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Introduction

In Step 4 of the STMP, the management review of the departments identified the structure, staffing, and operational
improvements that are recommended for support of a streamlined, more effective organization that will be strong and
flexible enough to meet the challenges of modern government and the increasing demand for public services. These
recommendations focused on setting professional standards, modeling best practices, streamlining staff, and adopting a
regional approach for the delivery of services.

The STMP guidelines state that Step 5 should be structured to identify the Borough’s top five financial and management
priorities. Additional prioritization is to be conducted at the departmental level. Interdepartmental objectives that are
Borough-wide or county-wide in nature are to be detailed in the Plan. The STMP guidelines require that each objective is
to contain a detailed action plan that describes (1) what is to be achieved, (2) the budgetary impact, (3) the timing and
deadlines for each action step, and (4) which employee or agency has the primary responsibility for the objective.

Goals and Action Items

Based on the information derived from the financial analysis and management reviews and discussions with officials and
staff, the consultant team is recommending a Plan that includes action steps and sets deadlines for activities necessary for
the Borough’s fiscal and organizational health. The Plan focuses on revenue growth strategies, expenditure reductions
from service-delivery efficiencies, adoption of best practices, and intergovernmental cooperation strategies.

The Plan identifies five priorities for the Borough and a set of action steps within each priority. This
Step 5 should be read in conjunction with the recommendations that are included in other sections
of the Plan. For each priority, Step 5 includes (1) critical success factors, (2) action steps, (3) the
person or department responsible for each action step, (4) the timelines for the action steps, and (5)
the probable financial impact of achieving each goal.

Implementing these recommendations will take significant effort by Borough officials and staff.
Many of the recommendations and goals will challenge the traditional notions and practices that the
Borough has adopted over time, but many of the current practices are ineffective and are no longer
useful for cultivating and supporting a modern and effective local government organization.

As a result of the review, analysis, and synthesis of material and information from Steps 1 through 4
of the Plan, and after discussions with management staff and Council about the goals of the Plan, the
following priority goals for the Borough have been identified.




STEP 5 — MULTI-YEAR PLAN STRATEGY
ToP FIVE PRIORITY GOALS

GOAL 1: THE BOROUGH WILL HAVE A SOLID AND SELF-SUSTAINING REVENUE BASE.

GOAL 2: THE BOROUGH WILL ENHANCE ITS CODE ENFORCEMENT AND BLIGHT STRATEGY.

GOAL 3: THE BOROUGH WILL UPGRADE ITS TECHNOLOGY IN ALL DEPARTMENTS.

GOAL 4: THE BOROUGH WILL ADDRESS PARKING, TRAFFIC, AND PEDESTRIAN CIRCULATION.

GOAL 5: THE BOROUGH WILL CONTINUE TO UPDATE AND ADOPT AN ANNUAL CAPITAL IMPROVEMENT PLAN
(CIP) SUPPORTED BY FUNDING STRATEGIES.




HISTORY AND PROJECTIONS — REVENUE AND EXPENDITURES 2018-2027

The Borough experienced significant deficits in every year from 2018 through 2022. Beginning in 2023, due to a tax
increase and cost containment, the Borough began to have excess revenue over expenditures and began to add to
its unrestricted fund balance. Overall, it is assumed that the expenditures will increase at approximately 3.7% per
year. Unfortunately, the revenue is projected to increase at a rate of only 1.7%. Over the next five (5) years, the
revenue is expected to exceed expenditures and the fund balance will continue to increase, but the gap will begin to
narrow as expenditures rise faster than revenue.

2018 1,996,992 2,068,798 (71,806) Audited
2019 2,068,941 2,161,631 (92,690) Audited
2020 1,987,372 2,475,795 (488,423) Audited
2021 1,953,638 2,392,259 (438,621) Audited
2022 2,194,372 2,399,722 (205,351) Audited
2023 2,504,724 2,182,233 322,491 Projected
2024 2,595,682 2,432,149 163,533 Projected
2025 2,642,813 2,468,839 173,974 Projected
2026 2,681,224 2,566,095 115,129 Projected
2027 2,714,324 2,584,032 130,292 Projected




GOAL 1: THE BOROUGH WILL HAVE A SOLID AND SELF-SUSTAINING REVENUE BASE.

REAL ESTATE TAX

The current millage rate is 9.25 for general purposes and .5 mills to support fire services.*

The Borough’s current real estate tax collection rate is about 90% which is slightly less than average.

The Borough collects about $116,000 on 1 mill of tax.

The Borough collects $950,000 on current real estate tax collections making up about 40% of the total revenue.

The median assessed value reported by the County is $54,580 — much lower than the ACS median value of $94,900.
Delinquent real estate taxes are collected by Keystone Collections.

The Borough should continue to work to increase the values of both residential and commercial property to ensure
that future years will reflect higher market values and subsequent increases in assessed values. Aggressive code
enforcement activities and attention to neighborhood amenities will help to improve property values and increase
assessments so that millage rates can remain low. The Borough should consider a commitment of personnel and
resources for code enforcement to achieve preservation of housing stock and strong neighborhoods.

AcTt 511 TAXES

The rates for EIT, LST, and Deed Transfer tax are established at specific levels under Act 511 and Sharpsburg is at its taxing
limit for those taxes. To maximize the ability to collect all taxes, the following conditions are noted:

About 16.6% of the residents are below the poverty level.

About 53% of housing units (about 1,000) are rental units. The Borough should implement the annual rental
registration and conduct a portion of the rental inspections each year. Preserving housing stock and maintaining
strong neighborhoods is a key element in long-term sustainability and resilience.

About 12% of the housing units are vacant. The Borough should track its vacant properties and ensure that owners
are responsible for the maintenance and upkeep.

The Borough should cross-check its EIT list with sewer, water, and garbage lists to make sure that all residents’
information is shared with all tax collectors.

The Borough should levy a flat tax under Act 511 of $100-$500 for each business based on number of employees.

*The maximum general purpose millage rate for Boroughs is 30 mills. The maximum for fire equipment and fire houses is 3 mills.




GOAL 1: THE BOROUGH HAS A SOLID AND SELF-SUSTAINING REVENUE BASE.

OUTSIDE ACCOUNTING SERVICES - Accurate, timely and comprehensive financial reporting is the key to
maintaining a solid and stable revenue base. Using outside accounting services to supplement the
Treasurers role is an excellent method for the continuity and integrity of the Borough’s financial
management system.

TRAINING AND PROFESSIONAL DEVELOPMENT FOR TREASURER - The Treasurer should become a member of the
Government Finance Officers Association which would provide access to routine GFOA training. To further enhance and
protect the Borough assets, the Borough should support a membership in GFOA and provide training funds for attendance
at the annual conference and ongoing training sessions.

DELINQUENT TAX COLLECTION - Work with Keystone Collections to enhance the delinquent tax collection efforts by
providing better data and adopting a more aggressive process for RE and EIT collection that includes liens, sheriff sales,
and coordination with the Tri-COG land bank.

FISCAL PROCEDURE POLICY - There are currently no written operating procedures for finance. Because of the limited
staff and possible turnover in key positions, the lack of written procedures can lead to confusion and errors.

MECHANICAL DEVICES FEE - The Borough could increase its fee for mechanical devices to $1000 for all games of chance
which is consistent with other communities in the region.

RENTAL REGISTRATION FEE - Implement rental registrations at $35/unit (separate from inspections). Annual registrations
provide important information for taxing and public safety purposes and a blueprint for scheduling inspections.

FEES AND CHARGES FOR SERVICES - The Borough should review and adopt the comprehensive fee resolution each year
during the budget process. The fee resolution should be reviewed to ensure that the fees are set to cover costs to provide
services.

CABLE TV FRANCHISE FEES - The Borough could consider contracting for an audit of its cable TV franchise revenue to
ensure that the Borough is receiving all revenue that is available through cable TV fees. This revenue source generates
about $125,000 per year and is decreasing due to streaming competition. An audit of cable TV revenue may reveal lost
revenue that can be captured from past years.




GOAL 1: THE BOROUGH WILL HAVE A SOLID AND SELF-SUSTAINING REVENUE BASE.

DEGRADATION FEES - Municipalities are permitted to manage cuts in their
streets with use of street opening permits. These permits assist the
community in tracking who is doing what work on their roads and insuring they
are being properly repaired. Boroughs are permitted to institute degradation
fees that can be imposed on utility companies that may do routine or
maintenance work within 5-10 years after a road has been resurfaced or
treated. Fees are gradual and lessen over time.

DEDICATED FUNDING SOURCE FOR STREET MAINTENANCE -The
Borough should consider dedicated special purpose millage for regular street
maintenance funds restricted for this use. The Borough needs an annual,
dedicated revenue source for its resurfacing program to ensure that roads are
kept up to an acceptable level. It would be expected that a community with 7.6
miles would be replacing .66 miles of roadway per year on a 10-12 year
program. Boroughs are permitted under the Borough Code to levy up to 5 mills
of tax dedicated to a Special Road Fund.

STORM WATER MANAGEMENT FEES - While the Borough still has a majority combined system, water quality
and quantity are issues that must be addressed. The Boroughs stormwater infrastructure is old and in decline and
needs an upgrade of much of the infrastructure. Stormwater management fees can be established to pay for not
only the larger capital projects involved in retaining stormwater, but also for the routine costs like street sweeping,
repaving roads when restoration is indicated, and replacing inlets and catch basins. Fees have a broader revenue
base because they are assessed on non-profits that are tax exempt and otherwise do not pay for services that the
Borough provides. The PA Borough Code does not currently permit stormwater fees to be enacted by a borough -
for that reason, the Borough would need to consider creating a general-purpose Authority or working with an
existing Authority to levy and collect the stormwater fee.




GOAL 1: THE BOROUGH WILL HAVE A SOLID AND SELF-SUSTAINING REVENUE BASE.

Action 1A Ensure that all current and delinquent taxes and fees are aggressively collected.
. Provide support, technical assistance, professional memberships, and training for the staff and
Action 1B - . .
officials for financial management.
. Continue to support outside accounting services for preparing timely, accurate, comprehensive,
Action 1C : f
and transparent financial management.
. Consider additional fees for street degradation, road improvements, and stormwater
Action 1D
management.
. Impose a business privilege flat tax levy on a sliding scale of $100-$500 on all businesses based
Action 1E
on number of employees.
Action 1F Adopt a fiscal procedures ordinance that addresses all financial management activities.
Action 1G Adopt a mechanical device fee in the amount of $1000 for all games of chance.
Action 1H Review fees for services regularly by continuing to enact an annual fee resolution.




GOAL 2: THE BOROUGH WILL ENHANCE ITS CODE ENFORCEMENT AND
BLIGHT STRATEGY.

PURCHASE LAND USE - ASSET MANAGEMENT SOFTWARE - Most code enforcement activities are tracked in paper
forms in hard copy format. The Borough should purchase land use/asset management tracking software that will support
the entire code enforcement, planning, and zoning operation in electronic format and can be integrated with the GIS
system. This will help employees reduce their need to be in the office issuing letters and allow them to spend more time
in the field addressing complaints and conducting inspections.

ENGAGE A PROFESSIONAL CONSULTANT TO ADVISE THE BOROUGH FOR THE RIVERFRONT DEVELOPMENT -
The Borough needs to engage a professional consultant who can evaluate the potential funding streams and development
resources for the Council to advance the riverfront development in a way that produces community benefits and identifies
support for resident displacement. The consultant could gain access for the Borough to programs like low-income tax
abatements, the Land Trust Affordable Housing Fund, opportunity zones, tax incentives, and statewide local share
programs. Considering the imminent riverfront development, a professional consultant could help to properly position the
Borough to take advantage of federal, state, county, and local funding opportunities.

ADOPT CONSTRUCTION STANDARDS FOR PUBLIC IMPROVEMENTS - The Borough public works staff should work
with the Borough Engineer to develop acceptable construction standards for public and private improvements in the
Borough rights-of-way. The standards should be prepared and contained in a publication format that can be presented to
contractors, vendors, and developers who intend to construct or install roads, storm sewers, catch basins, sidewalks,
lighting, and all other amenities and improvements in the public domain.

CONSIDER A MAIN STREET MANAGER TO WORK WITH THE BUSINESS DISTRICT - There is currently an
informal Business Group (Sharpsburg Business Group) that has taken it upon themselves, collectively, to begin to hold
events and promote the business district of the Borough. The Borough should work to harness the energy of this group
and complement it with a formal Main Street Manager that could work to develop various programs like facade upgrades,
target CDBG funds for public improvements, and serve as the point of contact for all things “Sharpsburg business.” One
way to obtain additional resources is to prepare applications for funding under the Neighborhood Assistance Program
(NAP), Main Streets Matter (MSM), and the DCED Keystone Communities program.




GOAL 2. THE BOROUGH WILL ENHANCE ITS CODE ENFORCEMENT AND
BLIGHT STRATEGY.

DEVELOP A MARKET-BASED STRATEGY FOR
BLIGHT PREVENTION AND ELIMINATION - Seek
grant funds and engage a consultant to work with
a Blight Committee to assist the Borough with the
development of a market based, data-driven blight
elimination plan, the creation of a marketing plan for
current vacant properties and land, and
recommendations for prevention of blight in the future.
Sharpsburg has been proactive in demolishing
structurally dangerous properties. The Borough's Blight
Committee should develop a comprehensive plan for
blight prevention and blight elimination.

UPDATE THE COMPREHENSIVE PLAN - The
Borough had a joint comprehensive plan completed with
neighboring communities Etna and Millvale called River
Bend that included a Tri-Boro EcoDistrict component.
This plan should be updated as a priority for the
Borough. Once the plan is updated, changes should be
made to the Borough’'s Zoning Ordinance and
Subdivision and Land Development Ordinance (SALDO)
to reflect the updates.




GOAL 2: THE BOROUGH WILL ENHANCE ITS CODE ENFORCEMENT AND

BLIGHT STRATEGY.
Action 2A Purchase land use-asset management software.
Action 2B Engage a consultant to assist with the riverfront development.

Apply for state funds to secure a Main Street manager to work with the business district

(el e committees and programs.

Action 2D Establish a Blight Committee - apply for state funds to develop a market based, data
driven blight strategy for targeted key properties.

Action 2E Adopt construction standards for all infrastructure in the Borough.

Action 2F Adopt the most recent version of the International Property Maintenance Code - use the

IPMC for code enforcement and condemnation of unsafe properties.

Action 2G Update the comprehensive plan, zoning ordinance, and SALDO.




GoOAL 3: THE BOROUGH WILL UPDATE TECHNOLOGY IN ALL DEPARTMENTS.

REPLACE HARDWARE THAT IS OUT OF WARRANTY -The desktop PCs are beginning to age and should be on a
replacement schedule. It is recommended that machines be put on a replacement schedule and new PCs that are
purchased have no less than i5 processors with 8GB RAM and 500GB SSD hardware. Hardware upgrades on a regular
basis will ensure reliability and functionality for users. By October 2025, Microsoft will no longer support Windows 10,
which will make them susceptible to poor performance and attacks. Machines that are currently running Windows 10
should be replaced on a schedule to insure these are addressed prior to this date.

IMPROVE THE INTERNET SERVICE FOR SPEED AND PERFORMANCE -Comcast is the current Internet Service
Provider (ISP) for the Borough at about 350 Mbps. Comcast may be able to provide higher speeds depending on the
business package secured by the Borough and the available services in the area. The alternative is to move to Verizon
FIOS at 900 Mbps, which is an option for the Borough to consider. The Borough’s police department has bodycam
video recorders and may at some point install dashboard mounted cameras that will require faster download and
upload speeds. The Borough should investigate the best way to improve internet speed and performance to be
prepared for future demands.

ADD A PAYMENT PORTAL TO THE WEBSITE -The Borough’s website has recently undergone a major overhaul
and should offer a payment portal for fees, dumpster deposits, parking tickets, inspections, and registrations. A
payment portal would reduce the staff time at the window and provide better customer service to the residents and
businesses who want to do business after regular office hours.

ELIMINATE ADMINISTRATION SERVER - MIGRATE TO CLOUD STORAGE - The Borough has recently moved
away from the AccuFund software and contracted the accounting functions to a third-party provider that uses the on-
line version of Quickbooks. The vendor does not require the Borough to store files and records on the server any
longer. Additionally, all employees have begun to use Office 365 which has OneDrive and SharePoint file management
and storage. The Borough should be able to eliminate the administrative server and begin migrating to cloud storage
to save support and hardware expenses over time.

ADD POLICE LAPTOPS TO THE BOROUGH DOMAIN -The laptops that are used in the vehicles are not currently
on the Boroughs domain and therefore are not managed like the other hardware on the network. These devices should
be networked as soon as possible.

INSTALL AND REPLACE CAMERAS -The Borough has limited camera access installed at its facilities. Where there
are cameras, the systems are closed circuit or not running on the same platform. The Borough should consider
upgrading all cameras to the same platform and insure they are able to record virtually and not on a closed system.




GOAL 3: THE BOROUGH WILL UPDATE TECHNOLOGY IN ALL DEPARTMENTS.

INSTALL ELECTRONIC ACCESS AROUND THE BOROUGH’S FACILITIES -The Borough currently utilizes hard key
access to most doors throughout the Borough offices, within the police department, at public works and at the park’s
restrooms and concession areas. An electronic system would prevent the loss of keys and maintain better control of who can
enter the premises at specific times and days.

FoLLOw REPLACEMENT SYSTEM FOR KEEPING TECHNOLOGY CURRENT -The replacement schedule with budget
projections is included in Step 4. Exact dates of purchase for each machine were not available, years of service were
estimated for each by department. Technology items are recommended based on best management practices and the
current conditions of the equipment.

IT Risk MANAGEMENT PoOLICY - An Information Technology (IT) contingency plan is a course of action designed to help an
organization respond effectively to a significant future incident, event or situation that may threaten or disable the
organization’s IT system. Contingency planning is a component of business continuity, disaster recovery and risk
management. This is an important policy for the Borough to address and adopt.

CYBER SECURITY PLAN - Ransomware is a form of malware that targets both human and technical weaknesses in
organizations and individual networks to deny the users access to critical data and systems. To protect the Borough’s data
and to prevent a ransomware event, a cyber-security plan should be developed, adopted, and implemented.

POLICIES AND PROCEDURES FOR USE OF TECHNOLOGY AND SOCIAL MEDIA - There are no administrative policies or
procedures for employees relating to the use of computers or internet. Considering the more recent attacks on local
government, the adoption and enforcement of policies to protect the infrastructure is paramount. This is the responsibility of
the Council to support and management’s responsibility to create, and make sure that policy is being followed by users.




GOAL 3. THE BOROUGH WILL UPDATE ITS TECHNOLOGY IN ALL DEPARTMENTS.

. Continually update IT inventory, replace equipment that is outdated, and implement the
Action 3A
replacement plan for each department.
Action 3B Upgrade hardware and software in every department based on the replacement plan.
Action 3C Move files and storage to the cloud with password protected accounts.
Action 3D Use double authentication for every user and every application.
Action 3E Upgrade the telephone and communication systems to VOIP system.
Action 3F Upgrade the community-wide cameras at select intersections and public places.
Action 3G Upgrade all policies related to the use of technology and social media.
. Upgrade the meeting room audio and visual quality and technology - ensure the ability to
Action 3H - ‘ . .
conduct hybrid meetings (in-person and virtual).
. Continuously plan for and implement technology that increases public access to local
Action 3I . . -
government services - use the website for this purpose.




GOAL 4: THE BOROUGH WILL ADDRESS PARKING, TRAFFIC, AND
PEDESTRIAN ACCESS TO SERVICES AND AMENITIES.

UPDATE THE STREET OPENING PERMIT ORDINANCE TO INCLUDE
SIDEWALK REPAIRS - Utility companies use the street opening permit form to
reimburse municipalities for work that is done to their streets. The Borough has
updated its street opening permit process recently to include curb to curb paving
requirements since the streets are so narrow and any cuts will impact their streets
significantly. In addition to the actual asphalt restoration from these cuts, the
Borough sidewalks are often impacted by the utilities because laterals and shutoffs
are usually located in the sidewalk areas. Sidewalk cuts should be included in the
permitting process.

CONDUCT A PROFESSIONAL PARKING STUDY - A professional parking study
would address the complex parking issues that face the Borough. The daytime,
commercial parking does not appear to be a major issue while the residential parking
is a constant concern. There is limited capacity on many of the Borough’s streets
around its recreational amenities. A study would review the entire issue and suggest
improvements. The Borough has few revenue sources and parking fees can provide a
steady source of revenue. There are newer, non-meter altering alternatives to
improve collections while allowing customers to use an “app” approach for meters.
Companies like Meter EZ affix stickers with a QR code on the meter and number each
meter. Customers then can use both the app and a coin if desired. Enforcement has
become a hybrid of digital and manual processes. The
investment is low to upgrade to a hybrid model of meter and coin.

HIRE A COMMUNITY EVENTS/COMMUNICATION COORDINATOR - The Parks
and Recreation Commission and the SCO do an excellent job raising money, planning
events, and energizing the community - but they are underfunded and understaffed.
An employee in the Borough Office who could provide the manpower needed to
support the activities, projects, and programs would add enormous value to the
Borough'’s overall operation. The community events and communication coordinator
would perform a variety of complex professional and administrative tasks in planning,
developing, and maintaining community events, recreation programs, and
parks/recreation facilities for the Borough. This employee would also manage the
Borough’s website, social media platforms, and public outreach.



https://www.meterez.com/

GOAL 4. THE BOROUGH WILL ADDRESS PARKING, TRAFFIC, AND
PEDESTRIAN ACCESS TO SERVICES AND AMENITIES.

" AND TREE INSTALLATIONS -With a walk score of 63,
the Borough is identified as a highly walkable
community. Nearly every street has sidewalks that
connect the residential neighborhoods to the commercial
district, the library, and recreation amenities. Like many
communities, the sidewalks need repairs and
replacement in some areas. The Borough had a study
conducted for street trees to be installed. A sidewalk
survey from a company like Precision Safe Sidewalk
would provide an overall assessment, grading, and
' recommendations for improving the safety of sidewalk
and best locations for tree installations.

__IMPROVE PARK AND COMMUNITY SIGNAGE - The
parks are great locations for community gatherings.
® There are older style community message boards that
have printed notifications and announcements of
upcoming events and activities. Newer style electronic
message boards could present updated information not
only for the parks but also for the activities of the
community. In some communities, local businesses
advertise on the message boards to help support the
ongoing costs. These signs require electricity and
communication connections but can operate with wifi
connection.




GOAL 4. THE BOROUGH WILL ADDRESS PARKING, TRAFFIC, AND
PEDESTRIAN ACCESS TO SERVICES AND AMENITIES.

. Improve sidewalk safety and pedestrian walkways with strict regulations and enforced
Action 4A . - .
restoration by utility companies.
. Contract a parking study consultant to identify the best and most efficient method for
Action 4B e . : - .
facilitating pedestrian and vehicular movement and providing customer convenience.
. Engage a community events/communication specialist to support events, programming,
Action 4C R . ) L
and communication to residents about important activities.
. Conduct a sidewalk and tree installation assessment to promote tree canopy restoration
Action 4D -
and sidewalk safety.
. Use the Borough'’s website as the official information center for announcing programs and
Action 4E - . :
activities to residents and other interested persons.
Action 4F Update the signage for all facilities, intersections, directional information, and amenities.
Action 4G Continually scan for grant funding opportunities for development and expanded
programming and infrastructure in business district and neighborhoods.




GOAL 5: THE BOROUGH WILL CONTINUE TO UPDATE AND ADOPT AN ANNUAL CAPITAL
IMPROVEMENT PLAN (CIP) SUPPORTED BY FUNDING STRATEGIES.

The five-year CIP should be undertaken separately from the annual budget process and should include all projects with
descriptions, estimated costs, estimated schedules, and identified revenue sources to support the projects and equipment.
The CIP should be developed in conjunction with the Borough Manager, Department Directors, the Borough Engineer, and
other key staff. The CIP should also identify the impact that each capital project will have on the operating budget for
specific fiscal years. The annual capital budget should be based on the multiyear CIP.

Police Department
Equipment. Police equipment should be included in an equipment replacement schedule and updated
on a regular basis. Items to be included in the CIP for routine replacement include:

O Video surveillance system at intersections with license plate readers.
O Firearms replacement.
O Hardware and software replacements.

Vehicle Fleet. A vehicle replacement schedule should be developed and included in the CIP for police vehicles.

Facilities. Improvements to the facilities and equipment should be included in the CIP such as
security cameras, evidence room upgrades, and electronic access for all borough facilities.

Public Works
Pavement Management. The Borough should develop a long-range plan for paving and reconstruction of 7.6 miles of
paved roads and alleys including sealcoating. A pavement management plan should be included in the CIP

GPS System. The Borough has many assets that are not included in the GIS system like guiderail, sewer laterals, park
assets, streetlights, and the entire storm system. Purchasing GPS locating equipment, training staff in Public Works to
collect the assets, and routinely updating the data layers builds significant value for the Borough.

Vehicle Replacement Schedule. The Borough currently does not have a formal or informal vehicle replacement plan for
any of its equipment and fleet operations. A vehicle replacement plan should be a part of a CIP




GOAL 5: THE BOROUGH WILL CONTINUE TO UPDATE AND ADOPT AN ANNUAL CAPITAL
IMPROVEMENT PLAN (CIP) SUPPORTED BY FUNDING STRATEGIES.

Technology

Website. The Borough’s website was recently upgraded but municipal websites have begun migrating to more dynamic
designs that are more responsive to the user and for mobile application.

Resident Notification. Community wide messaging systems can be installed at minimal cost to municipal operations.
Residents can sign up on-line to receive text messages or emails concerning safety issues, community events, or
information that the Borough broadcasts to its residents.

Facility Cameras. The Borough has limited camera access at its facilities. The Borough should consider upgrading all
cameras to the same platform and insuring they are able to be recorded virtually. The Borough building interior and
exterior, public works, police offices, salt storage facility, and park all are good candidates for this upgrade.

Hardware. It is recommended that machines be put on a replacement schedule and new PCs that are purchased have no
less than i5 processors with 8GB RAM and 500GB SSD hardware. Hardware upgrades on a regular basis will ensure
reliability and functionality for users.

Software. The Borough should consider land use - asset management software. Files should be migrated to Microsoft
365 with cloud storage on One Drive.

Battery Backup. Battery backup devices help to maintain power when the power is interrupted or goes out completely.
Desktop PCs and laptops that are not protected with battery backups will have a shorter life cycle and may experience
data loss and complete failure prematurely because of a power surge. The Borough should consider battery backup devices
for each office workstation.

Electronic Access for Borough Facilities. Electronic access has become the standard for building control,
allowing for building access audits to be performed, access to be controlled by device and user permissions to be managed
and changed with ease. The park, public works, Borough building, police station, and library are all good candidates for an
upgrade to electronic access.

Emergency Generator - The Borough operation should be supported by an emergency generator during emergency
events so that critical services can continue to be provided to residents.




GOAL 5: THE BOROUGH WILL CONTINUE TO UPDATE AND ADOPT AN ANNUAL CAPITAL
IMPROVEMENT PLAN (CIP) SUPPORTED BY FUNDING STRATEGIES.

Recommended Process for Development of Capital Improvement Plan (CIP)

STEP LEAD ACTION NO LATER THAN
Assist Department Heads and Engineer to develop required .

1 Manager/Secretary schedules for facilities, infrastructure, equipment, and technology On going
Manager/Secretary

2 Department Directors | Conduct field inspections, inventory March 31
Borough Engineer

3 Department Directors | Create vehicle and equipment replacement schedules March 31
Department Directors . . .

4 Manager/Secretary Submit Project Request Forms April 30

5 Manager/Secretary Prepare capital project list to be reviewed by Finance Committee May 15
Finance Committee Evaluate and Rank capital projects - facilities, infrastructure,

6 . May 31
Manager/Secretary equipment, technology

7 Finance Committee Identify and Source Funds June 30

8 IV!anager/Secre_tary Prepare CIP document with spreadsheets and narrative July 15
Finance Committee

9 Manager/Secretary Submit Plan to Borough Council for Consideration and Adoption August 1




GOAL 5: THE BOROUGH WILL CONTINUE TO UPDATE AND ADOPT AN ANNUAL CAPITAL
IMPROVEMENT PLAN (CIP) SUPPORTED BY FUNDING STRATEGIES.

Conduct an inventory of facilities, infrastructure, technology, and equipment. Assess

getionise conditions, assign estimated costs, and develop replacement schedules.
Update the CIP with narrative, schedule, costs, and five-year schedule for expenditures each
Action 5B year. Include detailed information regarding facility upgrades, infrastructure planning, park
projects, technology, and equipment purchases for the departments.
Action 5C Include a space analysis and feasibility study for improvements to the Borough Building.
. Contract with a vendor for a pavement management study; consider dedicated real estate tax
Action 5D .
millage to support the long-term pavement management plan.
Action 5E Include improvements for the Borough Building, parks, and other facilities as part of the CIP.
Action 5F Include regular upgrades to technology for development of the CIP.
Action 5G Utilize county, state, and federal funding sources, and schedule meetings with legislators and

funders to provide support and influence for funding projects.




STEP 6 MULTI-YEAR IMPLEMENTATION STRATEGY

The STMP program assumes a dynamic renewal process, and should be reviewed, evaluated,
adjusted, and adopted each year. Any successful implementation of a plan requires the involvement
of the strategy formulators and key staff who will be charged with the implementation. It is essential
that officials, manager, department directors, and key staff members are involved in the
implementation process and stay engaged as the implementation moves forward. The following
management issues are central to a successful implementation process:

Step 1. Identify High-Priority Goals - In Step 5, the top-five priority goals are identified. These
goals are based on the most important critical factors for the success and sustainability of the
Borough organization. The prioritization of the goals for the Borough focus on sustainability and
community resilience and the best strategies for advancing:

e Economic health
Livability
Environmental quality
Social equity

Step 2. Develop Action Items - In Step 5, the action items associated with each goal and a
schedule for completing each action item are identified.

Step 3. Establish Annual Goals - Establishing annual objectives will assist the Borough with the
implementation process. The purpose of establishing annual objectives is to provide the following:
e Guidelines for actions and efforts
Justification to stakeholders for activities
Standards of performance
Source of employee motivation
Basis for organizational design

Step 4. Assess Structure - Changes in strategy sometimes require changes in organizational
structure, because structure often dictates how policies will be established and how resources will be
allocated. It is therefore important to determine if organizational structure changes are necessary to
pursue new strategies. In Sharpsburg, several structural changes are recommended including the
added capacity for financial management and the expansion of zoning officer duties and activities.
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STEP 6 MULTI-YEAR IMPLEMENTATION STRATEGY

Step 5. Identify Resources - Many organizations spend time, money, and effort
in developing a plan, but little thought or commitment of resources to the
implementation of the plan. The Borough Manager and the Council should work
with staff to identify the resources that are necessary to implement the Plan and to
develop a funding strategy that identifies and accesses those resources.

Step 6. Develop an Evaluation Framework - The person assigned as an
Implementation Manager for the STMP plan should work with the Borough Council
and staff to develop a strategy-evaluation assessment matrix that identifies, for
each strategy, whether major changes have occurred in the Borough’s internal and
external position and whether the Borough’s organization has made progress in
satisfactorily meeting stated objectives. Strategy evaluation should be designed to
provide a true picture of what is happening in the organization. For this reason,
qualitative evaluations should also be built into the process. This will inform the
Borough Council and management as to what corrective action, if any, must be
taken.

Step 7. Measure Organizational Performance - The Implementation Manager
should work with Committees to develop appropriate performance measures based
on stated objectives for the priority strategies. Quantitative criteria that are
commonly used are (1) comparing the selected factors over time, (2) comparing
the Borough’s operations to its competitors or benchmark communities, and (3)
comparing the department’s performance to statewide or national standards.
Qualitative factors that should also be considered are turnover and absentee rates,
quality of the services, and employee satisfaction.

Step 8. Take Corrective Action - This activity is targeted toward making the
changes that can reposition the Borough organization to achieve sustainability and
resilience for the future. During this phase, the Implementation Manager should
assist the Borough in analyzing organizational structure, reviewing organizational
performance, or revising the organization’s mission. Corrective actions should be
designed to capitalize on strengths, take advantage of key external opportunities,
avoid or mitigate threats, and improve internal weaknesses.
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STEP 6 MULTI-YEAR IMPLEMENTATION STRATEGY

Identify high priority items and assign them to a Committee
Identify additional stakeholders and subject matter experts

Schedule meetings for action items

I N W N

Identify action items from the priority goals that should be
addressed during the first year

Organize task forces to assist the Implementation Manager
Build additional capacity through volunteer recruitment

Conduct a regular evaluation of the progress on action items

R N N

Take corrective action as necessary to address deficiencies




STEP 6 MULTI-YEAR IMPLEMENTATION STRATEGY

Resource allocation is a central management activity that supports strategy implementation. Without a planned
approach to resource allocation, decisions are often made based on political preferences or personal beliefs. In a
strategically planned environment, resources will be allocated based on priority goals and established annual
objectives. The success of implementation will be directly related to the consistency of the resource allocation with
the priorities that are identified in the approved Plan.

Challenges to Implementation
Resources in organizations are often not allocated effectively because of the reasons below:

Leaders are overprotective of resources. Many elected officials, in principle, are adamantly opposed to any
investment of additional resources in the development of organizational capacity, especially in the areas of training
and professional development. This leads to short-term savings and long-term bankruptcy.

The focus is on short-term liquidity instead of long-term financial health. Often, in order to achieve long-term
sustainability, it is necessary to invest in professional staff, subject matter experts, and strategic vision planning
processes. In many local government organizations, these activities are not accorded the value they deserve.

Decisions are made based on political orientation. When the resource allocation is based on the political support
in the community, the proper attention is diverted from high-priority goals and projects to addressing the immediate
“hot issue” items in the community.

Targets and objectives are too vague. Planning and annual objectives should be very specific, with performance
measurements identified.

Leaders are reluctant to make changes or take risks. Most organizations are resistant to change. Any change in
structure, technology, personnel, or practices raises anxiety levels in an organization. Change should be viewed as a
continuous process and an opportunity to improve the quality of the organization and the services it provides.

Leaders lack sufficient knowledge about what should be done. Because the nature of local government
leadership is naturally transient, leaders are sometimes unsure or uninformed about how resources should be
allocated to advance organizational priorities. Likewise, the priorities are often not adequately communicated to key
staff in the organization who are responsible for the organization and utilization of resources.




STEP 6 MULTI-YEAR IMPLEMENTATION STRATEGY

The Implementation Manager should identify and analyze potential funding sources available for eligible costs associated
with the Borough’s projects. A detailed matrix outlining resources available for the projects should be prepared and used
to develop a comprehensive funding strategy. Utilizing the action plans in Step 5 the Implementation Manager should
prepare detailed briefing books and message statements for each of the priority projects. Funding opportunities include:

*FY 2024 Department of Justice (DOJ) Community-Oriented Policing Services (COPS) Appropriations - The
annual DOJ development appropriations legislation provides funding for costs related to public safety improvements. This
opportunity involves direct contact with congressional staff and allows for the potential to address public safety for
projects.

sRedevelopment Assistance Capital Program (RACP) - Pennsylvania’s RACP supports larger development projects
that have a total project cost more than $1 million. The governor typically announces competitive application
opportunities each year. These grants are 50-50 matches.

sBusiness in Our Sites (BOS) - Pennsylvania’s BOS grants and loans focus on infrastructure and site preparation costs
that transition undeveloped sites to “shovel-ready” sites. Although funding for this program is very limited, funds become
available from time to time and there have been discussions in the General Assembly about recapitalizing the program as
part of the next state budget.

sPennsylvania Infrastructure Bank (PIB) - PIB is a program developed by the Pennsylvania Department of
Transportation (PennDOT) that offers low-interest loans (one-half of prime) for transportation improvements. The loans
can be repaid with federal funds. PIB is especially helpful in accelerating phases of transportation projects that must move
at a pace that may not coincide with the timeline for delivering federal funds.

sFoundation Programs/Funding - A review of potential foundation resources should be undertaken to determine
support for components of the projects that are candidates for funding. Resources such as senior centers and other public
services may increase the opportunity for foundational support.

sPennsylvania State Energy Funding - Energy independence programs offered through multiple agencies, including the
Department of Environmental Protection (DEP), DCED, and the Commonwealth Financing Authority (CFA), may provide
potential sources of funding.

ePennsylvania Department of Conservation and Natural Resources (DCNR) Community Conservation
Partnerships Program (C2P2) - This program funds both planning and development parks and recreation grants that
would support several of the recommendations in the STMP. The annual application is due in April of each year.
sCommunity Development Block Grant (CDBG) Program - Projects that could be undertaken with CDBG funds
include water, sewer, and road projects; demolition of vacant and/or unsafe structures; acquisition of blighted property;
handicap ramps at intersections; and handicap-accessible pedestrian walkways at parks or restrooms. The Borough has
used these funds in the past for projects.
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eMarcellus Shale Act 13 Funds - The Act 13 funds can be used for projects such as
the acquisition of key properties (land and buildings); rehabilitation of buildings; site
preparation for public uses; parks and recreation projects; and other economic
development projects. Applications are accepted by agencies at various times of the
year.

*PennDOT Enhancement or Pennsylvania Community Transportation Initiative
(PCTI) - Enhancement funds and PCTI funds are made available through PennDOT for
projects that address the quality of life in a community, such as safer pedestrian-
oriented linkages, traffic calming, re-signalization, and reconfiguration of intersections.
eGreenways, Trails, and Recreation Program (GTPR) - These funds, up to
$250,000, are available through the Commonwealth Financing Authority for planning,
acquisition, development, rehabilitation, and repair of greenways, recreational trails,
open space, parks, and beautification projects.

*PA Small Water and Sewer Program (CFA) - These funds, up to $500,000 are
provided for activities to assist with the construction, improvement, expansion, or
rehabilitation or repair of a water supply system, sanitary sewer system, storm sewer
system, or flood control projects.

*Growing Greener Plus Program (DEP) - The primary purpose of this program is to
restore impaired waters and protect waterways from nonpoint source pollution within the
Commonwealth. This grant can be used for implementing best management practices
for the MS4 regulations and for TMDL planning and controls.

In addition, the PA DCED Governor's Center for Local Government Services
(GCLGS) is a one-stop shop for local government officials_and provides a wealth of
knowledge and expertise on all matters affecting local government operations
throughout Pennsylvania. The services and publications provided can be viewed and
downloaded at www.dced.pa.gov.

The Implementation Manager should provide advice and recommendations related to the
following: (1) eligibility requirements related to each program; (2) assumptions
regarding the proposed use of funds and consistency with program eligibility and
compliance requirements; (3) structuring of funding uses and match requirements to
promote efficiency while meeting program requirements; and (4) potential to
supplement funding sources.
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STEP 6 MULTI-YEAR IMPLEMENTATION STRATEGY

oFinancial
o Include resources in the annual budget for implementation action items
o Develop a funding matrix with potential funding sources
o Use the Capital Improvement Plan for including longer term resources

oPhysical

o Ensure that working conditions and facilities are designed to enhance employee
performance

o Use physical conditions of facilities to create a positive image

oHuman

o Recruit and hire personnel with the requisite skills and experience to ensure
guality services

o Build political support in the region and at the county and state levels for projects

oTechnology
o Install technology that supports and enhances the quality of services for residents




CONCLUSION

The Borough of Sharpsburg has a long and proud history as an Allegheny
County riverfront community. With a densely populated, urban character,
the Borough is involved in mostly redevelopment activities. Sharpsburg is
lucky to be home to over 3,300 residents who are engaged and energized to
invest in the community’s long-term sustainability.

The Borough currently generates sufficient revenue to support its operation.
But it will become increasingly difficult to continue to support full services
without continually monitoring and enhancing revenue generation. The
Borough is committed to providing quality services and operational and
financial responsibility for its residents.

Compensation, benefits, and rising insurance costs will continue to drive overall costs. Benefit costs will continue to rise
by at least 5% per year over the next several years. However, installing strong financial management processes, right-
sizing staffing and service levels, and investing in training and technology, the Borough should see a favorable cash
position over the next five years. This will require regular monitoring and vigorous financial oversight with accurate and
timely reporting.

The Borough has taken positive steps to enhance its revenue collection, pursue delinquencies, seek alternative revenue
sources, and limit its costs for healthcare and benefits. If the Borough officials continue to address the revenue problems
and to engage in serious cost containment, the Borough should be able to maintain a stable financial position and to begin
to plan for long-term capital and infrastructure improvements. The proposed riverfront development is a step closer to an
implementation date due to a $25 million federal RAISE grant that was awarded in June of 2024 to transform the 52-acre
former industrial riverfront site into a vibrant waterfront complex. The development should provide additional real estate,
deed transfer, and earned income tax dollars which will strengthen the revenue base.

Implementation of the STMP Plan recommendations for revenue enhancement, cost containment, financial management
improvements, stabilization of government, technology initiatives, blight and vacant property strategies, and CIP
development must become a priority. With responsible oversight by the decision makers, continued support of
professional management, and constant attention to the Borough’s financial condition, the Borough could experience a
stable financial situation and long-term sustainability.
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Thank You

Thank you for the opportunity to serve youl!

Grass Root Solutions Team

Deborah Grass GL Government, Financial, Project Manager
Richard Hopkinson  Financial Analysis Consultant
Ronald Leindecker  Police Consultant

Jason Dailey Operations Consultant - Public Works, Parks, Code Enforcement
Garass Root Solutions 1506 Greenvount Avenie Pittsburgh, PA 15216
dgrassis5oe@tHotmall.com Phone: 412-207F860 Mobile: 412-980-4203
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APPENDIX A — SUMMARY OF RECOMMENDATIONS

General Government

Recommendation No. 1 - Consider reducing the size
of the Borough Council.

Recent legislation that was signed into law by the Governor
in 2023 created a process for reducing the number of seats
on Borough Councils from seven (7) to five (5) or three (3)
by a referendum vote of the residents. A recent study
identified that there are dozens of vacant Council seats across
the Commonwealth because residents are too busy or
disinterested to serve on the governing bodies. Because it is
difficult for communities to keep the Council seats filled, this
is now a valid option for smaller boroughs to pursue. Smaller
governing bodies can be more efficient and effective in
promoting cohesion, flexibility, and effective participation of
the members to achieve their governance objectives.

Recommendation No. 2 - Continue to support the
Borough Manager position.

The Borough Manager position is responsible for the entire
financial management and day-to-day operation of the
departments. Currently, the Borough has employed a well-
qualified and experienced Borough Manager to the position.
It is important to support the professional manager’s
development and credentials through continuing education
and professional development.

Recommendation No. 3 - Approve personnel training
for the Borough Manager.

The Borough Manager (and all other staff involved in
personnel management) should have the opportunity to
attend the training necessary for managing employees. The

very best opportunity is the annual public employee training
session, sponsored by the Public Employee Labor Relations
Advisory Service (PELRAS) and supported by the PA League
of Municipalities (PLM) and the Association for PA Municipal
Managers (APMM), to provide updates of all personnel related
and collective bargaining matters. There are also other
opportunities for training each year through the Local
Government Academy (LGA), the PA State Association of
Boroughs (PSAB), the Association of PA Municipal Managers
(APMM), and the PA-Government Finance Officers Association
(PA-GFOA).

Recommendation No. 4 — Maintain a sustainable
administrative structure.

The recommended organizational structure identifies specific
skills and clearly defined roles within the current
administration. It is important to build in redundancy and
cross-training to avoid crisis during transition periods.

Borough Manager

Administrative

Treasurer "1 Assistant/HR

Support
Accounting
Services
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Recommendation No. 5 — Update the codification of
ordinances.

The Borough should continually update its codification so that
ordinances adopted since April of 2023 are included in the
on-line codification on the website. Timely publication of
ordinances provides support and information for staff, police,
the Solicitor, and the public.

Recommendation No. 6 - Digitize Borough records.

Record management challenges continue to rise for
municipalities. The Borough could be more efficient in the
storage of both electronic and paper files and the integration
of each with regulatory standards and the PA record retention
schedule. Records must also be available for retrieval for
“right to know” requests. Building a fully integrated process
can be accomplished partly through the conversion of
existing records to searchable digitized records and partly by
moving to a paperless business environment that includes
searchable document technology, mobile applications, and
public portals that provide additional transparency. This
move to a paperless environment should be a priority for the
Borough.

Recommendation No. 7 - Prepare and post minutes
for workshop meetings.

The Sunshine Law requires that minutes must be prepared
and made public for all open meetings where Council
deliberation takes place. The Act defines “deliberation” as
“the discussion of agency business held for the purpose of
making a decision.” Council workshops fall under this
definition and, therefore, minutes should be prepared and
posted to the Borough website.

Recommendation No. 8 — Continue to update and
adopt an Employee Handbook.

The Borough is currently working on updating a
comprehensive Employee Handbook. The Handbook provides
guidelines for everything from general employment statutes
to workplace conditions and safety rules. The Handbook
should include:

e State and Federal Employee Statutes
e Personnel Records

e Leave Policies

e Payroll/Compensation Policies

e Benefits

¢ Employee Training and Travel

e Standards of Conduct

e Safety Rules

e Substance Abuse and Alcohol Testing Policy
e Technology and Social Media Use

e Transfers/Termination

Recommendation No. 9 - Provide an Employee
Assistance Program for officials and staff.

An employee assistance program (EAP) is an employee
benefit program that assists employees with personal
problems and/or work-related problems that may impact
their job performance, health, mental and emotional well-
being. Typically, the EAPs are voluntary, employer-sponsored
programs that help employees navigate stressful life
circumstances. EAPs are usually free for the participating
employee to use. EAPs aren't free for the employer but are
shown to provide a 300% return on investment by keeping
employees emotionally and mentally healthy, motivated, and
productive. An EAP can also provide a management tool by
providing resources for supervisors to deal with employee
problems like excessive absenteeism, alcohol, or drug abuse.

2| Page


https://www.bing.com/ck/a?!&&p=dea2cad0dd7b0f57JmltdHM9MTY3MDgwMzIwMCZpZ3VpZD0yMjg0ZjFjYS0yMzdhLTZmZGItMWJlNi1mZDg1MjJhYTZlY2ImaW5zaWQ9NTQ0OQ&ptn=3&hsh=3&fclid=2284f1ca-237a-6fdb-1be6-fd8522aa6ecb&u=a1L3NlYXJjaD9xPUV4dGVuc2libGUrQXV0aGVudGljYXRpb24rUHJvdG9jb2wmZmlsdGVycz1zaWQlM2E5NzNmNThhZi01MTU3LTg0Y2MtMWFiNi1kN2IyMmI4YmE3N2ImZm9ybT1FTlRMTks&ntb=1

BOROUGH OF SHARPSBURG

APPENDIX A - SUMMARY OF RECOMMENDATIONS

Financial Management

Recommendation No. 10 - Combine the special
purpose millage for fire services with the general
fund millage.

Currently, the Borough levies .5 mills for fire service
generating about $58,000. By combining the fire millage with
the general fund millage, tracking and auditing become much
simpler and more straightforward providing extra flexibility
for decision-making purposes. The total millage would still be
9.75 mills, which is well below the 30 mills limit under the
Borough Code.

If the Borough decides to use special millage for fire
department purposes, the following sections from the
Borough Code are applicable:

Section 1302(a)(6) For the purchase of fire engines, fire
apparatus and fire hose for the use of the borough or for
assisting any fire company in the borough in the purchase,
renewal or repair of any of its fire engines, fire apparatus or
fire hose, for the purposes of making appropriations to fire
companies both within and without the borough and of
contracting with adjacent municipalities or volunteer fire
companies in adjacent municipalities for fire protection, for
the training of fire personnel and payments to fire training
schools and centers or for the purchase of land upon which
to erect a firehouse, or for the erection and maintenance of
a firehouse or fire training school and center, not exceeding
three mills.

Section 1302(a)(9) For the purpose of supporting ambulance,
rescue and other emergency services serving the borough,

! The Solicitor is currently researching the best method for
adopting special millage.

not to exceed one-half mill, except as provided in
subsection (e). The borough may appropriate up to one-half
of the revenue generated from a tax under this paragraph for
the purpose of paying salaries, benefits, or other
compensation of employees of the ambulance, rescue, or
other emergency service.

Millage dedicated for fire service over three (3) mills and
ambulance service over one-half (1/2) mill must be levied
pursuant to a referendum question approved by the voters.?!

Recommendation No. 11 - Approve training and
professional development for Treasurer.

The Treasurer should become a member of the Government
Finance Officers Association which would provide access to
routine GFOA training. The Borough operation is currently
supported by a $3.5 million annual operating budget. It is
important that the Borough have a financial management
system that meets governmental standards and that it is
entrusted to employees who have the authority and training
to act accordingly. To further enhance and protect the
Borough assets, the Borough should support a membership
in GFOA and provide training funds for attendance at the
annual conference and ongoing training sessions.

Recommendation No. 12 - Continue to use outside
accounting services.

Continue to outsource a portion of the financial management
system: accounts payable, bank reconciliations, monthly
reporting, and the preparation of monthly financial
documents for the Board and for the annual audit. The
accounting services should supplement not replace the
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Finance Officer duties. This is an added protection when there
is employee transition.

Recommendation No. 13 — Produce comprehensive
monthly financial reports for Council.

Monthly financial reporting should be a routine and required
function of the finance operation as soon as the bank
reconciliation is completed but no later than the 10th of each
month. Monthly reports should include but not be limited to
the following information:

¢ Budget Comparison Report - Report that compares
budgeted revenues and expenditures to actual
revenues and expenditures for every fund, category,
and line.

e Summary Balance Sheet Report - Report that
shows the assets, liabilities, and fund balance for each
governmental and special fund.

¢ Cash Flow Analysis - Report that compares cash
flow in the current fiscal year to previous year(s) and
identifies what the actual availability of cash is
estimated to be by month and at year’s end.

Recommendation No. 14 - Make enhancements to the
budgeting process

The development of the annual budget sets the tone for the
entire organization for the fiscal year. Itis a policy statement
about what programs and services will be provided as well as
a decision about how resources will be allocated. The
Borough Manager and Council should consider the following
enhancements to the budget development process:

e Distribute Budget Worksheets that include at least
three years of prior data to department directors. A
historical analysis of revenue and expenditure will
improve the ability to make accurate budget

projections. It is important to include the Police Chief
in the budget process since the police department
accounts for 45% of the entire budget expenditure.

Use a Budget Calendar that is published and
distributed within and outside of the Borough
organization. The calendar enables persons who are
involved in the budget process (the Council, the
department directors, and committees) to plan
accordingly for workshops, public presentations, and
adoption of the final budget. It provides the public
with the ability to participate in the process and to
provide public comments in a timely manner. Finally,
it keeps the process focused and on target to meet
the legal requirements of advertisement, publication,
public inspection, and adoption.

Schedule at least one public Budget Workshop so that
the budget can be presented to residents and the
Council can receive comments.

Prepare and include a Budget Message that
accompanies the initial presentation of the budget to
the Council and the public for preliminary review. The
budget message should be a narrative in plain
language that highlights areas of financial concern
such as a reduction in revenues, the need for a tax
rate increase, or changes to staffing or service levels.
The budget document itself should be presented in a
format that is clearly understandable to officials, the
public, and the media.

Once the budget has been adopted, it should be used
to control department activities throughout the year.
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Recommendation No. 15 - Closely monitor the DCED
Annual Financial Report (AFR).

The annual financial reports are the Borough’s official
statement of financial transactions and cash position for any
given year. Some problems identified in our review of the
2022 annual audit included:

e The DCED AFR is required to be submitted by April 1
of each year. The Borough should require that the
independent auditor make this submission to the
Borough and to DCED by the legal deadline.

e There were large balances in Line Item 130 Due from
Other Funds and in Line Item 230 Due to Other Funds
in both the General Fund and Utility Fund. These
should be reconciled and cleared annually so that they
don’t impact the balance sheet negatively or
positively. Large amounts in the funds misrepresent
the cash position and create considerable uncertainty
about the financial condition of the Borough.

e (Cash accounts should be assigned to each fund and
reconciled timely and accurately. The Borough should
work with their independent auditors to set up and
report these cash accounts accurately.

e An exit interview with the auditors should be
conducted with the Manager and Council each year to
present the financial statements and answer

2 The Borough developed a Request for Proposals for
auditing services for the 2023 audit and appointed Hosack
Specht. It is expected that liabilities will be cleared by the
end of 2024.

questions. In our review, several years of cash deficits
were identified that had never been reported to
Council by the previous Manager.

The Borough Manager has had discussions with the
independent auditors to address concerns about the way
the financials have been presented in the past.
Transactions were made so that most liabilities were
cleared by fiscal year 2023.2

Recommendation No. 16 - Continue to update the
Five-Year Capital Improvement Plan (CIP).

The CIP should be undertaken separately from the annual
budget process and should include all projects, including
those that are grant funded, with descriptions, estimated
costs, estimated schedules, and identified revenue sources to
support the projects and equipment. The plan should also
identify the impact that each capital project will have on the
operating budget for specific fiscal years. The annual capital
budget should be based on the multiyear CIP.

Recommendation No. 17 - Build in additional
oversight of the routine financial management
activities.

Maintaining a “segregation of duties” is difficult in a small
operation. Without the proper internal controls, there is a
perception that there could be mismanagement of resources
and potential fraud. Using an outside contractor for a portion
of the financial management operation provides some of the
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separation that is necessary for confidence and transparency.
The following additional procedures are recommended:

e The Council President should review and sign-off on
the quarterly payroll withholding tax payments and
reports.

e Detailed payroll reports should be provided to the
Council as part of the monthly bill list.

e The Council President should review the bill list and
sign it after it is approved by the Council each month.

e Receipts should be pre-numbered and not completed
by the same person who records the information.

e Bank deposits should not be made by the same person
who does the accounting transactions.

e The real estate tax account fund should be examined
and audited regularly. As the largest revenue source,
this fund provides the highest potential for theft.

Recommendation No. 18 - Adopt a Fiscal Procedures
Ordinance.

A Fiscal Procedures ordinance can provide guidance about the
financial management system for persons who are
responsible for managing the Borough’s finances, especially
during times of transition. This manual should include the
budget process, purchasing, accounts payable, and revenue
collection.

Police Department

Recommendation No. 19 - Consider a regional
approach to policing.

Since the police department expenditures make up 45% of
the entire Sharpsburg budget, it is important for the Borough
officials to consider the best use of resources for providing
quality police services for Sharpsburg residents. Many small
departments are turning to a regional approach that allows
for better recruitment, training, equipment, and coverage for
the same dollars that they are currently spending. Options
for Sharpsburg include:

Police Contract with O’Hara Township - Based on the
location of O'Hara Township (directly bordering the borough

to the north) and the fact that O’Hara Township has a current
full-time police department with 14 officers, it would be an
option for the borough to contract with O’Hara Township to
provide full-time police coverage and services. O‘Hara
Township already covers 7 square miles and currently has
9,207 residents in their township. The addition of another .5
square miles and 3,189 residents would not require much
increase in police services.

Regional Police Merger with O’'Hara and Blawnox -
Recent published news reports have indicated that O’Hara

Township is in discussions to potentially merge with Blawnox
Borough to develop a consolidated or merged police
department to cover both municipalities. The four officers
from Blawnox Borough would be added to the current 14
officers in O’Hara Township according to reports. Sharpsburg
could discuss this option with O'Hara and Blawnox officials. A
department covering all three municipalities, with a staff of
approximately 18 to 21 officers could result from such a
consolidation.
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Allegheny Riverfront Regional Police Option - Ideally, a
new merged/consolidated regional police department
servicing the riverfront communities along the Route 28
corridor could be the best option but also the most difficult to
achieve. This option would include Etna, Sharpsburg,
Aspinwall, O'Hara, and Blawnox for a service area of 20,230
residents over 8.9 square miles.

TABLE 7: RIVERFRONT COMMUNITIES POP AND AREA

MUNICIPALITY | POPULATION | SQ. MILES

Aspinwall 2,890 0.4
Blawnox 1,532 0.3
Etna 3,413 0.7
Ohara 9,206 7.0
Sharpsburg 3,189 0.5
Total 20,230 8.9

In Allegheny County there are currently two regional
departments, the Allegheny Valley Regional (8 FTE Officers)
and the Northern Regional (41 FT Officers) serving eight
combined municipalities. In 2024, a third regional
department, the Eastern Mon Valley Regional (14 FTE
Officers) will begin covering East Pittsburgh, North Braddock,
and Rankin boroughs. The contracting and/or consolidation
of police services under any option would result in significant
improvements in the delivery of police services to the
residents of Sharpsburg including:

e The ability to establish more uniform and consistent
police coverage, respond to and conduct all criminal
investigations, provide regular enforcement of all
traffic and parking regulations, conduct routine
patrols, provide enforcement of borough ordinances,
and conduct other important community relations
programs throughout the borough and the region.

e The ability to utilize police personnel more effectively
by staffing and deploying officers based upon
preassigned patrol zones, workloads, calls for service
days and times, crime trends, special events, and so
forth.

e The ability to provide more efficient and effective
police services for all citizens of the borough and the
region by eliminating the duplication or differences in
police services or equipment that may currently exist
between these neighboring police departments.

It is highly recommended that the borough request DCED
to conduct a regional police department evaluation with
neighboring communities who wish to participate in a
regional approach to determine the most cost-effective
method for providing quality police services for all
residents.

Recommendation No. 20 - Recommendations without
a regional approach

A. Upgrade Video Surveillance System at
Intersections.

The Borough should consider installing LPR cameras at
intersections along with regional cameras placed around
the Borough at ingress and egress. The Borough should
have these cameras linked to the police department which
will aid in monitoring criminal activity.

B. Provide Leadership Training for the Chief of
Police.

The Chief should be encouraged and provided with the
opportunity to attend the FBI National Academy which is
a free leadership program through the federal
government for local government police executives.
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C. Provide Training for Officers

The Borough should consider investing in individual
educational and training opportunities for officers to allow
them to become certified in specialty expertise.

D. Upgrade Evidence Room and Procedures

The storage of and access to evidence should be upgraded
as soon as possible. Best practices for establishing and
protecting chain of custody evidence include:

e Evidence rooms should contain a vault for an
additional layer of security.

e Evidence rooms should be climate controlled and
equipped with a fire suppression system.

e A numbering system for shelves, boxes and storage
areas should be developed for easy access and
identification.

e When evidence is received for storage, it should be
maintained under the exclusive control of authorized
employees.

e There should be dual verification of all items of
evidence received for storage to maintain an
accurate chain of custody. This should include
verification of all evidence stickers or tags against
the evidence sheet, along with verification of weights
and counts regarding drug and money evidence.

e All items of evidence should be entered into evidence
tracking software upon receipt reflecting identifying
information along with the location in which the item
will be stored.

e All evidence should be maintained in the original
packaging and stored in a consistent manner taking
safety, security, and ease of identification into
consideration.

E. Firearms Replacement Plan.

The Borough should consider a firearms replacement plan
within the next five years to replace the current police
firearms that are becoming outdated.

F. Update The Policies and Procedures Manual

Law enforcement policies and procedures are crucial
for maintaining order, ensuring accountability, and
protecting both officers and the communities they serve.

Protecting Officers - Effective policies equip law
enforcement officers with the tools and guidelines they
need to make informed decisions in various situations.
Policies help officers understand what is expected of them
and provide a framework for professional and ethical
conduct.

Community Trust and Transparency - When law
enforcement agencies make their policies accessible to

the public, it increases transparency. Community

members can better
understand how police
respond to different

situations and why certain
actions are taken. This
transparency fosters trust
between law enforcement
and the community, 3 ,
ultimately enhancing safety CHIEFS OF POLICE

for everyonel. ASSOCIATION
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Financial Benefits - Properly managed policies can lead
to financial benefits for agencies. By streamlining
processes and ensuring compliance with laws and
regulations, agencies can reduce the risk of costly
lawsuits and settlements.

In summary, law enforcement policies and procedures
serve as a guidebook for officers, protect the community,
and contribute to overall safety and accountability. One
option is to use LEXIPOL and PowerDMS to install
comprehensive policies and procedures and to test
officers on their understanding and observance of the
policies.

Public Works Department

Recommendation No. 21 - Update the Employee
Handbook with public works specific items.

The Employee Handbook that covers all, but the Police
throughout the Borough needs a more careful review to
clarify language and some processes. The Department has
specific hours that are worked that are different than the
Administration, there are references to timekeeping and time
reports that may not be exactly how it is performed at the
shop, and there are opportunities for the Borough to handle
this department differently than other non-bargaining unit
employees such as how comp time may be used.

Recommendation No. 22 - Develop a formal snow and
ice control plan.

The Department currently does not have a formal snow and
ice control plan in place. A plan should be developed that
includes the following criteria: policies & plans, priorities,
crew scheduling, planning, and managing routes, managing
operations, emergency management, training, public

relations, measuring results and any special policies like
mailbox strikes, property damage and how objects in the
right of way are handled. Ephrata Borough has developed a
simple, but comprehensive Snow and Ice Control Plan that
may assist the Borough in formalizing a plan.

https://www.ephrataboro.org/DocumentCenter/View/475/S
nowPlan-2018-19?bidld=

Recommendation No 23 - Develop a detailed annual
training program for the Department

The Borough does offer to send both the Foreman and
laborers to training when it is aware, cost effective and able
to be attended locally. Training provided to employees can
greatly affect their productivity and efficiency. Benefits of
training include improvements in morale, motivation,
productivity, and quality of services.

Training and Professional Development for the Public Works
Foreman

The Foreman’s role as not only a supervisor but also as a
working component of the department requires both
supervisory and technical training. The LTAP Roads Scholar
Program is an excellent resource for the Borough to consider.
The PA State Association of Township Supervisors (PSATS)
and the PA State Association of Borough s (PSAB) both offer
excellent training annually around the Pittsburgh region and
virtually related to Public Works topics.

In addition to formal training offered above, the Foreman
being relatively new to this Supervisory role, the Borough
may want to consider individualized mentor training or
sending them to some specialized training that regional
companies like Fred Pryor offer in Supervision.

Training Program for the Department
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e Backhoe training for all members of the crew
(certificate course)

e Sanitary Sewer certified camera operator training.

e Basic electrical course

e Attend Annual PA One Call Event (September) and
consider hosting a training on site just for Borough
personnel (offered for free)

https://www.palcall.org

e Attend Annual APWA Equipment and Safety Show
(June)

http://westernpenn.apwa.net/

e Pennsylvania LTAP Roads Scholar Program I & II

https://gis.penndot.gov/Itap/

e Routinely evaluate courses offered by Pennsylvania
State Assoc of Twp Supervisors (PSATS) and
Pennsylvania State Boroughs Association (PSAB)

http://www.psats.org

http://www.psab.org

Recommendation No. 24 - Develop annual safety
training program

The Borough’s workers’ compensation insurance
representatives should be able to provide a resource for
possible toolbox talks or follow up at no expense. Examples
of topics include:

e Pre-job safety reviews

e Compressed air

e Bench and hand grinder safety

e Hand tool safety

e Slips, trips, and falls

e Lock-out, Tag-out

e Chainsaw safety

Recommendation No. 25 - Update the street opening
permit ordinance to include sidewalk repairs.

Utility companies utilize the street opening permit form to
reimburse municipalities for work that is done to their streets.
The Borough has updated its street opening permit process
recently to include curb to curb paving requirements since
the streets are so narrow and any cuts will impact their
streets significantly. In addition to the actual asphalt that
needs restored from these cuts, the Borough sidewalks are
oftentimes impacted just as much since the utilities shutoffs
and laterals are oftentimes impacted by work done. Including
the repairs to sidewalks when impacted should be included in
the permitting process with its own fee.

Recommendation No. 26 - Develop a long-range
pavement management plan.

The Borough should develop a long-range plan for paving and
reconstruction of its 7.31 miles of paved roads and alleys. A
pavement management plan will ensure that community
goals and needs are met, inform the public of the
prioritization of upcoming projects, encourage efficient
administration, and allow the Borough to be proactive and
coordinate utility work with road repairs. Municipalities use
pavement management software to record conditions,
estimate costs, and schedule routine maintenance.

There are innovative, inexpensive services that have been
developed recently to assist municipalities in their evaluation
of their road infrastructure. One service is called StreetScan.
They use a vehicle outfitted with high resolution imaging and
gyroscopes that analyze road surfaces every 10’ and provide
the image with a 1-10 rating based on the PASER rating
system developed at the University of Wisconsin. The final
report is an excellent overall snapshot of the road system of
the municipality. The cost is approximately $100-$120 per
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mile. More information can be found at
https://streetscan.com/ There are other products from
RoadBotics and Vaisala that do similar evaluations as well.

Road infrastructure rating is one service that most of these
companies offer. There is also an opportunity for Right of
Way assets to be GPS located and identified through these
same services while they are also collecting the data for the
roads. Stop sign data collection is an example of an
additional asset that is easily recognizable through visual
pixel analysis and is collected and plotted. Adding this
service would reduce the amount of time staff would spend
collecting it.

Recommendation No. 27 - Identify a dedicated
funding source for street maintenance.

The Borough does not have a dedicated funding source for its
street resurfacing needs. The Borough should consider
dedicated millage or revenue from other sources to be
directed for regular street maintenance in order for funds to
be restricted for this use. The Borough needs an annual,
dedicated revenue source for its resurfacing program to
ensure that roads are kept up to an acceptable level. It would
be expected that a community with 7.31 miles would be
replacing .609 miles of roadway per year on a 10-12 year
program. Boroughs are permitted under the Borough Code to
levy up to 5 mills of tax dedicated to road improvements.

Recommendation No. 28 - Consider sealcoating for
streets.

Unprotected asphalt surfaces are sufficiently porous to allow
water to seep into the base courses. The water softens the
aggregate and reduces the overall load carrying capacity of
the pavement. More severe damage is caused by the
expansion of the trapped water in the pavement during
winter months. The freeze-thaw cycles create large cracks
and the problem is steadily worsened.

The Borough should consider sealcoating streets that have
been replaced or reconstructed in the last 5 to 10 years. The
sealcoat will create an impervious barrier that will prevent
water from seeping into the pavement. The sealcoat will also
protect the roadway from ultraviolet rays and deicing
materials. There are a variety of sealcoats in the industry that
are conducive to urban settings such as slurry seals and
microsurfaces.

Recommendation No. 29 - Consider thermoplastic for
paint markings.

The Department spends hours painting various curbs, spaces,
and lines from April through October. This is a very time
consuming task that is performed annually. The Borough
should investigate the use of thermoplastic material for
parking lot lines, handicap spaces, vascar lines, crosswalks,
and even for curbing (not at mountable intersections) to help
reduce the amount of time spent rolling and brushing on
paint. In additon to considering new materials that could
reduce the amount of time staff spend performing this work,
the Borough may want to consider having a contract bid for
this work.

Recommendation No. 30 - Perform a building and
space analysis for the Borough Building.

The Borough Building is centrally located within the Borough
and is currently leased by the Borough from the Fire
Company. A space utilization and needs analysis should be
undertaken for both current and future potential use for the
facility. An evaluation by an Architect to determine the
structural integrity of the building and provide options for
renovations would assist the Borough with the future of this
space. The study should include the introduction of green
technologies and energy reduction components. There is
valuable space at this location that could serve the
community by including additional public use.
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Recommendation No. 31 - Conduct a professional
parking and traffic circulation study.

A professional parking study would address the complex
parking issues that face the Borough. The daytime,
commercial parking does not appear to be a major issue while
the residential parking is a constant concern. There is limited
capacity on many of the Borough’s streets around its
recreational amenities and where conflicts are known. A
study would review the entire issue and give the Borough a
better perspective on solutions.

The Borough has about 100 parking meters. The current
meter enforcement officer works only a few hours per day,
enforcing primarily through the hours of 11-2 pm, with no
evening enforcement. Parking meter revenue was at its peak
in 2018 when $22,500 was collected, compared to only
$13,700 in 2022. Part of this reduction was related to work
that was being done on Main Street that interfered with
routine parking.

The Borough has few revenue sources and should take
advantage of those that are permitted such as parking fees.
Parking regulations also help to address parking in congested
areas. There are newer, non-meter altering alternatives to
improve collections while allowing customers to use an “app”
approach for meters. Companies like Meter EZ affix stickers
with a QR code on the meter and number each meter.
Customers then can use both the app and a coin if desired.
Enforcement has becoma hybrid of digital and manual
inspections. https://www.meterez.com/ is a locally
developed program that is deployed in Erie currently. The
investment is low to upgrade to this hybrid model of meter
and coin.

As the Borough’s Main Street begins to develop with more
businesses that will be open outside of the daylight hours,
parking meter enforcement may become a more important

issue. Establishments are drawing from a population all
around Sharpsburg that is familiar with paying for parking in
the Borough of Pittsburgh until at least 9 pm in cases.
Expanded enforcement will mean greater revenue potential
for the Borough and allow for investment in the parking
infrastructure and technology.

Recommendation No. 32 - Purchase GPS equipment,
train the Foreman and increase asset identification.

The Borough’s GIS system mainly consists of the mapping of
the sanitary system that was completed under Glenn
Engineering. The Borough utilized an Intern recently to
improve the existing data and help create better datasets.
The Borough has many assets that are not included like
guiderail, sewer laterals, park assets, streetlights, and the
entire storm system. The Borough would benefit from
purchasing GPS locating equipment, training staff in Public
Works to collect the assets, and routinely updating the data
layers. This data would then be made available through Esri
Field Maps software to the field crews that need it most.

Recommendation No. 33 - Evaluate GIS partnerships
to build additional layers.

The Borough is beginning to explore ways to build its GIS
asset inventory. One way will be to partner with organizations
that already have layers that the Borough could add to its
platform. ALCOSAN and Three Rivers Wet Weather (3BRWW)
has a significant amount of layers that the Borough should
consider gaining access to determine if these are useful to
further build upon.

Recommendation No. 34 - Authorize sanitary sewer
collection system maintenance training.

The Borough is responsible for the sanitary sewer collection

system. This responsibility currently consists of preventative
maintenance, reactive requests for service, contracted
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service projects and rate setting. All Public Works Borough
labor personnel would benefit from general operational and
safety training specific to the sanitary sewer collection
system. There are inexpensive certificate courses held
around the region that provide the following learning
objectives in the introductory course:

The Wastewater Collection System Operator
Why Collection System Operation and
Maintenance?

Wastewater Collection Systems

Safe Procedures

Inspecting and Testing Collection Systems
Pipeline Cleaning and Maintenance Methods

N =

ouhkw

Recommendation No. 35 - Conduct subsurface
camera and location of the sewer system.

The Borough’s ownership and control of the sanitary and
storm collection systems puts them in a unique position to
work towards sewer separation of these two utilities. This
work requires extensive evaluation of the existing conditions
of lines, making repairs where necessary, and using this data
to plan for future repairs and separation work. The Borough
should invest in CCTV work of the entire system that would
include detailed mapping of laterals. This CCTV work will
support work plans to repair and improve the collection
system and serve as the base model for designing the
separation of the combined system. Local companies like Red
Zone in Lawrenceville have performed this type of work for
many communities in the region and across the country.
Once the Borough has an accurate accounting of the
condition of its sewer assets, a relining of the entire system
should be considered. This approach to sewer line work
reduces surface repair costs and is cost effective.

Recommendation No. 36 —-Train public works
employees in stormwater management.

The Borough is actively evaluating stormwater initiatives
including active flood plain management, installation of green
spaces, and construction of rain gardens. The Borough’s
stormwater system requires routine maintenance, and the
crew should understand the various techniques involved in
not only the formal system of pipes, but also how to maintain
the rain gardens and green space to promote sound
stormwater practices. The PA LTAP and DEP have several free
courses that would be beneficial for the crew to attend.

Recommendation No. 37 - Evaluate funding
opportunities for storm water initiatives.

The Southwestern Pennsylvania Commission (SPC) provides
an excellent resource for storm water project funding and
assistance that has some regional resources to consider. The
resource material addresses issues such as flood mitigation,
education and outreach, technical assistance grants and
project funding solutions. https://spcwater.org/regional-
resources/grant-and-funding-options/ Also, DCED just
announced new funding opportunities through the statewide
Local Share fund from gaming proceeds through the
Commonwealth Financing Agency (CFA).

Recommendation No. 38 — Consider storm water
management fees.

While the Borough still has a majority combined system,
water quality and quantity are still issues that must be
addressed. The Borough undertakes stormwater
management projects such as flood plain management,
installation of rain gardens, and sewer separation. The
Boroughs stormwater infrastructure is old and in decline and
needs replacement and upgrade of much of the
infrastructure. Unfortunately, there are very few revenue
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sources available to smaller municipalities for addressing
stormwater issues.

One such tool that is being used is the enactment of
stormwater fees. These fees are established to pay for not
only the larger capital projects involved in retaining
stormwater, but also for the routine costs like street
sweeping, repaving roads that establish gutter lines, and
replacing storm lines and basins. Fees can also be used for
education of residents about smart stormwater management
practices. Fees have a broader revenue base because they
are assessed on non-profits that are tax exempt and
otherwise do not pay for services that the Borough provides.
Unfortunately for boroughs, the PA Borough Code does not
currently permit stormwater fees to be enacted by a borough.
The Borough would need to consider creating a general-
purpose Authority or working with an existing Authority to
levy and collect the stormwater fee.

Recommendation No. 39 - Consider shared services
for public works contracts.

There are a lot of opportunities to share both equipment and
personnel resources between neighboring departments due
to the type of work performed that would reduce the
operating and capital expenses. They are:

¢ Mowing and weed eating.

e Sewer camera work and rating of pipe assets.

e GPS locating of public works related assets like
signs, storm lines, guiderail and manholes.

e Joint road repair and paving contracts

e Shared equipment use for trucks and equipment

e Joint winter maintenance planning / sharing both
personnel and equipment

Parks and Recreation

Recommendation No. 40 - Formalize the relationship
with the SCO.

The Borough currently has one formal and one informal
recreation group that provide recreational opportunities for
the community. The formal Parks and Recreation Commission
was created by ordinance and has members appointed by the
Borough Council. The SCO is informally organized but has a
revenue source in the rental of the gymnasium facility to
support operating expenses as well as community events like
Open Streets and the Fall Festival. This revenue allows it to
operate independently of the formal Parks and Recreation
Commission. The Borough should formalize its relationship
with the SCO and integrate activities with the Parks and
Recreation Commission.

One method for achieving this would be the formation of an
Authority. When an Authority is created for general recreation
purposes, the Authority operates independently and the
Borough contracts with the Authority to provide community
programming (all event programming) and to manage
recreation facilities. This model would allow for the Borough
to focus on supporting only one organization whose focus
would be on physical recreation (inside and outside court
plan, outside field use, court improvements, etc.), rentals like
courts and pavilions, and community events like “Open
Streets” and various festivals.

Recommendation No. 41 - Hire a community events -
communication Coordinator.

The Parks and Recreation Commission and the SCO do an
excellent job raising money, planning events, and energizing
the community - but they are underfunded and understaffed.
An employee in the Borough Office who could provide the
manpower needed to support the activities, projects, and
programs would add enormous value to the Borough’s overall
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operation. The Community Events and Communication
Coordinator would perform a variety of complex professional
and administrative tasks in planning, developing, and
maintaining community events, recreation programs, and
parks/recreation facilities for the Borough. This employee
would also manage the Borough’s website, social media
platforms, and public outreach.

Recommendation No. 42 - Develop a formal business
plan for the Sharpsburg Recreation Center.

The Recreation Center is a hidden gem and asset for the
Borough primarily for its basketball court use. The hours are
limited currently because it’s operated entirely by volunteers
who also have day jobs. Indoor heated court space is at a
premium and the building is only being half used because the
lower levels need urgent renovations. Once the oversight and
management of recreation in general is determined, there is
an opportunity for a business plan to be developed for this
facility that could not only keep it self-supporting but allow it
to further expand its offerings to the community.

For example, a business plan may identify the availability of
tutoring rooms that could be created (i.e. tutoring currently
takes place in the gym); protective floor coverings could be
considered to protect the court surface while making the
space usable for other sports or activities; a gym screen
divider may be suggested to allow for split use space;
retractable hoops may be suggested to increase the court
use; and many other possible uses and improvements could
be installed. The possibilities for use of this space are endless
but the Borough needs some formal planning to be sure the
recommendations are desired by the community and are
financially self-supporting.

Recommendation No. 43 - Apply for DCNR Funds to
develop master plans for recreation facilities.

Once the oversight and management of the facilities and
programs is better established, the focus should be on
planning improvements to the existing facilities and planning
for new facilities. The Borough’s parks and open space are
quickly becoming a valuable commodity. There is still space
within the parks that should be reviewed for highest and best
use. The Commonwealth offers grants through the
Department of Conservation and Natural Resources (DCNR)
for Comprehensive Park Plans and Master Plans for recreation
facilities which would help the Borough plan for future
improvements and address the Recreation Center.

Recommendation No. 44- Increase training for
playground safety.

Public spaces are required to be safe and accessible to all
members of the public. Most of the park has newer park
equipment with owner’s manuals that address the hardware
needs and maintenance. Members of the SCO currently
perform maintenance themselves or seek volunteers and
low-cost contractors to perform work. For the outside
equipment at the parks, the Public Works department should
establish a routine maintenance and inspection schedule for
in-season and off-season. Unsafe playground equipment and
walkways serve to deteriorate a community asset and can
lead to |liability issues for the Borough. An excellent
certification for supervisory personnel is the Certified
Playground Safety Inspection program. The program is
offered annually through the PA Recreation and Park Society
(PRPS). Additional information on this program may be found
at Http://www.prps.org
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Recommendation No. 45 - Develop a maintenance
and operations manual for the parks equipment and
facilities.

The Borough is fortunate to have had upgrades at two of its
facilities recently. The James Sharpe Landing and 13t™ St
Playground both have newer manuals for amenities and
structures. These manuals should serve as the basis for a
Maintenance and Operations Manual for the Public Works
Department to conduct the recommended daily, weekly, and
monthly inspections and maintenance for those facilities. For
older facilities, time may be needed to develop best practices
and methods to inspect and maintain older play structures. A
good O&M manual serves as a guide with instructions to keep
facilities safe and looking good.

Recommendation No. 46 - Standardize and increase
the number of surveillance cameras.

The Community Center currently has 6 cameras that are on
a closed-circuit system. The Borough has some cameras
around the Borough and at the municipal building, however
there is a need for more cameras and for a standard to be
established for the cameras used. There are a lot of newer
style safety and security lights in the industry. Motion
activated security lighting that can be tied to the camera
system not only can surprise a would-be vandal, but for those
that succeed in damaging property, they are also on camera
and can be identified by the Borough for prosecution.

Recommendation No. 47- Conduct a sidewalk
assessment for safety and tree installations.

With a walk score of 63, the Borough is identified as a
walkable community. Nearly every street has sidewalks that
connect the residential neighborhoods to the commercial
district, the library, and recreation amenities. Like many
communities, the sidewalks need repairs and replacement in
some areas. The Borough had a study conducted for street

trees to be installed. A sidewalk survey from a company like
Precision Safe Sidewalk would provide an overall assessment,
grading, and recommendations for improving the safety of
sidewalk and best locations for tree installations.

Recommendation No. 48 - Reduce labor intensive
park maintenance.

The public works personnel are responsible for the
maintenance of the trees, benches, lawn, walkways, and
equipment in the parks. There are methods that can be used
to reduce the amount of time spent on weed eating and
mowing by making changes to some of the facilities. For
example, there are benches and bleachers around the parks
that are not mounted or placed on concrete pads, and these
require regular trimming. Mounting benches on concrete pads
or relocating them closer to walking paths allows for more
efficient mowing operations.

Recommendation No. 49 - Adopt a pavilion rental fee
for the 16t" Street Pavilion.

The 16 St Pavilion, while small, is in demand and reserved
for use throughout the year. This pavilion is currently on a
“first come, first serve” basis. The Borough could benefit from
implementing a small rental fee of $50-75 per rental which
would help to cover costs associated with the cleanup by the
public works crew following an event.

Recommendation No. 50 - Enforce rental Fees for
Kennedy Park Pavilion - limit free use.

The only pavilion in the Borough that has a rental fee
assigned is Kennedy Park. This pavilion has a kitchen that
makes it sought after and heavily used throughout the
summer season. According to staff, the fees are waived for
various groups. These groups are expected to clean up and
leave the area in good condition. The Borough should
eliminate free use of this facility to recoup revenue sufficient
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for maintaining and making improvements to the pavilion.
The Borough does not have many methods for generating
revenue to offset expenses and should set fees at a level that
will cover the costs of maintaining them.

Recommendation No. 51 - Evaluate fees for outside
field use of Heinz Field.

There is a demand for ballfield use by adult softball leagues
and regional ball playing organizations. These fields are even
more valuable when they are lit and able to be used into the
evening. The use of Heinz Field should be evaluated through
a formal recreation study. At a minimum, fees should be
considered for outside use to generate revenue to support
this facility.

Recommendation No. 52 - Continue to support a
certified pesticide applicator.

The public works department has a need to use herbicides
and pesticides in and around its public facilities to control
weeds and vegetation and has certified the street foreman
through the Department of Agriculture. Liquid applications
reduce time spent weed eating and promote worker safety.
Public entities are required to have at least one certified
applicator, licensed through the Commonwealth, to use even
small amounts of products like "Roundup” at public facilities.
This license is very valuable to the Borough and should
continue to be supported. The Borough may want to consider
hosting continuing education classes at the Borough for its
employees to get their credits for free or at a reduced rate.

Recommendation No. 53 - Improve park and
community signage.

The parks are great locations for community gatherings. It
was observed that there were older style community
message boards that had printed notifications and
announcements of upcoming events and activities. Newer

style electronic message boards have the ability to have
updated information not only for the parks but also for the
activities of the community. In come communities, local
businesses advertise on the message boards to help support
the ongoing costs. These signs require electricity and
communication connections but can operate with wifi
connection. One manufacturer of these signs, Soofa Digital,
has had these signs placed in parks, on city streets and inside
buildings. https://soofadigital.com/soofa-sign

Recommendation No. 54 - Routinely evaluate various
grant funding sources for parks improvements.

The Borough is a prime candidate based on its demographics
and census tract for funding with low- to no- matches. The
16" Street Playground, Heinz Park, and Kennedy Parks all
require significant upgrades. The court surfaces at all parks
need significant restoration and replacement which may
make for a good application.

Code Enforcement

Recommendation No. 55 - Consider adopting a rental
registration program.

The best rental inspection programs start with the
registration of all rental units on an annual basis. Rental
registrations serve an important governmental purpose
because the information received in the application can be
used for public safety, taxation, and code enforcement
purposes. The program can easily be handled in-house and
should generate enough revenue to cover the costs
associated with the program - typically $25-$30 per unit
annually. Inspections are then scheduled from the list
developed in the rental registration process. Land
management software should be used to capture the tenant
information and to alert landlords when their registrations
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and inspections are due with an integrated online payment
option.

Recommendation No. 56 - Purchase land-asset
management software.

Most code enforcement activities are tracked in paper forms
in hard copy format. The Borough should purchase land
use/asset management tracking software that will support
the entire code enforcement, planning, and zoning operation
in electronic format and can be integrated with the GIS
system. This will help employees reduce their need to be in
the office issuing letters and allow them to spend more time
in the field addressing complaints and conducting
inspections.

Recommendation No. 57 - Add the floodplain to the
GIS system as a layer.

As the Borough increases its GIS data sets, the flood plain
being added as a layer would make it easier for staff to
identify parcels located within the flood zones without the
difficulty of referencing the paper maps.

Recommendation No. 58 - Update the comprehensive
plan, zoning ordinance, and SALDO.

The Borough had a joint comprehensive plan completed with
neighboring communities Etna and Millvale called River Bend
that included a Tri-Boro EcoDistrict component. This plan
should be updated as a priority for the Borough. Following
the update, the Borough should make consistent changes to
its Zoning Ordinance and SALDO.

Recommendation No. 59 - Reduce the size of the
Zoning Hearing Board.

The existing Zoning Hearing Board was established with five
(5) members and an alternate position. The Borough has

trouble filling the Board seats and should consider reducing
the Board to three (3) members and two (2) alternates, which
is @ much more realistic number for identifying Board
members. The Borough should support and budget for
ongoing training for Zoning Board members. Zoning Hearing
Board members should be provided with outside training
opportunities through the DCED-PATH, PML, PSAB or LGA
training on the role and responsibilities of the Zoning Hearing
Board members.

Recommendation No. 60 — Reduce the size of the
Planning Commission.

The existing Planning Commission was established with five
(5) members, but the Borough has trouble filling the seats
and should consider reducing the Commission to three (3)
members and two (2) alternates which is a much more
realistic number for identifying Board members. The Borough
should continue its efforts to recruit interested and qualified
candidates for the Commission to ensure it will have ample
talent when vacancies occur. The Borough should consider
either hosting a training session for its members or sending
members of the Planning Commission to regular training to
keep members updated on trends in planning and case law.

Recommendation No. 61 — Engage a professional
consultant to advise the Borough regarding the
Riverfront Development project.

The Borough needs to engage a professional consultant who
can evaluate the potential funding streams and development
resources for the Council to advance the riverfront
development in a way that produces community benefits and
specializes in support for resident displacement. The
developer at the riverfront continually identifies opportunities
and resources that can advance the development - but it is
unclear which of these strategies supports long-term
sustainability and advantages for the community and its
residents.
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The Borough’s current population could benefit from
additional resources and support. A professional consultant
familiar with development strategies and community
development opportunities can assist the Borough officials in
developing programs aimed at reducing the displacement of
residents and improving community programs and amenities.
The consultant could gain access for the Borough to programs
like low-income tax abatements, the Land Trust
Affordable Housing Fund, opportunity zones, and statewide
local share programs. Considering the imminent riverfront
development, a professional consultant could help to properly
position the Borough to take advantage of federal, state,
county, and local funding opportunities.

Recommendation No. 62 — Develop and provide
packets for residents, contractors, and developers.

When a prospective resident, business owner, or developer
identifies Sharpsburg Borough for relocation, they will need
access to information and forms. A development packet
should include a checklist of items required for zoning
permits, special exceptions, subdivision and land
development applications, and associated fees. Packets can
be prepared in advance with all the items necessary for the
permit requester to begin the process. The prepared packets
should outline the necessary approvals and timelines needed
for various steps of the construction and/or development
process. Routine information and permit applications should
be available on the Borough’s website so that residents can
save time and resources by downloading and completing
applications in advance of an inspection or permit request.
The Sharpsburg Business Group (SBG) may serve as a good
ambassador group to help prepare and distribute the packets
as well, as they appear to be an informal resource for Main
Street businesses and property owners.

Recommendation No 63 - Adopt construction
standards for public improvements

The Borough public works staff should work with the Borough
Engineer to develop acceptable construction standards for
public and private improvements in the Borough rights-of-
way. The standards should be prepared and contained in a
publication format that can be presented to contractors,
vendors, and developers who intend to construct or install
roads, storm sewers, catch basins, sidewalks, lighting, and
all other amenities and improvements in the public domain.

Recommendation No. 64 - Consider a Main Street
manager to work with the business district.

There is currently an informal Business Group (Sharpsburg
Business Group) that has taken it upon themselves,
collectively, to begin to hold events and promote the business
district of the Borough. They have planned First Friday events
that involve shutting down a section of roadway to host
activities that are held while businesses stay open later to
promote themselves. This group has also worked to address
vacant storefronts, meet with various landlords, and engage
in active self-promotion of Main Street. The Borough should
work to harness this energy of this group and complement it
with a formal Main Street Manager that could work to develop
various programs like fagade improvements, target CDBG
funds for various improvements and serve as the center point
of contact for all things Sharpsburg Business. One way to
obtain additional resources is to prepare applications for
funding under the Neighborhood Assistance Program and the
DCED Keystone Communities programs.
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Technology

Recommendation No. 65 - Improve the internet
service for speed and performance.

Comcast is the current Internet Service Provider (ISP) for the
Borough at about 350 Mbps. Comcast may be able to provide
higher speeds depending on the business package secured
by the Borough and the available services in the area. The
alternative is to move to Verizon FIOS at 900 Mbps, which is
an option for the Borough to consider. The Borough’s police
department has bodycam video recorders and may at some
point install dashboard mounted cameras that will require
faster download and upload speeds. The Borough should
investigate the best way to improve internet speed and
performance to be prepared for future demands.

Recommendation No. 66 - Add a payment portal to
the website.

The Borough’s website has recently undergone a major
overhaul and should offer a payment portal for fees,
dumpster deposits, parking tickets, inspections, and
registrations. A payment portal would reduce the staff time
at the window and provide better customer service to the
residents and businesses who want to do business after
regular office hours.

Recommendation No. 67 - Eliminate administration
server - migrate to cloud storage.

The Borough has recently moved away from the AccuFund
software and contracted the accounting functions to a third-
party provider that uses the on-line version of Quickbooks.
The vendor does not require the Borough to store files and
records on the server any longer. Additionally, all employees
have begun to use Office 365 which has OneDrive and
SharePoint file management and storage. The Borough
should be able to eliminate the administrative server and

begin migrating to cloud storage to save support and
hardware expenses over time.

Recommendation No. 68 - Add police laptops to the
Borough domain.

The laptops that are used in the vehicles are not currently on
the Boroughs domain and therefore are not managed like the
other hardware on the network. These devices should be
networked as soon as possible.

Recommendation No. 69 - Purchase a resident
notification system.

Community-wide messaging systems can be installed at
minimal cost. Residents can sign up on-line to receive text
messages or emails concerning safety issues, community
events, or information that the Borough broadcasts to its
residents. Examples of information that might be sent out
include road closures, scheduled construction activity,
accidents, utility interruptions, reminders for garbage day or
even the date for Trick or Treat. The advantage to these
services is that they broadcast to many different platforms
like Facebook, Twitter, Instagram, Snapchat as well as to
conventional outlets like landlines, cellphone texting, and
email. Users sign up through a standard page on the Borough
website and choose how they would like to be notified. The
Borough then puts one standard message together and it is
broadcast to all outlets simultaneously.

Recommendation No. 70 - Replace decorative
business district lighting with LED.

The Borough uses outdated holiday decorations that are time
consuming for staff to install and are inefficient to operate
making them more costly. The Borough has begun to
evaluate various vacant spaces around the Borough that
could be made into welcoming, safe spaces, with lighting
upgrades. The Borough should evaluate various options

20| Page



BOROUGH OF SHARPSBURG

APPENDIX A - SUMMARY OF RECOMMENDATIONS

available through companies like Mosca Design that provide
such lighitng options. All public lighting community-wide
should be changed out to LED over time.

Recommendation No. 71 - Migrate traditional faxes to
E-Fax for One-Call.

The Borough is still relying on faxed communications
primarily for its PA One-Call tickets. Should the machine be
out of paper or the phone line go down, these faxes are not
received. Due to the critical nature of this information, the
Borough should migrate away from traditional fax
transmission and move towards efax communications that
are transmitted over emails.

Recommendation No. 72 - Replace hardware that is
out of warranty.

The Borough has done a good job of updating IT hardware to
support necessary applications for each user and
department. The desktop PCs, however, are beginning to age
and should be on a replacement schedule. While this may not
be apparent to users, as updates are rolled out, the machines
will begin to slow down considerably. It is recommended that
machines be put on a replacement schedule and new PCs that
are purchased have no less than i5 processors with 8GB RAM
and 500GB SSD hardware. Hardware upgrades on a regular
basis will ensure reliability and functionality for users. By
October 2025, Microsoft will no longer support Windows 10,
which will make them susceptible to poor performance and
attacks. Machines that are currently running Windows 10
should be replaced on a schedule to insure these are
addressed prior to this date.

Recommendation No. 73 - Install or replace cameras.

The Borough has limited camera access installed at its
facilities. Where there are cameras, the systems are closed
circuit or not running on the same platform. The Borough

should consider upgrading all cameras to the same platform
and ensuring that they are able to record virtually and not on
a closed system. The current system is less secure and not
able to be accessed when the device is offline. The Borough
building interior and exterior, public works, police station, salt
storage facility and parks all are good candidates for these
additional camera installations. The Borough’s traffic signal
network system where there is power, and communication
are also good candidates for cameras to be installed. These
cameras would provide real time viewing of the operation of
the signal and traffic impacts to Main Street.

Recommendation No. 74 - Install electronic access
around the Borough’s facilities.

The Borough currently utilizes hard key access to most doors
throughout the Borough offices, within the police
department, at public works and at the park’s restrooms and
concession areas. When employees or elected officials
separate from the Borough, keys must be retrieved, or locks
changed. Electronic access has become the standard for
building control, allowing for building access audits to be
performed, access to be controlled by device, and user
permissions to be managed and changed with ease. The park
facilities (including doors and gates), public works, borough
building, and police station are all good candidates for this
upgrade to electronic access.

Recommendation No. 75 - Follow replacement system
for keeping technology current.

The replacement schedule with budget projections is
provided in Step 5. Exact dates of purchase for each machine
were not available, years of service were estimated for each
by department. Identified items are recommended based on
best management practices and the current conditions of the
equipment.
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