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Transitioning from a Non-Funded Subjective Pavement
Maintenance Plan to a 10-Year CIP Budgeted Data
Driven Pavement Maintenance Plan
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Background On Sartell...

 Located in Central MN

* Relatively new community and new infrastructure.
« Population of 20,000

* 108 Miles of roadway

New Road/New Pavement | Population
1995-1999 18.6 Miles | 8,850
1999-2004 26.8 Miles | 12,300
2005-2010 20.7 Miles | 15,875
2010-2024 14.2 Miles | 19,730
TOTAL = 80.4 Miles




Background on Sarteli

Staff changes between 2010-2017
* Engineer x 2

« Administrator

* Finance Director

Staff changes between 2017-2025
« Administrator

* Finance Director X 2

» Public Works Director X 2

* Development Director X 2

» Streets Supervisor

o Utility Supervisor
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2-3 Council members have generally
stayed consistent with several serving
multiple terms.

Current Mayor has been Mayor since
2019 and was a council member prior
to being elected Mayor.

One current council member also served
terms from 2007-2010 & 2015-2018

Another council member has been
serving since 2019.




Where we started...

2013 — Pavement Management Report
— Visual Assessment of Roadways
— 87 miles of City roadways.
— Average city roadway being 14 years old at that time.

Overall Condition Mileage Percentage of Roadways
Index

Excellent Condition 21.2 Miles 24 .57%

90.01 —100.00

Good Condition 47.02 Miles 53.83%

50.01 —90.00

Fair Condition 8.28 Miles 9.48%

40.01 - 50.00

Poor Condition 10.85 Miles 12.42%

0.00 -40.00




Where we started

2013 — Pavement Management Report




Where we started...

2013 — Pavement Management Report
— Budget

« Need approximately $2,000,000 per year for Street Maintenance and
Reconstruction projects to maintain OCI = 68.

* The actual budget was $500,000 for Street Maintenance and
Reconstruction projects.

— Recommendation to focus on sealcoat projects to keep good roads good.

« Between 2014-2017 The City Spent between $100,000 - $200,000 annually on
Pavement Maintenance

2013 2014 2015 2016
Reconstruction $600,000 SO SO SO
Overlay / Reclaim o) SO o) SO
SealCoat $100,000 $150,000 $150,000 $150,000

Total = $700,000 $150,000 $150,000 $150,000




2017 — Prioritize & Educate

« Engineering & Public Works laid
out Street Maintenance Priorities.

— Based Observations and Age

— Priority Map, Spreadsheet and
Costs Estimates

- $1M-$3M per year
« City Council Workshop.

* No Funds Allocated!




Between 2017-2020... Chasing Fires

« Chasing issues areas, public works staff
priorities, political priorities.

* Budget spent on new roads and large
reconstruction projects.

« Street fund was unrestricted.
* No set plan and no set budget.

2017 2018 2019 2020

Pinecone N. East Side &
Reconstruction & 4th Ave. S. S0 SRTS S0
Overlay / Reclaim $S460,000 SO SO SO
SealCoat $150,000 SO SO S0
Total = $610,000 S0 S0 S0
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2020... Lets Start Planning

* New City Administrator and New Finance Director
— Create a CIP - AWISH LIST!

* The Wish List / “Ask”
- $1,000,000 annually for Overlay/Resurfacing Projects
— $50,000 annually for Sealcoat Projects
- $175,000 annually for Street & Drainage Repairs
— 2021 — Updated Transportation Plan
— 2021 — Updated Sealcoat Priority Plan

« The CIP Budget
— Starting in 2022 - $500,000 for ALL Street Maintenance Projects
— 2024 $10,000 for Transportation Plan Update

« 2020 included 3 large street projects (new & reconstruction) with no street
maintenance projects being completed.
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2021...
« $100,000 spent on Seal Coat Project of Major Corridor (Heritage Drive)

 Large street project — New Construction of Scout Drive & Dehler Drive

2022... Finally a Budget!

« $500,000 Budget for Street Maintenance Projects.

» Focus on Main Corridors First... Biggest Impact for $$
» Street Fund Restricted!

» Updated Priorities — Complaints / Fires

» Education to Public — City Project Webpage




2023... Updated Street Maintenance CIP Budget

FUNDING

PROJECTS YEAR SOURCE 2023 2024 2025 2026 2027 2028 2029 2030

Ovwerly, Seal Coat & Street & Drainage Repairs Annual Street Fund $1,975,000 $1,975,000 $725,000 $550,000

$550,000 $550,000 $550,000 $550,000

« $1,365,642 in Overlay Projects - $5.38 to $2.63 per SF
« $467,528 in Seal Coat Projects Average $4.47 per SY ($0.50 per SF)

Const. Const. Total Cost
LENGTH| WIDTH | CALC AREA Construction| Cost Per | Cost Per | Total Project | CostPer |Total Cost
STREET LOCATION (FT) (FT) (SQFT) |NOTE: Cost Lin.Ft. | Sq.Ft. Cost Lin. Ft. |PerSq. Ft.
12th St. North Pinecone Road to CR 1 3,855 34 131,070  [Full Depth Reclimation $625,400 $162 $4.77, $704,564.02 $183 $5.38
15th St. North Pinecone Road to CR 1 3,480 36 125,268  [1.5" Mill & Overlay - Full Width $493,300 $142 $3.94 $555,742.62 $160] $4.44
9th Ave. North |15th St. North to 17th St. North 1,250 32 40,000 1.5" Mill & Overlay - Full Width $93,500 S75 $2.34 $105,335.36 $84 $2.63]




2024... CIP Updated Again (10-Year Plan)

PROJECTS YEAR 2024 2025 2026 2027 2028 2029 2030 2031 2032 2033 2034 2035

Owerly, Seal Coat & Street & Drainage Repairs Annual $1,975,000 $0 $550,000 $550,000 $550,000 $550,000 $550,000{ $1,000,000| $1,000,000] $1,000,000{ $1,000,000 $1,000,000

« $1,666,020 in Overlay Projects - $4.18 to $3.74 per SF

» $365,973 in Seal Coat Projects Average $3.88 per SY ($0.43 per SF)
Start Preventive Maintenance

« $13,200 Reclamite Application 12,500 SY ($1.05 per SY)

Construction Const. Cost| Const. Cost | Total Project Project | Total Cost Per
2024 OVERLAY Project Cost  Sq. Ft. (BID) [ PerLin. Ft. | PerSq. Ft. Cost Cost Per Sq. Ft. Notes:
Base Bid (Overlay) $754,929 208593 $158 $3.62 $868,168 $182 $4.16 Full Depth Reclaim / 2" Mill & Overlay
7th St S (Alt A) $398,163 109494 $138 $3.64 $457,887 $159 $4.18 Full Depth Reclaim
6th St S (Alt B) $295,620 90837 $115 $3.25 $339,963 $133 $3.74 Full Depth Reclaim
Sundance Rd (Alt C) $243,231 66474 $135 $3.66 $279,716 $155 $4.21 Full Depth Reclaim (Bid - Not Constructed)
Blackberry Cir / 34th St N (Alt D) $272,513 159723 S57 $1.71 $313,390 S66 $1.96 2" Mill & Overlay (Bid - Not Constructed)
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2024 Project Map




2025... CIP Updated Again

PROJECTS 2025 2026 2027 2028 2029

Street Maintenance $3,947,000/  $1,000,000  $1,050,000 $550,000 $550,000

« $3,080,000 in Overlay Projects
« $210,000 in Seal Coat Projects
« $33,000 Al Based Pavement Assessment

« Education of Council and ask to start Assessing
Overlay Projects.




Al Pavement Assessment

Overall Condition Percentage of
Index Mileage Roadways

55.0001 - 70.0000] 27.23 Miles




Al Pavement Assessment

2025 2013
Overall Percentage Percentage
Condition 2025 of 2013 of
Index Mileage Roadways Mileage Roadways
Excellent 12 46
Condition L 176% | 212Miles |  24.57%
90.01 - 100.00
Sood Condliion | 7002 66.09% | 47.02 Miles |  53.83%
poir condiion | 688 Miles | 6.50% | 8.28 Miles 9.48%
poor Condition | 199 15.65% | 10.85Miles | 12.42%

2025 Average OCI = 66.00
2013 Average OCI = 69.57
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2026... Next Steps

* Reprioritize based on Al Pavement Assessment
Reeducate Council & Residents

Update CIP Budget

2026 Priorities

Update Assessment Policy (?)

zozeL zoz7L zozsL 2029 zo3oL 2031 zoszL 2033 2034
Reconstruction SO SO SO SO $7,177,000 SO $4,245,000 S0| $11,613,000
Overlay / Reclaim $725,000 $4,766,000 SO SO $823,000 SO $7,755,000 SO $1,228,000
SealCoat SO $234,000 $339,000 $428,000 SO $1,002,000 SO $1,125,000 $2,159,000
Total = $725,000 $5,000,000 $339,000 $428,000 $8,000,000 $1,002,000 $12,000,000 $1,125,000 $15,000,000

Miles of Roadway (Reconstruction & Overlay)
Reconstruction 1.14 1.00 2.13
Overlay / Reclaim 0.63 4.87 0.90 8.24 1.34
Total = 0.63 4.87 0.00 0.00 2.04 0.00 9.25 0.00 3.47
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Funding Over Time

2013 2014 2015 2016 2017
Pinecone N.
Reconstruction $600,000 S0 S0 S0| & 4th Ave.S.
Overlay / Reclaim S0 S0 S0 S0 $460,000
SealCoat $100,000 $150,000 $150,000 $150,000 $150,000
Total = $700,000 $150,000 $150,000 $150,000 $610,000
2018 2019 2020 2021 2022 2023 2024 2025
East Side &
Reconstruction o) SRTS o) 19th Ave. S. West Side
Overlay / Reclaim SO SO SO SO $22,000 $1,365,642 $1,666,020| $3,080,000
SealCoat S0 S0 S0 $100,000 $115,000 $467,528 $365,973 $210,000
Total = S0 S0 S0 $100,000 $137,000 $1,833,170 $2,031,993 $3,290,000
2026 2027 2028 2029 2030 2031 2032 2033 2034
Reconstruction SO SO SO SO $7,177,000 SO $4,245,000 S0l $11,613,000
Overlay / Reclaim $725,000 $4,766,000 S0 S0 $823,000 S0 $7,755,000 SO $1,228,000
SealCoat o) $234,000 $339,000 $428,000 S0 $1,002,000 SO $1,125,000 $2,159,000
Total = $725,000 $5,000,000 $339,000 $428,000 $8,000,000 $1,002,000 $12,000,000 $1,125,000 $15,000,000
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O 2026 Next Steps
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Burnsville
Background

» Population: ~65,000
* Managed roadway: ~227 miles

» Maijority of streets constructed in
1960s, 1970s, and 1980s

« Pavement Management Program
started in 1990

* Infrastructure Trust Fund created in
1996 for dedicated streets funding

» Citywide Goal: Average PCI of 75 for
bituminous assets



History of Pavement
Management
approach

Citywide PCI ratings for the last 30+ years
Utilized GIS since ~1990
Did not have a strategic plan until 2024

Formalized general approach to pavement
management with street assessment policy

Have always assessed for reconstruction
projects

Performed a street improvement project
every year since 1900

Residential pavement section
« 3"—>3.5" —> 4" (9-ton)



History of Pavement
Management
approach

Did not begin full CIP watermain replacement with
street projects until ~2000

* Only spot CIP watermain replacement in 1990s

Began storm sewer hydraulic and hydrologic
analysis for projects in ~2003

Began replacing street signs with projects in ~2010

Began televising storm sewers for
damage/replacement needs in ~2015

Performed "maintenance overlays" on previously
reconstructed streets from 2014-2023

Began lining clay sewers ahead of street projects in
~2020



Infrastructure
Trust Fund

Created by ordinance in 1996, primary funding source for
pavement management program

Funded via tax levy

Cannot be used for maintenance

May only be used for street infrastructure

Projects must be in adopted CIP for at least 2 years

Intended to avoid the "vicious cycle"...



Maintenance Overlays

1.5" Mill & Overlay on streets
that were previously
reconstructed

Not assessed — 100% of
street costs came from
Infrastructure Trust Fund

Initiated to catch up on failing
pavement needs

Recently eliminated due to
funding constraints and equality
for those who have been
assessed



The "need"” for a Pavement
Management Plan



The "need" for a
Pavement
Management Plan

CIP watermain replacement pushing pavement
projects to full reconstruction projects, increasing the
demand on ITF

13 miles of critical condition (PCl<40) pavement, but
annual funding only allowed for ~6 miles to be
improved...vicious cycle commence

Protect ITF usage

Great reference for staff and elected official turnover
Continue the good work that has been done
Advocate for sufficient funding levels

Demonstrate cost effectiveness of proactive
strategies vs reactive approaches



another
telltale
sign of
heed...



Goals of Pavement
Management Plan

Maintain average citywide PCI of 75 or higher
Distribute cost burden to appropriate utility funds

+ Additional costs for curb replacement driven by
watermain replacement are passed on to water and
stormwater funds

No more than 5% of streets (11 miles) rated with a PCI
below 39

» Chosen based on mileage that can be feasibly
improved in near future (2-3 years)

Plan and program rehabilitation (mill & overlay) projects
into CIP

Prioritize ITF resources to street improvement projects

Ensure all critical condition streets are planned in 5-year
CIP for improvement




Strategic Plan —
PCIl Modeling

+ Used city's asset management program,
VueWorks, to forecast citywide average PCI

* Ran scenarios with varying funding levels,
optimized for PCI and cost effectiveness

* |ssues:

» Could not incorporate watermain
replacement needs, so reconstruction was
never selected as improvement type

» Algorithm initially ignored poor condition
streets that needed FDR in favor of fair
condition streets needing mill & overlays

* VueWorks was not built to do this type of
analysis, there are better products
available for modeling pavement needs

» Too complex for leadership to understand

Pavement Con

60

2024
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2028
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Less Strategic Plan — Baseline Scenario

Ignored MSA streets since they have their own funding
source not guided by city. Forecasted mileage of poor
and critical condition streets for 10 years. Incorporated
the existing critical condition streets (10 miles)

Assumptions:
* Equal distribution of pavement conditions
» Unmanaged pavement life of 35 years
* 5 miles go from fair to poor each year
* 5 miles go from poor to critical each year
Constraints:
« Annual investment of $4.5M (2024 CIP)

* 2 miles reconstructed annually for watermain
replacement needs (not all $4.5M can go to
FDR/mill & overlay)

Results:

« Funding level of $4.5M was not adequate as it only
allowed for 7 miles of streets to be improved
annually, falling short of the 10 miles of annual need




Less Strategic Plan — Sustain Scenario

* Assumptions:

» Equal distribution of pavement
conditions

« Unmanaged pavement life of 35 years

* 5 miles go from fair to poor each year

* 5 miles go from poor to critical each year
» Constraints:

» Total need of 10 miles to be improved
annually (equal to system degradation)

* 2 miles reconstructed annually for
watermain replacement needs (5 miles
mill & overlay, 3 miles FDR)

* Results:

« Annual investment of $7M was needed
to sustain the existing pavement
conditions and improve 10 miles of
streets annually



Less Strategic Plan — Improve Scenario

* Assumptions:

» Equal distribution of pavement
conditions

» Unmanaged pavement life of 35 years
* 5 miles go from fair to poor each year

* 5 miles go from poor to critical each year
» Constraints:

» Total need of 10.5 miles to be improved
annually, to reduce the backlog of critical
condition pavement

* 2 miles reconstructed annually for
watermain replacement needs (5
miles mill & overlay, 3.5 miles FDR)

* Results:

« Annual investment of $7.4M was
needed to improve the existing
pavement conditions and bring street
network within the goals of the pavement
management plan by 2030



Moving Forward
and Next Steps

+ The Pavement Management Plan is not yet fully
implemented due to funding constraints —an ITF
study is being done soon and should open the
door to full implementation

* The need for CIP watermain replacement guides
the timing of pavement projects

» Continue use of cost-effective life-extending
treatments like micro surfacing and underseals

* Implement use of Al and pavement management
products to better plan projects and needs

* Perform GPR and Geotech on 15-year plan to
ensure feasibility of mill & overlay vs FDR, etc.
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