: 5
	Does the project affect core services in your community Explain how this project meets the basic needs of your community by providing services for which the lead applicant is primarily responsible 5 pointsRow1: The City is devoted to attracting and retaining residents through attractive housing stock and services. Conveniently located on bus and rapid transit lines, Main Library is within walking distance of the High School. The Library provides educational services for the family-from cradle to cane. In addition to free books and material, Main Library offers a free Computer Center. Other educational services include a Play and Lear Station, offered in collaboration with Family Connections, a free, drop-in literary center so all children can enjoy a preschool experience. A Literacy Specialist visits community preschools each month bringing books and reading stories. ABRL/GED services are provided for those seeking a high school diploma. Free tutoring services for children in grades 2 -8 are offered in collaboration with MyCom. Main Library operates a Teen Center, and also provides students with Shaker Schools' core textbooks. The Library's Career Transition Center offers a series of FREE workshops, a Jobs Club, and individual job counseling for job seekers. Homebound delivery to those who cannot come to the Library and visits to area senior center service the community's elders.
	Core Services: 0
	Please outline your preferred loan repayment structure At a minimum please include the following the entities responsible for repayment of the loan all parties responsible for providing match amounts and an alternative funding source in lieu of collateral Applicants will have two years to complete their project upon execution of the loan agreement and the repayment period will begin upon the final disbursement of the loan funds A description of expected savings over the term of the loan may be used as a repayment sourceRow1: N/A
	Repayment Source: Off
	S-Population: 1
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	S-Past Success: 5
	S-Scalable: 5
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	S-Probablity of Success: 5
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