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February 28, 2024
Mayor Berry, Vice Mayor Dalton, Commissioner Fairbanks-Harvey, Commissioner Phillips, Commissioner Wilkinson
City of Red Bank
3105 Dayton Boulevard
Red Bank, Tennessee 37415
VIA ELECTRONIC

Dear Red Bank City Commission:

Thank you for allowing MTAS to participate in the Commission’s strategic planning process on February 27, 2023.  It was a great retreat and I firmly believe that the results were worth the time and energy.
As you recall, we began the session with an overview of the strategic planning process.  The objectives of the process were to create a mission statement, scan the internal and external environments, create a vision statement, select values, and then to devise goals to guide the city in achieving its vision.  I believe we successfully fulfilled all of the stated objectives.

We discussed the different roles that elected officials and staff perform and the percentages of time that each group should devote to planning.  The Commission should spend a greater amount of time in planning (steering) than any other group in the municipal government.

The first task was to create a mission statement.  A mission statement should explain the purpose of a town’s being and why it exists.  The Commission reviewed the current mission statement and decided to have it remain the same. The mission statement is:

The City of Red Bank is a safe and thriving small-town community with an engaging, transparent government that builds on our rich history, provides excellent and efficient services, and welcomes all.
The Commission then studied a variety of statistics about the U.S. labor data, state information, Hamilton County facts, Chattanooga facts, and then finally Red Bank-specific statistics.  Using all of this information, the Commission then was charged with coming up with a vision statement that builds upon the city’s mission and takes it to the next level; a desired future state. The updated vision statement is below:

Red Bank strives for a vibrant and inclusive community by pursuing excellence, enhancing safety, and celebrating our neighborhood character.

The next step was to do a SWOT analysis – identify the internal strengths and weaknesses and the external opportunities and threats facing the City of Red Bank.  These were not necessarily agreed on by the entire team but were items offered by individual members.  

The strengths that were listed include:

· Adequate, competent staff who are experts in their field (help be proactive and execute Commission’s vision)
· Citizen Advisory Boards
· Vibrant, thriving community
· Excellent planning, design, engineering consultants on density
· Strong police presence
· Strong relationships with schools, non-profits, and businesses
· Expanded property tax revenue
· Sweeping planning effort (first LRP, proactive planning)
· Thriving civic organizations
· Adequate digital capacity
· Digital messaging from city, enhanced marketing, engagement with residents
· Natural beauty and assets in city and region
· Demographically represented Commission for city
· Employee over facilities and separate employee over parks
· Empowered employees
· Churches and faith communities
· Creative thinkers / think out of the box from employees, Commissioners, committees
· General political will to pursue goals

· Supportive, collaborative, consistent Commission

· Annual Commission retreat

· Pickleball courts

· Employer of choice initiatives

· Stability in Commission and relationship with city manager and staff

· Setting in region

· Food truck Fridays and other events

· Recycling center

· Image of Red Bank for housing, development, retails

· Bridgett Raper and Small Cities Coalition

· Neighborhood gatherings

· Proximity to Waldens Ridge Park, Stringers Ridge, other outdoor recreation

· Potential of former RBMS site

· Skilled grant writers on staff

· Stormwater asset management plan, ordinance, fee

· Compact size of city and linear layout

· Existing 10-minute Walk to Park initiative and Active People Healthy Nation 

· Dog park

· Communicative relationship with Hamilton County District 6 representatives
· Small commercial parcels drive small business development

· Red Bank schools

· Shifting demographics – younger families with children – new opportunities and businesses for these

The weaknesses identified were:

· Number of initiatives from planning processes (need to focus and prioritize, competition for staff and funding)
· Cost of providing services; largely residential and property tax dependent

· Communication with and involvement of utilities in vision (WWTA, EPB, etc)

· Ability to draw residents to a central location

· Resistance to change 

· Misinformation 

· Adequate sewers throughout town (a lack of adequate sewerage throughout Red Bank)
· Resistance to density

· Homelessness

· Outdated zoning and planning policies

· Ongoing political will through next two elections

· Lack of informal relationships with legislators and other County and regional leaders

· Previous lack of action of planning initiatives

· Zoning that prohibit the type of development wanted and needed

· No curbside recycling

· Lack of childcare and elder care options

· Disaster preparedness (particularly flood mitigation)

· Funding for stormwater infrastructure needs (including on private property)

· Dependency on TDOT regarding projects

· Relationship with HCDE

· Underutilized HCDE properties

· Cyber security in city

· Visual appearance of Dayton corridor

· Gateways and entrances to the city

· Existing non-compliance with federal land swap

· No hotel lodging in city limits 

· Dayton Boulevard through middle of city (stroad)

· Underinvestment in North Red Bank

· No city soccer, basketball, and other specific fields

· No large live music venue

· ADA accessibility

· 8/80 city concept

· No free library access for most residents

· Significant gaps in recreation and parks access (and safe access)
The opportunities in the area include:

· Planning
· Regional Planning (Hixson/Red Bank Area 2 portion of the Plan Chattanooga planning process; other Chattanooga and RPA plans)
· Developed center land property
· Protected pedestrian pathways (through grants, tactical urbanism)
· Parks and recreation as a regional draw
· Proximity to destination parts of Chattanooga
· Create a library
· ROW on Dayton Boulevard (possibly can reimagine)
· Stringers Branch waterway and the ability to celebrate and protect it
· Sales tax revenue (Restore, Return, Relief)
· Central play space with fields and courts

· Affordable and accessible housing, developments, and redevelopments (possible legislation, relationship with developers)

· Small and adaptable government in regard to external factors

· Access to transportation hubs (interstate, airports)

· Community center

· Murals on buildings

· Property between City Hall and Police Department – possible pocket park

· New elementary school / park / development at Alpine Crest or former White Oak Elementary sites

· Growing commercial interest

· Regional partners (TPL, Carta, TPO)

· Create a complete streets policy and Vision Zero Policy

· Northshore Greenway and Mountain Creek Greenway study

· Partner with Chattanooga on various issues

· Possible events (food trucks, music in the parks, etc)

· Communication with residents

· Connection to public transit

· Desire for community (find ways to facilitate, create destinations)

· Connectivity for golf cart community

· Community school model partnership with HCDE and Northside Neighborhood House

· Lower home prices compared to Chattanooga

· Community garden, wildlife habitats, etc. for outdoor learning

· Stormwater projects and possible TDEC funding

· Schtick – creating something new for Red Bank to be known for

· Land conversions – working with TDEC and NPS

· Non-profit partners (Red Bank food pantry, WaterWays, and many more)

· Chattanooga Chamber, Small Business Development Center – possible partnerships

· Recruiting more restaurants

· Possible support of all planning initiatives
And finally, the threats are:

· Affordable housing, cost of living, increased home prices

· State legislation (i.e. property tax cap, single article tax, electoral process, school vouchers, social security tax, removing grocery from sales tax, zoning)

· Childcare costs, childcare desert

· Natural hazards, specifically flooding

· Inflation

· Food security, food access

· Rising traffic fatalities and injuries nation-wide, accidents involving pedestrians

· Aging infrastructure

· Sewers not throughout the city

· Elder care

· Closure of Alpine Crest and possible sale or development of property

· Bad road design, commuter pass through traffic

· Lack of bike/ped paths

· Cherokee Tunnel (Stringers Ridge)

· TDOT processes 

· Speeding

· Economic development without communication with the city

· Underdeveloped and underutilized community spaces

· Oversaturation of certain types of businesses

· Undesirable businesses for image of city and value of properties

· Previous false/poor image of the city

· Crime – continue to monitor

· Cyber security

· Hamilton County Commission and School Board legislation and funding (possible impact on city)

· Red Bank schools on the brink of losing Title 1 status

· Norfolk Southern
The Commission then reviewed a list of values for the City. Core values are the deeply ingrained principles that guide all of an organization’s actions; they serve as its cultural cornerstones. Each Commissioner was given 10 dots to select values and the three that received the highest votes are as follows:

1) Accountability

2) Community

3) Stewardship

Next, each Commission member worked individually to identify goals and objectives that:  address the key issues, meet the mission of the City and help the City to achieve its vision.  Each member took a turn listing a goal until all goals everyone had were listed on a chart.  Commission members were given five stickers and asked to place them on the chart.  The number of votes originally received is in parenthesis beside each goal listed:
· Improve Multi-modal transportation network improvements. (4)
· Develop a comprehensive plan, including fulfilling the land conversion agreement and the former Red Bank Middle School site.  (4)
· Develop parks, trails, and recreation services. (4)
· Create a Red Bank Community Library and Civic Center. (2)
· Explore options the city can take to increase affordable housing. (0)
· Update entrances to the City. (2)

· Build a new public works facility. (1)

· Develop a plan to address short-term issues in the longer-term plan, such as Lyndon Loop, sidewalk connectivity between Greenleaf and Newberry along Dayton Blvd). (Rapid intervention) (2)

· Explore options for city involvement in expanding childcare options. (1)

· Add murals and public art to public spaces. (0)

· Identify and celebrate areas of Stringers Branch. Take ownership and/or partner where possible. (3)

· Sidewalks from Browntown Rd to Gadd Rd. (1)

· Identify/create outdoor learning environments. (1)

The end result was five goals.  After the first round of voting, there were four goals selected and there was a three-way tie between goals with two votes. After discussion and two additional votes, the decision was made to move forward with the goal to update entrances to the city. The Commission also assigned a board member to each goal and that name is in parenthesis beside the goal. In no particular order, the goals were:
1) Improve Multi-modal transportation network. (Mayor Berry)
2) Develop a comprehensive plan, including fulfilling the land conversion agreement and the former Red Bank Middle School site.  (Commissioner Phillips)
3) Develop parks, trails, and recreation services. (Commissioner Wilkinson)
4) Identify and celebrate areas of Stringers Branch. Take ownership and/or partner where possible. (Vice Mayor Dalton)

5) Update entrances to the City. (Commissioner Fairbanks-Harvey)

Note: the previous year’s goal to: “Revamp Stormwater Ordinance, Process, and Fee Structure” was determined to be successfully completed… much work to implement remains, but it no longer needs to be a commission goal.

The final step in the process of strategic planning is to create a list of programs and policies (objectives) that will help the city achieve its goals.  I am happy to assist you with this step as needed.
It is important to note that in addition to the Commission, City Manager Martin Granum also participated fully in the day. He contributed to all steps except for the goals section.
In closing, this is an ambitious plan and one that should be a living document; examine it regularly and adjust as needed but always keep the vision in mind when doing so.  I encourage you to set a time now for review, whether that is three, six, or twelve months away.  

Giving up a full day, especially during the work week, was a big sacrifice on the part of the elected officials.  You are all to be commended for your active participation and tenacity throughout the process.  

I look forward to completing the process with you and the Commission and hope that you will contact MTAS if we can be of any assistance to the city in achieving its goals and vision.

Sincerely,
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Honna Rogers

Municipal Management Consultant



