
PROGRAM NAME: SUSTAINABLE INFRASTRUCTURE 

RESULT: I WANT A MUNICIPAL INFRASTRUCTURE THAT IS ALWAYS AVAILABLE FOR 

ITS INTENDED SERVICE AND PURPOSE AT A COST THAT BOTH CURRENT AND FUTURE 

GENERATIONS CAN AFFORD.  
 

REQUEST FOR RESULTS 
RESULTS SUMMARY:  
The City’s infrastructure system includes its streets and sidewalks, recreation facilities and 
parks, a transit system, trails, and bike lanes, drinking water and sewage systems, police and 
fire stations, and other city owned buildings.   

The outcome for this priority result includes the maintenance and replacement of existing 
infrastructure that is used in the delivery of municipal services, and the planning, funding and 
project management for installation of new infrastructure.  

It includes the collaborative efforts of the organization to establish short and long-term 
strategies for improved municipal infrastructure that meets the needs of our people - at the 
optimal cost with the least environmental impact.   

GUIDING PRINCIPLES: 
 

Capital Prioritization & Investment SUS-POL-060 

Long Term Financial Plan  (2010) 

Debt and Affordability Policy COR-POL-061 

Long-Term Water and Sewer Financial Plan (2013)

 

http://myplace/workspaces/2014budgetingforresults/Master%20and%20Strategic%20Plans/SUS-POL-060,%20Capital%20Prioritization%20and%20Investment.doc
http://myplace/workspaces/2014budgetingforresults/Master%20and%20Strategic%20Plans/COF-LTFStrategicPlan-2010.pdf
http://myplace/workspaces/2014budgetingforresults/Master%20and%20Strategic%20Plans/Policy%20No.%20COR-POL-061,%20Debt%20and%20Affordability%20Management.doc
http://myplace/workspaces/2014budgetingforresults/Master%20and%20Strategic%20Plans/WS_LTFP_Final2_Aug-19-13.pdf


 

EXECUTIVE SUMMARY 
Municipalities are more asset intensive than any other level of government.  Cities provide 52% of 
government infrastructure in Canada while provincial and federal governments own only 41%, and 7% 
respectively.   

Municipalities rely on a great deal of infrastructure to deliver basic services to residents: 

• police and fire stations and emergency response vehicles, 
• recreation facilities and city owned buildings, 
• parks,  trails and sports facilities, 
• transit system and bike facilities, 
• streets and sidewalks, 
• snowplows, and maintenance equipment, 
• information, communications and emergency systems, 
• drinking water and sewage systems.  

The challenge for municipalities in providing Sustainable Infrastructure is the sheer scope and cost.  
Most key infrastructure pieces are high valued.  Streets and sidewalks, water and sewer systems, 
buildings, fire trucks, and sports fields are expensive to replace when they wear out.  It is easy for 
municipalities to delay major repairs, maintenance and replacement of infrastructure in the short term.  
However because of the volume and cost of infrastructure the long-term consequence of this strategy is 
a severe degradation in the quality of life and the ability of residents to pay for required replacements.  

For citizens, the volume and quality of municipal infrastructure goes largely unnoticed until it begins to 
fail or is no longer in service.  The result that citizens value is a city with infrastructure that is always 
available for its intended purpose at a cost that they, and future generations can afford.   

To achieve these results a Sustainable Infrastructure program must focus on maintaining existing 
infrastructure, planning replacements, prioritizing new infrastructure, keeping it affordable for 
taxpayers, and adding value and quality when making decision on infrastructure spending.   

Professional management is required in the stewardship and maintenance of existing assets.  Managers 
execute a plan for maintenance that extends the useful life of assets and protects it from premature 
failure and high repair costs.  They protect assets from vandalism and obsolescence and ensure that 
there are adequate personnel and financial resources available for operations and maintenance.   

A comprehensive infrastructure management plan includes detailed replacement plans.  It is important 
to track assets and maintain an up-to-date assessment of the condition and remaining useful life.  It is 
important to forecast accurate costs for replacement.  The key strategic outcome is to develop short and 
long-term capital plans that ensure critical infrastructure is replaced at the right time and that all needs 
are prioritized and met in a way that delivers complete municipal infrastructure sustainability for 
citizens.  
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New infrastructure must be prioritized and included in the complete long-term sustainability plan.  
Infrastructure spending should be consistent with growth and consider public needs. This requires an 
assessment of future economic and demographic conditions.  New infrastructure should consider the 
risks of climate change.  

Prioritizing infrastructure requires that we maintain a list of community needs along with 
comprehensive needs assessments to compare tradeoffs between priorities and assist in the political 
decision making process.  

A strategic objective is to add value by ensuring that infrastructure spending is supported by broad 
community appeal and demonstrates a clear link between infrastructure spending and how the assets 
and services they deliver contribute to other program results.    

To keep it affordable to tax payers the City has adopted a Long-Term Financial Plan, and adheres to debt 
and capital investment policies.  The City must ensure that it generates enough revenue to pay for 
regular operating expenses and the capital reinvestment required to sustain infrastructure.  But it also 
needs to ensure that spending and property taxes do not rise faster than the personal incomes of 
residents.   

There are four key performance indicators that measure if we are achieving the results that citizens 
value:  

1. Reduction of the infrastructure deficit over time 
2. Debt service costs within policy guidelines established by Council  
3. Ratio of residential property taxes to the personal income of residents remains affordable 
4. Ratio of City revenue to  operating and capital replacement needs is sustainable 

These strategic objectives and measures lead the City toward a municipal infrastructure ready for 
service at a cost citiznes can afford.  
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KEY INGREDIENTS – FACTORS THAT CAUSE THE DESIRED RESULTS 

 

I want a municipal infrastructure that is always available for its intended 
purpose at a cost we can afford.  
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PROGRAM STRATEGIES – CRITERIA FOR SERVICE DELIVERY 
As indicated on the Results Cause and Effect Factor Map there are five primary factors that contribute to creating a 
municipal infrastructure that is planned and financed in a sustainable way, so that our municipal infrastructure is 
always available for its intended purposed at a cost current and future generations can afford.   

The program strategy seeks offers for services that effectively contribute to those five factors and impact the 
program’s key performance indicators.  Service proposals will be evaluated on how well they meet the strategic 
objectives of the Corporate program and the corporate goals of the Chief Administrative Officer.   

MAINTENANCE 
PLAN 
FUND 
PROTECT 
MANAGE ASSETS PROFESSIONALLY 
Municipal infrastructure is sustainable when it is properly maintained and protected from premature failure and 
high repair and remediation costs.  Maintenance should be planned and proactive, meeting industry standards in 
order to extend the useful life of infrastructure assets to their maximum length at the lowest operating, repair, and 
maintenance costs.  

Professional management is required to asses maintenance needs, provide for regular inspection of condition, and 
provide a plan for proactive maintenance which protects the assets and extends is availability for citizens.  
Professional management is also required to ensure that the appropriate resources are in place to carry out the 
maintenance; to oversee staff and ensure that funding is spent in the most effective way.   

Professional management ensures that Council and administration understand the resource requirements to keep 
assets in good repair and the risks and impact of underfunding.     

Assets need to be protected from vandalism, terrorism, misappropriation and obsolescence.  Assets without 
sufficient management or funding are at risk of becoming obsolete or failure if they are not maintained and 
updated so that they continue to be relevant and provide the intended service to the public.    

REPLACEMENT PLANS 
DETERMINE ACCURATE COST  
ASSESS CONDITION AND RISK 
MAKE SHORT AND LONG-TERM CAPITAL PLANS 
Appropriate plans for replacing and upgrading existing assets are a key factor in sustaining municipal 
infrastructure.   

A detailed asset management plan that accurately tracks all existing infrastructure assets and maintains an up-to-
date assessment of current condition or risk of failure and expected remaining useful life is a key factor in 
replacement planning and sustainability of infrastructure.  These plans need to accurately predict future 
replacement costs and incorporate both long term capital plans to meet overall future infrastructure replacement 
needs, and short term capital plans that provide funding and budget oversight to ensure that critical infrastructure 
is replaced at the right time, and that all needs are prioritized and met.  
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STRATEGIC OBJECTIVE #1: ADDRESS THE INFRASTRUCTURE DEFICIT 
We are seeking proposals that provide planning, maintenance, and replacement for existing infrastructure.  
Proposals should address the infrastructure deficit and provide both short-term and long-term plans for reducing 
the infrastructure deficit.  Long-term capital plans should address both the need to replace existing infrastructure 
and plan for anticipated future infrastructure needs.  We expect to see offers that address monitoring, updating, 
and adhering to capital plans.  This will reduce the overall infrastructure deficit according to the long-term financial 
plan.   

Mid and long term plans for capital expenditures ensure that debt-financed projects are minimized and planned in 
staged intervals.  This will impact the debt service to revenue performance indicators.   

We are seeking offers that: 

• Are primarily for items already identified on the infrastructure deficit listing; or 
• Clearly demonstrate that new infrastructure is replacing existing infrastructure that is no longer relevant 

to achieving Priority Results and should be decommissioned.  For example, a neighborhood tennis court is 
being permanently removed and a new basketball court has broader community appeal for the 
neighborhood. 

• Use studies or asset management programs to improve or develop better capital plans, provide for more 
regular condition assessment, and improve the accuracy of estimated replacement costs. 

• Allow for better management of the infrastructure deficit through mid and long-term capital planning and 
that reduce reliance on debt borrowing will receive priority 

• Demonstrate evidence that cost estimates are accurate, that the condition of assets have been properly 
assed, and that replacement plans have been prioritized according to risk of failure and community need  

 

PRIORITIZED PLAN FOR NEW INFRASTRUCTURE 
BE CONSISTENT WITH GROWTH   
ASSESS PUBLIC NEEDS 
MAKE LONG-TERM PLANS FOR FUTURE NEEDS 
ADAPT FOR DISASTERS AND CLIMATE CHANGE 
 

A key factor in ensuring sustainability of municipal infrastructure is ensuring that our plan for infrastructure is in-
line with our expected growth (or decline).  Assessing the future economic, demographic and social outlook for the 
City is a key factor in providing sustainable infrastructure.  This ensures that we have the right infrastructure to 
meet our needs in the future.  The design and installation or replacement of existing infrastructure should be 
consistent with future needs so that our investments today are not obsolete for tomorrow.   

Climate change and disaster preparedness are also key factors in ensuring that our infrastructure does not become 
obsolete prematurely.  Infrastructure planning should include mitigations for climate change risk and preparedness 
for emergencies and disaster.  These are key factors in ensuring that infrastructure is always available at a cost we 
can afford.   
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A key factor in sustainability is to ensure that we have a prioritized plan for adding new infrastructure and costs.  
This means having a complete list of all possible future new infrastructure needs and desires and making tradeoffs 
between important and desirable community assets.  A key factor in maintaining sustainability is to invest in the 
right sized assets, this requires comprehensive needs assessments to support the political decision making process.  

AFFORDABILITY 
ESTABLISH DEBT POLICIES 
KEEP PROPERTY TAX IN-LINE WITH INCOME   
COMPLETE LIFECYCLE COSTING 
BE SENSITIVE TO ECONOMIC CHANGES 
ADOPT A LONG TERM FINANCIAL PLAN 
Affordability is maintained when the level of property taxes required to support municipal spending are 
maintained relative to after tax income of residents.  Even though property tax rates remain constant, rising 
housing prices may mean that property taxes rise faster than incomes.  To ensure that municipal infrastructure is 
financially sustainable for residents the City must ensure that property taxes do not rise faster than incomes.   

Within that available bucket of tax revenues the City needs to limit the amount of funding used to service debt. 
While debt may be used to provide needed infrastructure in the short term, debt financing limits the availability of 
cash for future infrastructure needs.  The debt affordability policy ensures financial sustainability of infrastructure.   

Lifecycle costing has two components: 1. Understanding the future operating, maintenance and repair, and 
replacement costs for new infrastructure and including them into forecasted budgets is a factor in assessing the 
affordability of new assets.  2. Recognizing when existing infrastructure has exceeded is useful life such that the 
cost to maintain and operate the assets are suboptimal, that is spending operating dollars on breaks and fixes that 
could otherwise be allocated to replacing old infrastructure and reducing the total lifecycle costs.   

The long-term financial plan provides a sustainable financial future based on forecasted revenues and 
expenditures.  In order to maintain financial sustainability the economic assumptions that underpin the plan need 
to be checked periodically.  When planning infrastructure, sensitivity to future economic conditions will be a factor 
in determining the future affordability of assets and the long term financial sustainability.  

STRATEGIC OBJECTIVE #2: LIFECYCLE COSTING - REDUCE THE TOTAL COST OF OWNERSHIP 
We are seeking proposals that help to reduce the total cost of ownership of City infrastructure over its complete 
lifecycle.  Asset lifecycle costs include initial purchase and construction costs, ongoing operating costs, repair and 
maintenance costs, and costs to decommission and replace assets.  Reducing the total cost of ownership will 
directly affect the amount of property taxes required to sustain infrastructure and will result in a direct impact on 
the ratio of residential property taxes to personal incomes.   

Specific offers for/that: 

• Demonstrate quality by purchasing infrastructure that has a longer expected lifecycle;   
• Include professional asset management through maintenance planning, regular inspections and 

benchmarks for operating and lifecycle costing; 
• Use funding and planning for maintenance that increases the overall life of the asset and reduces the total 

cost of owning and operating assets; or 
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• Shows how replacement or upgrade of existing assets will reduce maintenance and repair costs to reduce 
total cost of ownership; and 

• Provide evidence that the methodology for determining whether replacement or maintenance and repair 
is the most cost effective approach for owning and operating assets; 

 

QUALITY AND VALUE ADDED 
BUILT TO LAST 
BROAD COMMUNITY APPEAL 
ACHIEVE PRIORITY RESULTS FOR CITIZENS 
PROFESSIONALLY MANAGE PROJECTS 
 

In making capital asset purchase decisions the total lifecycle costs should be evaluated to ensure the lowest 
possible total cost of ownership.  This may mean purchasing higher quality assets even at a higher initial cost if it 
means the assets will have increased longevity, or provide more value to citizens.    In that regard infrastructure 
should be planned to appeal to the broadest group of residents and provide value to the community at large. 
Greatest value to the greatest number of people.   

In order to be sustainable capital spending needs to meet the goals and needs of the broadest group of resident 
otherwise residents will demand more infrastructure to suit their needs after funding has already been used.  To 
ensure sustainability we need to spend money on the right things, the things which are most effective at meeting 
the goals and targets of other programs, and strategic and master plans.  To this extent, capital budgets should 
pass through the same rigor and screening as operating budgets in assuring that capital spending achieves the 
desired outcomes.   

Professional project management is a key to ensuring that projects that are selected for funding are professionally 
managed to ensure that taxpayers receive the most value for money spent on projects, to ensure that projects 
come in within budget, and that the best possible quality and value of infrastructure is built with the funding 
provided.   

STRATEGIC OBJECTIVE #3: BUILDING THE RIGHT INFRASTRUCTURE 
We are seeking proposal that use resources to provide the right infrastructure for the future of our city.  

Offers that: 

• Include evidence that the infrastructure is supported by broad community appeal and that public needs 
have been properly assessed 

• Show evidence of capacity utilization  
• Create a clear link between the infrastructure spending and how the assets contribute to achieving 

Priority Results from other program areas.  Proposals should clearly identify what performance indicators 
from other Results areas will be impacted.   

• Consider climate change and disaster preparedness where appropriate 
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• Are sensitive to future economic changes and provide a sensitivity or ‘what if’ analysis. How will this 
impact the debt ratio if the existing property tax base declines by 10%?  How will capacity utilization and 
demand be affected by a 10% increase in new tax base? 
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CORPORATE-WIDE ENABLING STRATEGIES AND PRIORITIES  
Sustainability is a corporate wide priority for every program and service.  All services should seek to 
engage employees, have an impact on our community, close the gap in the operating budget, and foster 
an atmosphere of mutual respect between staff, City Council and the public.    

STRATEGIC ALIGNMENT  
i. Services should be aligned with the Program Results, dashboard indicators, and strategic 

priorities; 
ii. Demonstrate the ability to address multiple Program Results concurrently;  

iii. Advance existing or emerging strategic plans adopted by Council including enhancement plans, 
operational plans, or neighborhood plans; and 

iv. Look for opportunities for service “pairing” that leverages or combines functions across and 
within the organization with efforts to “de-silo” departments and capitalize on limited resources 
(e.g., two departments cooperate and communicate to provide a service at a reduced cost, to 
improve service, and create efficiency). 

 
VALUE 

i. Services should demonstrate good value by describing what can be expected to be delivered per 
dollar spent.  Value is a measure of both efficiency and the effectiveness of a service.  

 
EFFICIENCY & INNOVATION 

i. Demonstrate application of Lean 6 Sigma methodologies for process improvement, efficiencies, 
and financial savings. 

ii. Streamline services to be more nimble and responsive to citizen needs and concerns. 
iii. Focus on providing high quality customer service and “value-added” initiatives. 
iv. Remove and eliminate waste through a culture of continuous improvement 

 
EMPLOYEE ENGAGEMENT 

i. Proposals should demonstrate the ability to engage employees and to improve and develop their 
leadership capabilities.   

ii. Service managers should promote employee productivity through strong attendance 
management practices, flexible work arrangements that meet operational requirements and that 
promote respect for employees and increase morale.    

 
WORKFORCE REDUCTION  

i. Effective service managers will combine employee engagement and innovation initiatives with 
succession planning in order to meet workforce reduction targets.   

BUDGET COMPLIANCE 
i. Proposals should demonstrate actual expenditures and revenues that are in-line with budget 

projections.  Services should diversify revenue streams and reduce the reliance on general fund 
tax dollars where possible.  Service strategies should maximize audience and citizen use, and 
increase capacity utilization 
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DASHBOARD INDICATORS  
 

What are the top four or five measurable indicators that demonstrate we are being successful at achieving the 
desired results or making progress towards these outcomes? These are the key performance indicators that would 
be displayed on a performance management dashboard.   

These could be key community indicators gathered from surveys about how residents feel.  They may be internal 
measures, external data, and/or comparisons to industry standards and benchmarks.  

The key performance indicators likely tie to specific success factors or secondary factors that cause the results and 
outcomes.  The factor map, taken together with the indicators, identifies the things that are most important to 
achieve the desired outcome, and measures our progress on creating them.   

INDICATOR #1 DEBT SERVICING COST 

MEASURE: DEBT SERVICING COST BELOW 8% OF BUDGETED REVENUE 

MEASURE DESCRIPTION AND NARRATIVE:  
Debt servicing and affordability as described in COR-POL 061.  Annual payments for principal and interest on debt 
and capital leases should not exceed 8% of the total budget.  The policy also ensures that debt services does not 
reduce the pay-as-you-go regular capital budget.  The test should be the 8% ceiling with no reduction in the capital 
pay-go budget.   

CALCULATION METHOD AND DATA SOURCE:  
Data will come from the year-end Audited Financial Statements and annual budget.  

REPORTING:  
 This will be reported annually by the Financial Reporting and Accounting Manager as part of the year-end 
reporting process.  Additional any new debt financing will be reported showing its impact on the debt servicing 
ratio.   

HISTORICAL:  

 

3.62% 
4.36% 

4.00% 
4.51% 

2009 2010 2011 2012 

Debt Servicing as % of Total Revenue 

12 



 

The level of debt servicing cost as a percentage of total revenue has increased from 3.62% of total revenue in 2008 
to 4.51% in 2012.  Debt service costs of $5.7 million were recorded in 2012, including $2.8 million in interest and 
$2.9 million in principal repayments.  

  

INDICATOR #2 RATIO OF PROPERTY TAX TO INCOME 

MEASURE: RATIO OF RESIDENTIAL PROPERTY TAX TO AFTER TAX INCOME OF CITY RESIDENTS LESS THAN 3.4% 

MEASURE DESCRIPTION AND NARRATIVE:  
This measure compares how much the City of Fredericton collects in residential property taxes to the amount of 
after tax income available to residents of the city of Fredericton.  Federal and Provincial governments take income 
taxes from earned amounts of residents and the after tax income is how much resident have left to pay for 
housing, buy food and support their families.  The city collects property taxes from this same pool of discretionary 
spending.   Lliving in the city is a choice that people make and the City is like any other vendor selling municipal 
services to willing residents.  To maintain its wallet share the City needs to keep its services affordable.  We 
measure affordability as the percentage of after tax income the City collects in residential property tax.   

CALCULATION METHOD AND DATA SOURCE:  
Residential property taxes are calculated by province and provided to the City Treasurers each year as part of the 
budget preparation process.  Canada Revenue Agency has data available on the number of tax filers in the city and 
the amount of income and taxes paid.  Dividing the amount of residential property tax by the total after tax income 
provides this measure.  CRA data is typically three years old, meaning that this indicator lags quiet significantly.  

REPORTING:  
Reported annually as part of the Financial Health Report.   

HISTORICAL:  

Year  Fredericton  Moncton  Saint John  

2006 3.43% 3.54% 3.40% 

2007 3.39% 3.51% 3.34% 

2008 3.50% 3.67% 3.44% 

2009 3.61% 3.76% 3.67% 

Average:  3.48%  3.62%  3.46%  

Percentage of after tax income collected as residential property tax.  (total residential property taxes/after tax 
income)    
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INDICATOR #3 REDUCTION OF INFRASTRUCTURE DEFICIT 

MEASURE: ADHERENCE TO THE LONG-TERM FINANCIAL PLAN & REDUCTION OF INFRASTRUCTURE DEFICIT  

MEASURE DESCRIPTION AND NARRATIVE:  
This measure will monitor progress on the long term financial plan reduction of the infrastructure deficit.  Measure 
that the annual capital spending plan includes the 5% additional funding for infrastructure deficit reduction, and 
that the pay-as-you-go capital is spent 75% on replacing existing infrastructure, 10% on new, and 15% on 
maintenance of existing infrastructure.   

Check planned infrastructure deficit to actual infrastructure deficit.   

CALCULATION METHOD AND DATA SOURCE:  
Calculation of Pay-go budget usage are made annual at budget time for the upcoming year, and checked against 
actual from previous year.   

The infrastructure deficit tracking against plan would need to be updated each three years during the condition 
risk assessment for capital assets.   

REPORTING:  
Annual and each three years.  Reporting method TBD.  

HISTORICAL:  

INDICATOR #4 SUSTAINABILITY RATIO   
Measure of the City’s long-term financial sustainability. 

CALCULATION METHOD AND DATA SOURCE:  
Financial Sustainability can be calculated on an annual basis by taking the regular annual revenue divided by 
operating expenses plus fair value depreciation of assets.   

 This measure checks to see if revenue is enough to cover regular operating expenses and replace assets at 
the same rate they are being used up   

REPORTING:  
 Updated annually on the performance dashboard and annual financial report.    
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