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October 15, 2003

Mr. Marcos Madrid, P.E.
Commissioner of Public Works
Town of Greenwich

101 Field Point Road
Greenwich, CT 06836

Re: Town of Greenwich 2002 Management and Operations Parking Study / Final Report
Dear Commissioner Madrid:

We have incorporated your comments and the comments rendered by others subsequent to our
public presentation of the DRAFT report, and are pleased to provide our final Town of Greenwich
2002 Management and Operations Parking Sudy. We gratefully acknowledge and appreciate
your assistance and cooperation, the dedication and participation of the members of the Town's
Parking and Traffic Committee and other Town representatives that gave their time to assist our
efforts.

We look forward continuing our relationship with the Town of Greenwich and hope that we met
all your expectations during our study effort.

Sincerely,

James J. Kopencey
Senior Parking Consultant
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Executive Summary

The Town of Greenwich established as one of its primary goals the need to improve its delivery
of parking services. To accomplish thistask, DESMAN Associates was asked to study specific
actions the Town of Greenwich should take to improve the full spectrum of parking services.
This parking study provides these recommended actions. With respect to the management and
operations of the parking system, the Town asked DESMAN to offer specific recommendations
to enhance the parking management. To accomplish thistask, DESMAN analyzed the Town's
existing parking management strategies and reviewed the current organizational structure that
oversees parking management functions.

Parking Management and Findings — During the course of this report the Selectman’s Parking
and Traffic Committee was the designated “ citizen advisory group” for this study. In this
capacity they provided valuable input and feedback as this report evolved and was finalized. As
part of this process, the Parking and Traffic Committee devel oped a Mission Satement and
specific goals as a desired outcome of this report.

This study finds the current Town of Greenwich’s parking management system does not
correspond well to the Mission Statement or the goals devel oped by the Traffic and Parking
Advisory Committee. To improve the Town of Greenwich’s existing Parking Management, the
following recommendations are suggested:

*  Remove the fragmented management of parking by various Town departments and create
asingle source responsibility center to manage al on and of-street parking assets

» Hireaparking professiona to manage the parking entity and administer the Parking Fund

e Since parking isabusiness and a service, adopt and follow a business model for this
critical activity

*  Employ the least offensive and most understandabl e parking management strategies that
arefair, consistent, and equitably administered

e Diminish the size of the enforcement environment by creating some gated and cashiered
parking facilities that are free from punitive actions such as ticketing/towing

*  Recognize parking enforcement responsibilities are not the highest and best use of police
personnel

*  Replace existing mechanical on-street parking meters with Pay-and-Display central
parking meters

*  Upgrade parking facilities to be better lit, better |andscaped and more aesthetically
pleasing

e Improve the security of train station lots with better lighting, decorative fences, and the
presence of a cashier



*  Replace the need for the “ Holiday Parking Program” by recognizing that the underlying
cause that necessitates the program is the absence of adequate parking supply

e Address the need to employ unused parking supply in the Town Hall parking structure
and the Library parking structure

» Recognize the nature of the parking space deficit should prohibit car dealers from using
the Town’ s parking assets for vehiclesin inventory or awaiting maintenance

The first three recommendations noted in this Executive Summary are the most critical and should
be the Town'’s focus with respect to devel oping an implementation strategy. Once implemented,
remaining recommendations within this report would then be managed for implementation within
the Town’s management structure. Without implementing the first three recommendations noted
above, the Town of Greenwich will continue to experience significant inefficiencies within their
existing parking system thereby providing inadequate customer support for the local community.
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Necessary Consider ations

Before the Town considers one of the parking management alternatives to deliver parking
services, the impact of change needs to be measured. When anew parking management
entity isformed, there is ageneral belief that existing staff would merely be transferred to
the new entity. It isseldom that uncomplicated. Many departments that had staff work
on parking related projects did so on a part-time basis. Therefore, not all staff fit the
profile of simply moving to a new parking management entity. Although it may be that
straightforward with those employees that perform full-time parking related
responsibilities, with the employees that have time devoted between parking and other
responsibilities from their respective departmentsit is not that ssmple. Some employees
will need to be reclassified. The question iswhat function would they performin anew
parking management entity, and what new responsibility would they assume if they
remained in the same department? This difficult issue will need to be dealt with.

Thisisaparticularly salient issue for the Town’'s Police Department. Since the Police
Department currently relies on enforcement staff to perform other responsihilities, these
non-parking responsibilities will still need to be performed. Consequently, some current
parking related personnel will most likely still need to remain within the Police
Department. It isimportant to start the new parking management entity with a non-
adversaria relationship with the Police Department because Police help will be called
upon to support the new parking entity’ s programs and protect its personnel.

During interviews conducted with police representatives, it was mentioned that parking
related functions “ distracts from prime directive of Police Department” . It was also
pointed out that a 1998 management study of the Police Department recommended that
the Police Department should not manage parking. In general, police representatives
agreed that it would be prudent for the Police Department to divest themselves of parking
management and operations responsibilities, and the representatives expressed a
cooperative attitude towards the concept. Thisis not to say that some representatives did
not feel some concerns over the change and privately express apprehension about the
security of their jobs. It was however a high level statement from the Police Department
that acknowledged that the change would ultimately benefit the Police Department and
the Town. Certainly, the old adage that the devil isin the details applies to this situation.

Recommended Parking Management Structures

Unlike other municipal functions that are on the expense side of the municipal budget,
parking produces income — it is both a business and a municipal service. Because of this
fundamental difference, placing parking in the same structural mold as other departments
makes the delivery of parking services difficult to emulate a businesslike model.
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Allowing parking management and operations to operate as abusinessis an important

consideration in the selection of a parking management entity. Because any successful
parking management entity must have strong buy in by Town leaders, the other major

consideration isto determine which parking management entity would be most trusted
and best fit the governmental style of Greenwich.

As previously noted, any of the recommended parking management entities that are
presented for consideration would be an improvement over the current fragmented
delivery of parking services. The question that needs to be resolved is which entity
would be most successful and accepted in Greenwich? Thisis a decision that the Town
must make.

Based on national performance, a parking authority would be most capable of being able
to follow a businesslike model because of its self-sufficiency. Parking authorities are
unencumbered by the devices that detract from their capability to focus on their prime
directive — the delivery of parking services. Their funding is based on user fees and their
budgets are approved by their board of directors based on the advice of their director and
their advisors.

There are some that fear the autonomy that isinherent in authorities. However the
autonomy that isimbued in authorities is the fundamental reason for their success.
Sometimes there is resentment and concern that authorities do not have the same
constraints placed upon them, as do other departments. If the Town selects a parking
authority as its parking management entity, it requires a respected board of directors and
atalented and experienced parking director. These components are important to instill
confidence in its delivery of parking services and fiscal management. Frankly, parking
authorities tend to be supportive of the town’s needs and intertwined in the municipal
environment.

It is believed that the establishment of a parking authority is the strongest measure that
can be taken to bring about fundamental change to the Greenwich’s parking program.
Based on our interviews with Town representatives, past suggestions that an autonomous
agency should be created have met resistance. |f the Town can develop the necessary
trust and confidence in an autonomous agency created under Connecticut State
Statutes and by a legislative act of the Town, a parking authority would have the best
tools to streamline and improve the parking system. Without this support and
confidence, this parking management entity is destined to falil.

The next two options would be to consider the creation of a parking department or a
parking department organized as an enterprise fund. To remove the fragmentation in
the delivery of parking services, a parking department or a parking department organized
as an enterprise fund would need to be charged with the responsibility of managing on
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and off-street parking resources, and accept responsibility for the oversight of the
ComPlus ticket tracking and collection contract and other future contracts that may be
required. Because the Town already has a parking enterprise fund, abeit a paper fund,
we dismissed the notion of a pure parking department because it would be regressive to
destroy aviable fund and because of a parking department’ sinability to operatein a
businesslike manner. Instead, our focus will be the consideration of a parking department
organized as an enterprise fund.

Unlike a parking authority, a parking department organized as an enterprise fund
continues to be a construct of Town government. Like a parking authority, a parking
department that is organized as a parking enterprise fund can follow a businesslike
model. Theoreticaly, funding is based on user fees; yet unlike a parking authority it
cannot approve its own budget or set its own rates— it can only recommend such. The
funding approval aspect introduces limitations on autonomy and its ability to live outside
the political environment. A parking department that is organized as a parking enterprise
fund is however a single source responsibility center that can focus on the prime directive
—the delivery of parking services.

If the Town cannot develop the necessary trust and confidence in an autonomous
agency, like a parking authority, a parking department that is organized as a parking
enterprise fund would be a viable, yet weaker option. Although not endowed with the
best toolsto streamline and improve the parking system, this management approach
does have focus and concentration on parking related issues. Some within the parking
industry consider a parking department organized as a parking enterprise fund as amore
difficult way to accomplish what a parking authority can more easily achieve. Asisthe
case with any of the recommended parking entities, strong buy in and support by Town
leadersis essential aong with atalented and experienced parking professional .

Thefinal option would be to consider the creation of isaparking division within an
existing department. Thisoption can work if there is a parking manager with that is
given sufficient autonomy to focus solely on parking. In some towns, and in the name of
cooperation, situations present themselves whereby parking managers are used for other
department priorities. Thiswould defeat the concept of having parking managed under a
single source responsibility center and severely weaken the ability of the parking
manager to focus solely on parking issues.

Assuming that a parking division within an existing department could be supported
through the Parking Enterprise Fund, the budget concern of having to compete for funds
within the department in which it residesis not an issue. If the Parking Fund is not
available to the parking division and competition for funds within the department in
whichit residesisarea problem, a parking division would be the weakest choice.
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During the course of interviewing Public Works Department representatives, it was made
known that the Department was interested in managing on and off-street parking. For
this to successfully occur within that department, not only would it be necessary to hire a
parking director that would be fully dedicated to parking management, it would also be
necessary hire or absorb staff from other departments that are solely dedicated to parking
management. Therefore, if a parking division organized under an existing department
could have a parking professional and staff that is fully dedicated to parking
management and have sufficient access to the Parking Fund, including managing the
entire Parking Fund budget to meet its mission and goals, it can approach the level of
success that a parking department organized as an enterprise fund can. Since the
Public Works Department currently manages and operates many off-street parking
functions, except the enforcement component, and the Police Department iswilling
divest itself of that function, establishing a parking division under the Public Works
Department would be the logical home from which to deliver parking services.

A Parking Professional

During the course of this section of the report, numerous references were made to the
need for a parking professional. Parking management is a business and a craft that
requires broad base knowledge of municipal parking. The parking professional must be
cognizant of and understand both on and off-street parking strategies and tactics, the
relationship between on and off-street parking, and possess the ability to apply these
skillsto meet the mission and goals for the parking system.

We recommend that a parking professional should be hired immediately after the
creation of the selected parking management entity. A well-crafted parking entity
needs an experienced and knowl edgeable manager who is solely dedicated to parking
management. This position in Town government is generally a department director
level position. We further recommend that the Town should embark on a nationwide
search to locate a parking professional that has a proven track record in municipal
parking management and is capable of demonstrating a full understanding of the
fundamental issues and expectations for Greenwich’s parking program.

Effective parking management requires expertise and experience. It specifically requires
the following:

e Public relations skills

e Contract management skills

e Personnel management skills

*  Property management skills

* Negotiating skills

Knowledge of how to operate a cash business

DESMAN
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»  Knowledge of the parking construction process

* Knowledge of how to interact within the municipal environment
»  Knowledge of parking management strategies

»  Knowledge of transportation system management objectives

e Land use planning skills

In any parking management entity, the parking professional should be the centra point of
contact for all parking concerns. Parking management needs an experienced leader. If
the Town creates a parking management entity and hires a parking professiona, it would
be the first time that Greenwich would have a name and an organization attached to the
word “PARKING” and to its Parking Fund. If this occurs, there should be no question
concerning on and off-street public parking management responsibility. That
responsibility resides in the municipal parking management entity and is represented by
its leader.
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