Council Strategic Session Report-September 20, 2025

Executive Summary

The Council’s strategic session focused on aligning long-term community priorities with
immediate infrastructure and facilities needs. Major discussions centered on traffic
improvements, parking strategies, pool and community facilities, bridge replacements, and the
lakes’ deferred maintenance challenges. The central theme was the urgent need for proactive
funding strategies, as the scale of projects exceeds the village’s internal financial capacity.
Cross-cutting issues included balancing vision with realism, maintaining community identity
through facilities, and ensuring governance structures support future initiatives. The session
concluded with clear next steps, including future meeting scheduling, communication
protocols, and establishing priorities for 2026.

Section Summaries
1. Meeting Opening & Project Overview
e Council recognized the strain of managing ~100 ongoing projects simultaneously.
« Emphasis placed on aligning council’s vision with staff capacity and resource
constraints.
o Agreement that prioritization and phasing of projects is essential.
« Reminder of an additional work session scheduled for 7 a.m. Saturday.
2. Traffic & School Zone Updates
o Middle school traffic loop improvements have significantly reduced backups on Green
Line and Lake Road.
« Afternoon congestion remains, lasting 15—20 minutes daily, though described as
“controlled chaos.”
« Traffic management directly tied to safety, quality of life, and coordination with future
infrastructure projects.

3. Parking & Ownership Issues

e Council reviewed shared parking models, comparing them to campus and downtown
approaches rather than large retail centers.

« Consideration given to village ownership of parking for consistency and flexibility.

« Tension identified between supporting local business vitality and avoiding conflicts with
residential parking.

« Policy and zoning tools may be required to scale parking solutions alongside community
growth.

4. Facilities & Pool Planning
o Pool design exploration stressed simplicity, practicality, and cost control.



« Technical focus included airflow, durability, and efficient operations.
« Facilities framed as anchors of community identity and sources of resident pride.
o Acknowledgment of budget limitations and potential need for phased implementation.

5. Bridges & Infrastructure Planning
o Several bridges are approaching end-of-life and require replacement planning.
« Bridges recognized as some of the highest-cost infrastructure items.
e Funding must be tied to grants and larger regional programs to avoid overwhelming
the local budget.
o Proactive replacement scheduling is preferred over costly emergency responses.

6. Bridge Costs, Lakes, & Wrap-Up
« Bridge Costs: True replacement costs estimated at $360,000 each, factoring in
demolition, engineering, foundations, and installation. Funding must leverage external
programs (e.g., LinkUS, Jordan Road projects).
o Lakes:
o 25 years of deferred maintenance has created a backlog of $4-5 million.
o Short-term actions include tree removal, forebays, culvert repairs, and
coordination with Minerva Lake Road.
o Long-term planning requires balancing engineering-driven comprehensive
dredging with contractor-driven cost savings.
o Lakes identified as the village’s single biggest long-term challenge.

e Meeting Wrap-Up:

o Parking lot items captured: visitor attraction, charter vs. home rule, MPCA
relationship, tree removal, quick dredging options.

o Communication process established: recordings — transcripts — Al summaries
— council review before public release.

o Next meeting scheduled for Sunday, October 19, 12:30-2:30 PM.

o Council considering a weekend retreat for deeper strategic work.

o 2026 priorities highlighted: charter reform, pool project, financial strategy
development.

Cross-Cutting Themes & Takeaways
« Funding as the linchpin: Large-scale projects (bridges, lakes) are unattainable without
aggressive pursuit of external grants.



o Infrastructure resilience: Roads, bridges, lakes, and drainage must be managed
holistically to avoid cascading emergencies.

« Community assets: Pools and public facilities enhance identity but compete for limited
funding against infrastructure needs.

e Governance structures: Charter reform and clarifying MPCA roles may redefine village
capacity to act.

« Strategic process evolution: Council is adopting longer, more structured sessions,
with possible retreats to deepen alignment.

e Urgency vs. realism: Council must deliver short-term wins (traffic, culverts, forebays)
while planning for long-term megaprojects.

Action Items
Immediate (0-2 years)
« Finalize and pursue external funding applications for bridges and major infrastructure.
« Begin forebay construction, culvert repairs, and tree removal to reduce lake
sedimentation.
e Implement clear communication protocols for transcripts and summaries.
« Prepare for October 19 meeting with condensed two-hour agenda.
Medium-Term (2-5 years)
o Advance phased pool and facilities improvements with cost-control measures.
o Explore parking ownership models and zoning policies for scalable growth.
o Integrate lake maintenance projects into road reconstruction plans (e.g., Minerva Lake
Road).
Long-Term (5-20 years)
o Execute comprehensive lake dredging and develop a sustainable 25-year
maintenance cycle.
e Plan and implement bridge replacements in coordination with regional projects.
« Address broader governance reforms, including charter review and MPCA
relationship clarification.
« Position community for strategic visitor attraction and growth management.

Next Steps
e Council will review this report before public release.
e Further direction to be set at the October 19 session.
o Exploration of a weekend retreat to establish deeper long-term strategic priorities.



