Chapter 5:  Strategic Vision - Goals & Objectives
I. 
PUBLIC PARTICIPATION
In developing the Muskegon County Strategic Infrastructure Plan, it was decided early in the project to involve infrastructure stakeholders and the community throughout the planning process.  It was recognized that in order for the plan to be successful, the community must be heavily involved throughout the project.  In order to create a strategic vision for infrastructure within Muskegon County, it was necessary to gather information from a variety of sources.  Throughout the planning process, Regional Commission staff used several methods to gain a better knowledge of infrastructure within Muskegon County.  

First of all, an Oversight Committee was established in order to guide the planning process and provide direction and feedback into the development of the document.  In order to be inclusive and encourage participation in the Muskegon County Strategic Infrastructure Plan from throughout the county, Regional Commission staff invited each of the 27 local units of government in Muskegon County, including Muskegon County government officials, to be active participants in the Oversight Committee.  Additional invitations were also extended to interested community groups/organizations, major county employers, utility companies, as well as area colleges and universities.  Specific invitations were extended to the Muskegon Area Chamber of Commerce, Muskegon Area First, Muskegon County Road Commission, and the Muskegon Area Intermediate School District.  A 47-member committee was established and met approximately six times throughout the one year planning process.  This committee provided a great amount of insight in creating a strategic vision as well as the goals and objectives.  

Regional Commission staff also conducted approximately fifteen in depth interviews with key infrastructure stakeholders within the county.  These individuals, who have many years of experience and an intimate knowledge of the infrastructure within Muskegon County, provided a wealth of information to Regional Commission staff.  The interviews assisted the staff in gaining a better knowledge of past and current issues being faced in the county as well as potential future issues with respect to infrastructure.  Regional Commission staff also gathered additional information regarding infrastructure during the 21 jurisdictional mapping interviews conducted in early 2006.  The results of the jurisdictional interviews are further detailed in Chapter 4: Community Vision.
Another technique used to assist in identifying a strategic vision was conducting a Strengths, Weaknesses, Opportunities, and Threats (SWOT) Analysis with the Oversight Committee.  A SWOT Analysis is a highly effective way of identifying Strengths and Weaknesses (existing conditions) and also Opportunities and Threats (future conditions).  The SWOT Analysis was conducted during the January 2006 committee meeting.  During the group activity, attendees were separated into groups of four to six individuals including a table facilitator.  It is important to note that a SWOT Analysis identifies opinions of participants and is not always based on factual information and that some of the comments resulting do not pertain specifically to the subjects of water and wastewater infrastructure. While the committee completed the SWOT Analysis group activity, they were asked to keep in mind the following questions for each of the four categories of the SWOT:

Strengths:

· What are the system’s advantages?

· What are the system’s best attributes?

· How do others view the system and its existing condition?

Weaknesses:

· What are areas for improvement for the system?

· What types of issues should be avoided?

Opportunities:

· What are the opportunities facing the system?

· What are the interesting trends?

Threats:

· What obstacles does the system face?

· Down the road, what forces could be detrimental?

A separate SWOT Analysis was conducted for wastewater infrastructure and water infrastructure.  Below is a compilation of the SWOT Analysis results in actual recorded comments.  Some comments were combined due to duplication.
Wastewater System SWOT Analysis Results
Strengths

· Ability to handle a large variety of hauled waste

· Almost no combined (Sanitary & Stormwater) sewers in the county

· Capacity in collection system

· Current effort to upgrade collection system

· Plant capacity

· Difficult to interrupt system

· Ability to serve high volume & difficult waste products

· Growing of crops to help filter water/use less chemicals

· Tour destination

· Cooperation among locals (14 current users, soon to be 16)

· Low cost of system compared to the rest of the state

· Excess capacity

· Excellent treatment facility

· Away from core community/population

· Economic development tool

· Improves health

· One accountable organization

· Sale of farm crops

· Ability to accept a variety of waste types

Weaknesses

· Recent loss of use and loss of recent flow
· Old infrastructure (will be upgraded soon)

· Not enough testing on septic systems (not everyone at table agreed)

· Do not know how many pollutants can be filtered out

· Some failures may go unnoticed – if they are not treating the water correctly (private septic systems)

· Operated by county, not authority

· Less local control (small issue)

· Disputes or baggage between county and users group (improved recently)

· Metering

· One break is big in our system (single source)

· Stormwater contribution

· Aging facility

· Some businesses are not tied into the system that should be

· Large land use need for system

· Capacity – unused

· Reliability of force main (66”)
· No redundant 66” force main
Opportunities

· The ability to grow without the need to expand the system

· Promotion of site and tourism

· The economic opportunity to develop Large Lot Industrial Park, Cordova site, and the Whitehall site 

· The ability to serve all of Muskegon County and beyond

· Alternative fuel (Methane) (Solid Waste).  Cooperation on alternative energy products

· Technology opportunities for cleaner septic systems

· Continue to study future treatment of pollutants

· Public education regarding septic systems

· Economic Development tool (Industrial and Farming)

· BOD treatable

· Ability to treat other county waste

· Cleaner environmental 

· Alternative energy (windmill farm sale/use and methane gas)

· Solid waste recycling

· Sale of excess land

· Job creation opportunities

· Capacity

· Future management relationship

Threats

· Loss of manufacturing

· One force main (66”) from downtown to wastewater plant with no redundancy.  What would be the environmental damage?

· Difficult to remediate a toxic chemical 

· Ground contamination

· Threats from road contamination

· Unnecessary testing

· Sprawl 

· Michigan Department of Environmental Quality (MDEQ)

· Industries that put in their own system – competition 

· Declining flow (industrial) and increased costs

· Coordination of projects between transportation and sewer mains

· State/Federal Regulations

Water Systems SWOT Analysis Results
Strengths

· Muskegon Heights has a good system. Water is economical

· Muskegon Heights has a fair system as far as cost

· Metered system is a strength

· Multiple feed

· City of Muskegon and Muskegon Heights reliable

· Unlimited source (verses wells)

· Capacity

· Collective knowledge and expertise 

· Quality

· Northside system has multiple partnerships (administrated through county)

· Cost lower (due to Lake Michigan)

· Take advantage of weaknesses

· Plan of available capacity – (within service area) ability to expand Northside systems - 2020

· Systems are interconnected – (Whitehall – Montague)

· Water tastes good - quality 

· Duplication in the Metro area and well systems and with Ottawa County and redundancy 

· Abundance/capacity of water and source (Metro area)

· Modernized/Upgraded

· Strides in communication between the county and locals proactively planning for the future

Weaknesses

· Muskegon Heights funds are not set up as a separate entity

· Muskegon Heights needs to give more accountability as far as costs

· North Muskegon – weakness – has only one source of water from the City of Muskegon

· Limited sources to get water

· Sappi reduction puts a considerable cost on the system

· Different rates with different systems

· Lack of county-wide authority

· Aging infrastructure in some systems

· Inability to prioritize projects (county-wide scale)

· Outdated components of existing system

· Lack of loops in the system

· Ability to sight municipal wells

· Four different systems in the county (if there is competitiveness)

· Age of portions of existing infrastructure

· Difference in rates 

Opportunities

· Possible combination of systems

· Think outside the box

· Achieve some measurement of security if systems are combined

· All meters radio read

· Same rates with different systems

· Continued economic growth/controlled growth

· All communities work together

· Future funding/bonding (larger group – cost sharing)

· Ability to combine systems

· Growth in between the “Northside” and “Southside” systems

· Cost sharing – may bring rates down

· Expansion beyond our boundaries (north, east) (Double JJ)

· Area Land Use Plans updated to accommodate expansion – development

· To serve people that need water (poor quality of wells and ground water)

· To coordinate planning and operation

· Advance planning (MCSI Plan effort)

· To serve surrounding counties

· Improved quality of life

· Improve and expand cooperation

· To explain complexity of the system to general public

Threats

· Municipal wells can be difficult to maintain

· Upgrades can be expensive (City of Muskegon and Muskegon Heights)

· Combining systems may be costly to users

· Aging systems

· Governing and cost

· Urban sprawl – loss of important county features

· Politics 

· Fighting between systems

· Financing a single system

· Jurisdictional boundaries on a single system

· Financial strain on individual municipalities with changes in the system

· Sprawl with expansion of system

· Population shifts

· If communication breaks down

· 28 jurisdictions (including the county) – fragmentation with decision making

· Contamination and supply of wells

· Under capacity

Hosting a community forum was the final technique used to assist in the development of a strategic vision as well as the goals and objectives.  The forum was held in March 2006 with approximately 45 community leaders and public works professionals attending the forum.  Participants were asked to react to the future infrastructure maps created through the jurisdictional interviews as detailed in Chapter 4: Community Vision.  The participants were placed in groups of six to eight including a table facilitator.  The responsibility of the facilitator was to assist the groups through the exercise as well as to take notes on the comments and reactions of the participants.  In addition, the participants were also asked to share their comments and reactions with the entire group.
II. 
GOALS AND OBJECTIVES 
All of the afore-mentioned techniques assisted Regional Commission staff in creating the Muskegon County Strategic Infrastructure goals and objectives.  As a result of these techniques and the information gathered, it was determined to create two sets of goals and objectives; one for wastewater infrastructure and one for water infrastructure.  Below are the goals and objectives for each.
Wastewater Infrastructure Goals and Objectives

Goal:  
Follow the Smart Growth Principles and development scenario identified through the Muskegon Area-wide Plan process when expanding sewer within the county.

· Encourage future expansion of sewer to occur within the boundaries of the MAP Smart Growth Scenario.

· Encourage wastewater infrastructure to be expanded prior to or concurrently with water infrastructure.

· Explore creating a density threshold when expanding sewer within the county.

· Create a Smart Growth checklist to follow when expanding sewer infrastructure. 

Goal:  
Take advantage of the abundant economic development opportunities available with the wastewater system and its properties.
· Continue to market the county owned wastewater property (2000 acres at the metro facility and 680 acres at the Whitehall facility) for economic development.
· Promote the wastewater facility as a tourist destination for its wildlife habitat.
· Market the Muskegon County Wastewater Facility as a state of the art facility promoting its uniqueness.
· Conduct a study to analyze the cost of wastewater service in order to control and minimize costs.
Goal:  
Increase the volume of wastewater in Muskegon County and neighboring communities to meet the excess capacity at the wastewater facility.

· Market the assets of the Muskegon County Wastewater System to potential high volume wastewater users.

· Continue to market the ability of the Wastewater System to handle a variety of hauled waste.

· Market the ability of the Wastewater System to accept a variety of difficult waste types/products.

· Strive to add the existing businesses within the county that are not currently part of the Wastewater System.

· Explore the opportunity to serve potential users beyond the borders of Muskegon County.
· Encourage expansion of wastewater system into high density residential areas currently served by septic systems.
Goal:  
Strive to continue a working relationship between the Muskegon County Wastewater Management System, current and future municipalities, and others within the county and neighboring communities.
· Maintain the existing working relationships and continually explore areas where improvements can occur.

· When expanding and/or repairing sewer lines, coordinate projects between transportation and sewer lines in order to minimize duplication.

· Research the management techniques of various wastewater management systems in order to gather ideas and techniques that may be implemented in Muskegon County.

Goal:  
Increase the reliability of the existing wastewater system and continually upgrade the aging facility and system.
· Explore options to increase the reliability of the 66” force main running from downtown Muskegon to the Wastewater Treatment Plant.
· Devise a plan to mitigate potential disasters that may jeopardize the reliability of the existing wastewater system.
· Examine potential environmental effects of a major break in the wastewater system and devise a response plan.
· Continually upgrade sewer lines as needed.
Water Infrastructure Goals and Objectives

Goal:  
Follow the Smart Growth Principles and development scenario identified through the MAP process when expanding water within the county.

· Encourage future expansion of water to occur within the boundaries of the Muskegon Area-wide Plan (MAP) Smart Growth Scenario.

· Explore creating a density threshold when expanding water within the county.

· Create a Smart Growth checklist to follow when expanding water infrastructure. 

· Encourage water infrastructure to be expanded concurrently with or following wastewater infrastructure.  

Goal:  
Strive to continue existing working relationships between various groups within the county and increase communication between the different systems. 

· Encourage the reinstitution of a county-wide water users group to communicate information and coordinate activities.

· Collaborate efforts between the five water systems by holding regular meetings in order to share information and minimize duplication.

· Increase communication between water providers, local units of government, and the public in order to provide quality water to all residents in Muskegon County.

Goal:  
Explore opportunities to create consistency between the five water producers within Muskegon County (City of Muskegon Heights Water Filtration System, City of Muskegon Water Filtration System, City of Montague Municipal Well System, City of Whitehall Municipal Well System, and Village of Ravenna Municipal Well System).

· Research various rate structures that could be implemented within the county in order to create consistency between the water systems and minimize competition.
· Encourage coordinated planning efforts between the water systems.
· Conduct a study to analyze the cost of water in order to control and minimize costs.
Goal:  
Take advantage of the excess capacity within the existing systems to extend water that will service areas of Muskegon County and neighboring communities.

· Identify areas of poor water quality and make it a priority to provide water service to those areas.

· Market the excess capacity available within Muskegon County to high volume water users for economic development purpose. 

· Identify potential service areas outside the borders of Muskegon County.
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